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I

To my readers,

In my early days, under the direction of an extraordinary leader, I was
taught how to paddle a canoe, not just so it would stay straight or turn
when it should. Instead, he helped me experience a greater vision... to
guide a craft that would let me follow a beaver up a river in perfect
silence, a way to move through the morning mist in harmony with the
quiet peace of a new day, and the soft shimmer of sunlight on the water.
I learned how to make the canoe an almost-living extension of myself.

Later in life, I worked for an individual who taught me, by example and
instruction, to regard each person as an individual – not as an “employee”
or “function head”. I then learned to see issues and situations first from
the perspective of others; and then from that vantage point to decide
how best to proceed.

More recently, I was guided by another skillful, thoughtful, world-class
leader; who supported, challenged and shaped my talents. He taught by
example, by inclusion, by availability and most importantly, by holding
me accountable for achieving results. Under his leadership I accomplished
far greater things than I could have done on my own.

It has been my good fortune to be influenced by extraordinary leaders,
such as these, throughout my life. These highly skilled people have been
but some of the many influences that have helped me release and harness
my own potential. I have written “In Your Hands: The Behaviors of a
World-Class Leader” because, as a result of my own experience as both
follower and leader, I am passionate about the conviction that within every
one of us there is immeasurable worth and unimaginable potential. 

PPRREEFFAACCEE
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PPRREEFFAACCEE

““TThheerree  iiss  wwiitthhiinn  eevveerryy  

hhuummaann  bbeeiinngg  iimmmmeeaassuurraabbllee  wwoorrtthh,,   

aanndd  uunniimmaaggiinnaabbllee  ppootteennttiiaall ..

HHaavviinngg  tthhee  pprriivv ii lleeggee  ooff  jjooiinniinngg

ffoorrcceess  wwiitthh  aann  eexxttrraaoorrddiinnaarryy

lleeaaddeerr  ssiiggnniiffiiccaannttllyy  iinnccrreeaasseess  

tthhee  ll iikkeelliihhoooodd  ooff  tthhaatt  

ppootteennttiiaall   bbeeiinngg  rreelleeaasseedd..””
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III

Yet, that potential may remain untapped unless it is recognized and
nurtured by someone who can guide, teach, and lead. Contributing to
the release of that potential is the role and privilege of anyone providing
leadership to others.

The content of this book is intended to show how this can be done. It is
a document that details practical leadership behaviors, with perhaps less
focus on leadership theory. The material was learned, tested and refined
over many years in the heat of the battle; and Eagle’s Flight was
founded, and continues to grow, with this content as a major part of our
corporate life blood.

So I offer this as a resource guide, condensing my experience and
learning. I believe it provides specific, practical steps for leaders, and
emerging leaders, who want to significantly and positively impact the
lives of others.

Underlying all the content is my conviction, in fact an absolute, rock
solid, unshakable certainty, that leadership behaviors can be learned.
And as leadership behaviors are applied, the potential within others will
be released. As a result both they, and the organization of which they
are a part, will flourish.

I trust this material helps you to make the most valuable contribution you
can as a leader; and serves you well as you continue on this challenging,
exciting road.

Sincerely,
Phil Geldart
Wildwood Hall
Spring, 1999 

PPRREEFFAACCEE
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““II   ddeeffiinnee  ‘‘wwoorrlldd--ccllaassss’’   

aass  ffoolllloowwss::  

‘‘NNoo  oonnee,,  aannyywwhheerree,,   ddooeess

wwhhaatt  yyoouu  ddoo  

bbeetttteerr  tthhaann  yyoouu  ddoo  iitt ’’..””
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IINNTTRROODDUUCCTTOORRYY  CCOOMMMMEENNTT

1

Leaders are in evidence in many places: supervising others at a snack
bar; on the assembly line of a large manufacturing facility; in the Board
Room; at Scout Camp; and supervising the fund raising efforts of a
local charity. 

What all leaders have in common is the responsibility they carry for
those for whom they are responsible. The productivity, the sense of
accomplishment, the achievement of future aspirations, and the
personal satisfaction derived from individual and team efforts are all
very heavily influenced by the talent and insight of the leader. 

This is a significant responsibility and one which should not be taken
lightly. As we recognize this, it increases our understanding about
leadership, and the acquisition of those skills which will bring our
leadership capability to the world-class level. Behaviors discussed in
this book can be yet another tool to help you achieve this objective.

I’ve often been asked what I mean by “world-class”. The definition is
important as it sets the stage and the context for your own personal
growth. I define “world-class” as follows: “No one, anywhere, does
what you do better than you do it”. This definition places the world-
class performer in with a group of individuals whose performance is
such that no one, in any other organization, anywhere in the world, does
a better job. They may do the job as well as you do it, but not better. As
individual skills and competencies improve, then the “world-class”
standard will also rise; and so in order for an individual to retain a
world-class ranking their own talent must continue to improve on an
ongoing basis.
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IINNTTRROODDUUCCTTOORRYY  CCOOMMMMEENNTT

2

““TThhee  aappppll iiccaattiioonn  ooff  tthhiiss

mmaatteerriiaall,,   aanndd  tthhee

ccoorrrreessppoonnddiinngg  iimmppaacctt   

ffeell tt  bbyy  tthhoossee  yyoouu  lleeaadd,,   

iiss  iinn  yyoouurr  hhaannddss!!””
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3

IINNTTRROODDUUCCTTOORRYY  CCOOMMMMEENNTT

I’ve laid out the material in order to provide a visual summary of each
individual behavior on the left hand side, and the corresponding
description of that behavior on the right. By viewing the illustration the
truth may be self-evident – in which case feel free to move on. On the
other hand, if you’d like more elaboration, detail, or clarification then
the text on the right will help with that; and the illustration can
subsequently serve as a summary of the text.

As you seek to improve your own leadership skills, the Table of Contents
and the Content Detail section that follows, can help you navigate
through topics of personal relevance. They summarize the content of
the book and allow you to go immediately to whatever sections you
require. There’s no need to read from cover to cover, as each of the
sections stands on its own.

The behaviors that follow can help if you aspire to become a world-
class leader. The application of this material, and the corresponding
impact felt by those you lead, is in your hands!
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6
ACCELERATING PERFORMANCE

Holding Others in Esteem

EESSTTEEEEMMIINNGG  OOTTHHEERRSS  IISS  IIMMPPOORRTTAANNTT

Seen in certain circumstances every single person is 
readily recognized as having the potential for greatness; and 
many already fulfill that potential in quiet, unseen ways.

Each human being carries within themselves 
their own thoughts, desires, sacrifices and experiences; 

and each individual is of great worth.

TTHHEE  WWOORRLLDD  IISS  MMAADDEE  OOFF IINNDDIIVVIIDDUUAALLSS

EEaacchh::

••  VVaalluuaabbllee

••  UUnniiqquuee

••  IImmppoorrttaanntt

••  OOff  GGrreeaatt  WWoorrtthh

LLeeaarrnn  ttoo  sseeee  ootthheerrss  ffrroomm  tthh iiss  vviieewwppooiinntt..

TThheenn  yyoouu  wwoorrkk  hhaarrdd  ttoo  bbrriinngg  tthheeiirr  vvaalluuee  iinnttoo  

pprroommiinneennccee  ffoorr  ootthheerrss  ttoo  sseeee..
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ACCELERATING PERFORMANCE

Holding Others in Esteem

EESSTTEEEEMMIINNGG  OOTTHHEERRSS  IISS  IIMMPPOORRTTAANNTT

The world is made up of individuals: each valuable; each unique; each
important; and each of immense worth.

Seen in some circumstances every single person is readily recognized
as having potential for greatness, and many already fulfill that potential
in quiet unseen ways. Each human being has their own thoughts,
desires, sacrifices, and experiences and each individual is of great
worth. Learn to see others from that viewpoint. Then work hard to bring
their value into prominence for others to see.

Esteeming is valuing people for who they are; valuing people as people,
not for what they can do for you on the job.

I might walk by someone at work, mutter a quick hello and move on.
Perhaps I don’t know whether she is married, is a mother, or an
outstanding athlete. To someone else this person may be a loving wife,
a caring mother, or perhaps she’s a marathon runner. She has
personality. She has an identity.

It is not that we do not respect this person, but we all tend to see people
we don’t know well as “two dimensional”, when in fact the world is
made up of multi-faceted individuals; each of great value. We need to
be able to see people as people apart from their title or responsibilities.

When waiting in line at a fast food restaurant I care little for who the
person in front of me is. All I am really concerned about is that they
hurry up so that I can get my hamburger and fries! The person may be
the C.E.O. of the world’s largest company, but this probably has little
impact on me. I’d still like the lines to move faster!
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ACCELERATING PERFORMANCE

Holding Others in Esteem

EESSTTEEEEMMIINNGG  OOTTHHEERRSS  IISS  IIMMPPOORRTTAANNTT

““EEsstteeeemmiinngg  iiss  

vvaalluuiinngg  ppeeooppllee  ffoorr  

wwhhoo  tthheeyy  aarree;;   aass  ppeeooppllee,,

nnoott  ffoorr  

wwhhaatt  tthheeyy  ccaann  ddoo..””
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ACCELERATING PERFORMANCE

Holding Others in Esteem

EESSTTEEEEMMIINNGG  OOTTHHEERRSS  IISS  IIMMPPOORRTTAANNTT

But if I work for that company, then I tend to see this person in a
different light. In fact I would probably bend over backwards to assist
in any way that I can. The person behind me does not see the C.E.O. of
my company as I do, and they care very little about who he is. They are
more concerned that the line go more quickly.

So we tend to be influenced heavily, often too much so, by the
“position” the person holds, and their relationship to us. We should be
respecting the person as a human being rather than in the context of
their functional title or role.

It is simple to hold people in esteem who are above us within the
organization in rank, prestige, or in some other more tangible ways,
such as their earning power or skills. However, it is quite a different
thing to hold people in esteem simply because they are human beings.
This is especially true if they are below us within the organization, or
have not been seen to amass any of the tangible evidence of greatness,
as we would judge greatness in a materialistic society. 

Esteem for others is based on a recognition that within each human
being there is great potential. Not only is the potential there but each
person is a living, breathing, human who is capable of great thoughts,
outstanding activities, and of awe inspiring behavior.

We tend to focus more readily on the function (what they do). We tend
to judge a person’s capability on the basis of this alone. But there is
much more to a person than the “functional” side of them. There is also the
personal side. When focusing only on the functional side we are not judging
that person in their totality, we are not esteeming that person in total. 
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ACCELERATING PERFORMANCE

Holding Others in Esteem

EESSTTEEEEMMIINNGG  OOTTHHEERRSS  IISS  IIMMPPOORRTTAANNTT

““EEsstteeeemm  ffoorr  ootthheerrss  

iiss  bbaasseedd  oonn  aa  rreeccooggnniittiioonn

tthhaatt  wwiitthhiinn  eeaacchh  

hhuummaann  bbeeiinngg  tthheerree  iiss  

ggrreeaatt  ppootteennttiiaall..””
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ACCELERATING PERFORMANCE

Holding Others in Esteem

EESSTTEEEEMMIINNGG  OOTTHHEERRSS  IISS  IIMMPPOORRTTAANNTT

We should hold a person in esteem as a total person even if we are
unable to see their “personal side”. Once we recognize them as a total
person then we can more readily hold them in esteem, and their
contribution will emerge.

The other consideration is what might be…which is also powerful.
Each individual is important to other individuals. For each person you
meet there will probably be other people (either alive or dead) who, at
one time, saw that particular person in front of you as far more
important and valuable than you now see them.

They did not lose that worth: it is simply not being recognized immediately.

We need to hold people in esteem whether their talents are fully
developed or not. This means looking beyond what you see and looking
at what might be. If you see people as human beings with great potential
they can then develop and become more capable.

We tend to see the person for what they can do and we then esteem the
person based on that. What we need to do is to recognize that the
capability also lies in the potential. A great leader must see a person for
what they could do – recognizing the potential. 

Esteeming takes strong powers of observation and faith. It requires
effort and seeing beyond the obvious. It grows over time and requires
cultivation. A snapshot judgement can be very inaccurate. All
individuals are important, any one individual can make a huge
difference. We need to base our esteem of others on that perspective.
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ACCELERATING PERFORMANCE

Holding Others in Esteem

SSHHOOWW  EESSTTEEEEMM  FFOORR  OOTTHHEERRSS  
BBYY  AASSKKIINNGG  FFOORR  TTHHEEIIRR  OOPPIINNIIOONN

TTHHEEMM

AAsskk  aannootthheerr  ffoorr  tthheeiirr  ooppiinniioonn!!

Even if you feel you have identified all the issues, 
by asking another (with sincerity!) 

you demonstrate that you value – place worth on – 
their opinion. (And so you should!)

AAsskk  TThheeiirr

OOppiinniioonn

PPaayy  AAtttteenntt iioonn  ttoo

TThheeiirr  RReessppoonnssee

YYOOUU
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ACCELERATING PERFORMANCE

Holding Others in Esteem

SSHHOOWW  EESSTTEEEEMM  FFOORR  OOTTHHEERRSS  
BBYY  AASSKKIINNGG  FFOORR  TTHHEEIIRR  OOPPIINNIIOONN

People greatly enjoy having their opinion asked, and considered. When
you ask the opinion of another person you indicate that you do hold
them in esteem. You indicate that what they have to say contributes to
something you consider meaningful. Simply by asking someone what
they think, or how they feel about an issue, is a way in which to
demonstrate the respect you have for them.

Even if you feel that you have the answer to a particular question, you
still should invite their opinion; by so doing they have an opportunity to
contribute, and you reinforce the value in which you hold them. It is
also imperative that when asking an individual for their opinion it be
done with sincerity. You do not necessarily need to agree with the
person but you should listen with respect.

Asking another person for their opinion is a very practical way to show
them that you hold them in esteem. You indicate that their opinion is
valuable. You indicate that what they have to say contributes to that
which you consider to be meaningful.
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ACCELERATING PERFORMANCE

Holding Others in Esteem

EESSTTEEEEMM  FFOORR  OOTTHHEERRSS  CCAANN  BBEE  DDEEMMOONNSSTTRRAATTEEDD

TThhee  rreeppoossiittoorryy  ooff  ggrreeaatt   wwiissddoomm

OORR

AA  rriicchh  ssttoorreehhoouussee  ooff  eexxppeerriieennccee

OORR

AA  rreessppeecctteedd  ssuuppeerriioorr

BByy  ssoo  ddooiinngg  yyoouu  iinnddiiccaattee  tthhaatt  yyoouu  hhoolldd

tthhaatt  ppeerrssoonn  iinn  hhiigghh  eesstteeeemm,,  aanndd  iinn  ggrreeaatt  wwoorrtthh..

Every person to whom you speak should be 
spoken to as if they were:
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ACCELERATING PERFORMANCE

Holding Others in Esteem

EESSTTEEEEMM  FFOORR  OOTTHHEERRSS  CCAANN  BBEE  DDEEMMOONNSSTTRRAATTEEDD

A specific way to demonstrate esteem is to approach another as if that
person was someone who was very wise, knowledgeable, or influential.
Think of how you would treat a respected boss; you should be treating
everyone the same way.

If you hold these approaches in mind when you are speaking to another
person, then it will become immediately apparent simply by your
attitude, posture, and deference that you hold them in esteem. 

Clearly the question arises – what happens if the person is not that wise,
does not have more experience than you, or is not your boss?

The answer is that it makes no difference. You should still approach that
person from that perspective. If you do then you will be demonstrating
that you hold them in esteem. It is an attitude, a way of approaching
people which is at issue here. This means that treating everyone in the
same way is a how rather than a what. It is an attitude. This does not
mean that you would say exactly the same thing to someone working
for you as you would say to your boss… but the way you say it should
be the same.

Test this with yourself the next time you are with your boss. Think of
how you speak to that person. Think of what you say. Think of how you
treat him or her. Then, the next time that you are with someone junior to
you, assess whether you followed the same practice as with your boss;
e.g. did you allow them to express their opinion before interrupting?
Did you truly allow them the opportunity to say what they wanted
to say?

This has nothing to do with content – this is recognizing that person 
as a human being. They have worth, value and you need to treat 
them accordingly.
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ACCELERATING PERFORMANCE

Holding Others in Esteem

EESSTTEEEEMM  FFOORR  OOTTHHEERRSS  CCAANN  BBEE  DDEEMMOONNSSTTRRAATTEEDD

““WWhheenn  yyoouu  aarree  ssppeeaakkiinngg  

ttoo  aannootthheerr  ppeerrssoonn,,  

iitt  wwiill ll   bbeeccoommee  aappppaarreenntt  bbyy

yyoouurr  aattttiittuuddee,,   ppoossttuurree,,   

aanndd  ddeeffeerreennccee  tthhaatt  

yyoouu  hhoolldd  tthheemm  iinn  eesstteeeemm..””
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ACCELERATING PERFORMANCE

Holding Others in Esteem

EESSTTEEEEMM  FFOORR  OOTTHHEERRSS  CCAANN  BBEE  DDEEMMOONNSSTTRRAATTEEDD

This is appreciating the value of the individual, treating all others as you
would want to be treated. Recognize that others should be entitled to
the same degree of respect that you would want. This not only applies
to business, it applies to all relationships, whether it be with family,
friends, or acquaintances. 

Clearly though, if an individual has stepped over the line of social
responsibility, we need to deal with these types of circumstances
differently (e.g. theft, immorality, assault, etc.) depending on the
situation, but these are the exceptions, and should not be the basis for
all of our actions.
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ACCELERATING PERFORMANCE

Holding Others in Esteem

RREECCOOGGNNIIZZIINNGG  IINNDDIIVVIIDDUUAALL  DDIIFFFFEERREENNCCEESS
DDEEMMOONNSSTTRRAATTEESS  EESSTTEEEEMM  FFOORR  OOTTHHEERRSS

EEAACCHH  PPEERRSSOONN  IISS  UUNNIIQQUUEE  ––

DDiirreeccttoorr PPrroodduucceerr AAccttoorr

.. .. ..  AA  GGRREEAATT  FFIILLMM..

TThheeiirr  ddiiffffeerreenncceess,,  tthheeiirr  ssttrreennggtthhss,,   

sshhoouulldd  bbee  uusseedd  ttoo  eennhhaannccee  yyoouurrss,,   nnoott  wwaasstteedd,,

iiggnnoorreedd,,  oorr  ssppeenntt  iinn  ooppppoossiittiioonn  ttoo  yyoouurrss..

CCOOMMBBIINNEE  TTOOGGEETTHHEERR  TTOO  YYIIEELLDD  .. .. ..
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ACCELERATING PERFORMANCE

Holding Others in Esteem

RREECCOOGGNNIIZZIINNGG  IINNDDIIVVIIDDUUAALL  DDIIFFFFEERREENNCCEESS
DDEEMMOONNSSTTRRAATTEESS  EESSTTEEEEMM  FFOORR  OOTTHHEERRSS

When you make a movie you need to have many different people with
different attributes. You need people who can act, who can produce and
who can direct. These are all necessary for successful completion of the
movie, and when you combine their qualities you have a film. There 
are few people who can do more than one of these jobs really well.
There are exceptions, but normally each person has a certain well
defined uniqueness.

Once one understands the uniqueness of each individual, one can 
then recognize the power of that uniqueness, and can use that person’s
differences, their unique strengths to more effectively benefit 
the organization. If you truly esteem people then you respect that
person’s uniqueness. 

Unfortunately as leaders we tend to unconsciously force  people into
doing things a certain way – perhaps a way similar to how we would do
it. In doing this we are forcing them into a mold with which they are not
necessarily comfortable. Rather than wanting everybody to be the same,
rather than having a department where everybody is a clone, the leader
must learn to value individual uniqueness and capitalize on it.

It is important to note though that certain boundaries, and order, need to
be established, i.e. a sales representative with pink and green hair who
wants to call on customers at 2:00 a.m. probably won’t fit. These
boundaries need to be established, and communicated. Once these
boundaries are established, then that uniqueness should be accepted,
and utilized!

If you do not tolerate, and use, individual uniqueness you waste talent
and potential in individuals.
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ACCELERATING PERFORMANCE

Holding Others in Esteem

RREECCOOGGNNIIZZIINNGG  IINNDDIIVVIIDDUUAALL  DDIIFFFFEERREENNCCEESS
DDEEMMOONNSSTTRRAATTEESS  EESSTTEEEEMM  FFOORR  OOTTHHEERRSS

““OOnnee  ooff  tthhee  tthhiinnggss  wwhhiicchh  ttrruullyy

tteessttss  aa  lleeaaddeerr’’ss  sskkii ll ll   

iiss  wwhheetthheerr  tthheeyy  hhaavvee  tthhee  

aabbii ll iittyy  ttoo  sseeee  uunniiqquuee  ssttrreennggtthhss  

iinn  ootthheerr  ppeeooppllee,,   

ccaappiittaalliizzee  oonn  tthheemm  aanndd  

wwoorrkk  wwiitthh  tthheemm..””
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ACCELERATING PERFORMANCE

Holding Others in Esteem

RREECCOOGGNNIIZZIINNGG  IINNDDIIVVIIDDUUAALL  DDIIFFFFEERREENNCCEESS
DDEEMMOONNSSTTRRAATTEESS  EESSTTEEEEMM  FFOORR  OOTTHHEERRSS

A film is the result of producers, actors, directors etc. The better the
directors, producers and actors, the better the film. So one should
clearly try to get the very best people for each particular category; those
whose uniqueness allow them to be outstanding in their own area. 

Esteeming others within reasonable boundaries means that you will
take an individual’s strengths, abilities, and skills and work with them,
integrating these into the fabric of the finished product. One of the
things which truly tests a leader’s skill is whether or not they have the
ability to be flexible enough to see unique strengths in other people,
capitalize on them and work with them.
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ACCELERATING PERFORMANCE

Assessing Others

AASSSSEESSSSIINNGG  OOTTHHEERRSS  BBYY  LLOOOOKKIINNGG  AATT  RREESSUULLTTSS

SSoo::  

LLeeaarrnn  ttoo  aasssseessss  ootthheerrss  bbyy  tthhee  FFRRUUIITT ooff  tthheeiirr  ll iiffee..

JJuuddggee  bbyy  tthhee  RREESSUULLTTSS ooff  aann  iinnddiivv iidduuaall’’ss  aacctt iioonnss..

Trees are identified by their fruit

= AAPPPPLLEE  .... ..TTHHEERREEFFOORREE::  AAPPPPLLEE  TTRREEEE!!!!
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ACCELERATING PERFORMANCE

Assessing Others

AASSSSEESSSSIINNGG  OOTTHHEERRSS  BBYY  LLOOOOKKIINNGG  AATT  RREESSUULLTTSS

Suppose you have a headache and approach a friend with this concern.
You are offered a pain reliever – a small colored pill; you say, “Thanks”,
and take it. If in a few hours the headache is no better, the pill is judged
to be of little value. The quality of the medicine has been evaluated,
rightly, on the basis of its impact.

You judge something by its impact or by its result. Did the pill work or
not? It did not. The results were not there.

In a similar example – some time ago I bought a house and was told that
there were apple trees in the backyard. As the seasons changed I waited.
In the summer I discovered there were pears on the tree! Clearly they
were not apple trees – pears do not grow on apple trees! You judge the
trees by the fruit.

Similarly when assessing others, look at the results. 

Imagine I leave at my usual time for work and unfortunately encounter
a very bad accident on the highway. Cars backed up for miles,
ambulances and fire trucks there – truly a terrible accident. As a result
of this, I am late for a morning meeting.

A colleague comments, “You are late”. I tell him about the bad accident,
and he says, “You are late.” “No, no, no,” I respond, “You don’t understand.
I intended to be here on time. I’m always on time. These were
circumstances simply beyond my control.” But no matter how I protest, the
circumstances do not alter the facts. All the good intentions in the world, all
the legitimate reasons do not take away from the fact that I was late. The
facts speak for themselves. If you judge the tree by the fruit – I was late.

When looking at an individual you must look at the fruit of their
activities; that is, what actually happens. The concept of assessing what
actually happened is the key (as opposed to considering the intentions).
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ACCELERATING PERFORMANCE

Assessing Others

AASSSSEESSSSIINNGG  OOTTHHEERRSS  BBYY  LLOOOOKKIINNGG  AATT  RREESSUULLTTSS

““SSoommeettiimmeess  tthhee  ffrruuiitt  ooff  aann

iinnddiivviidduuaall’’ss  aaccttiioonn  

iiss  nnoott  eevviiddeenntt  iimmmmeeddiiaatteellyy,,   

aanndd  oonnllyy  llaatteerr  iiss  tthhee  

ff iinnaall  rreessuulltt  sseeeenn..   WWiitthh  tthhiiss  

iinn  mmiinndd  ““ttiimmiinngg””  ooff  yyoouurr

jjuuddggeemmeenntt  iiss  vveerryy  iimmppoorrttaanntt..””
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ACCELERATING PERFORMANCE

Assessing Others

AASSSSEESSSSIINNGG  OOTTHHEERRSS  BBYY  LLOOOOKKIINNGG  AATT  RREESSUULLTTSS

Sometimes the fruit is not evident immediately and only later is the final
result seen. With this in mind “timing” of your judgement is very important.

Recognize that excuses, reasons, circumstances, events beyond one’s
own control etc, will all impact the final result; but it is still the final
result that is the fruit, hence the thing to be evaluated.

An individual might state that they really care for people, that they
really work hard, that they are innovative, that they are productive, or
that they are team players. However, when you look at the results of the
last three or four months of their behavior on the job, you can then ask
yourself questions such as: “Do the people feel good about working for
this individual?” “Has the amount of work that has come out of this
individual’s department been considerable?” “What innovative and
creative ideas have we actually seen in the last few months?” “How
many new ways have been created for doing things, or how many more
productive activities have been generated?” “How many people in the
rest of the organization feel that this person is, in fact, building a team
and making decisions that are good for the whole?”

If promised or anticipated fruit is to materialize, it will be in evidence
during the past six months. If the fruit doesn’t match the promise, then,
regardless of reasons, there is no confirmation of the original assertion
that the person does care for people, does work hard, is innovative,
productive, or a team player. There was no fruit.

While this concept of “evident fruit” is a very tough criterion, and one which
at times can be very difficult to apply, it none the less is virtually infallible. If
a person claims to care for people but just “didn’t have time” then you have
no indication in the months to come that that person will care for people any
more than was demonstrated over the last six months. The results indicate
the person does not really care for others, despite what they say.
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ACCELERATING PERFORMANCE

Assessing Others

AASSSSEESSSSIINNGG  OOTTHHEERRSS  BBYY  LLOOOOKKIINNGG  AATT  RREESSUULLTTSS

““RReeccooggnniizzee  tthhaatt  eexxccuusseess,,  

rreeaassoonnss,,   cciirrccuummssttaanncceess,,   

eevveennttss  bbeeyyoonndd  oonnee’’ss  oowwnn  ccoonnttrrooll  eettcc..,,  

wwii ll ll   aallll   iimmppaacctt  tthhee  ff iinnaall  rreessuulltt;;   

bbuutt  iitt  iiss  ssttii ll ll   tthhee  ff iinnaall  rreessuulltt  

tthhaatt  iiss  tthhee  ffrruuiitt,,   

hheennccee  tthhee  tthhiinngg  ttoo  bbee  eevvaalluuaatteedd..   

LLeeaaddeerrss  mmuusstt   bbee  rruutthhlleessss  iinn  tthhee

aapppplliiccaattiioonn  ooff  tthhiiss  pprriinncciippllee  

iiff  tthheeyy  aarree  ttoo  bbee  ssuucccceessssffuull  iinn  tthheeiirr  

aasssseessssmmeennttss  ooff  ootthheerrss..””
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ACCELERATING PERFORMANCE

Assessing Others

AASSSSEESSSSIINNGG  OOTTHHEERRSS  BBYY  LLOOOOKKIINNGG  AATT  RREESSUULLTTSS

You must judge a tree by its fruit. That is, you must look back in time to
see the results of the person’s labor and the consequences of the
person’s behavior, and then make a decision. It cannot be made on the
“promise” any more than you can judge a tree by the fact that you
dropped a seed in the ground which has the promise of fruit within it.

Recognize that fruit is not always synonymous with measurable activity
– it could be the objective of the individual to raise emotions, generate
good feelings, provide direction, purpose, etc. These are intangible
things but nonetheless real and can still be judged by the fruit.

Other examples of “trees” and “promised fruit”:

1. Parents believe it’s important to be with their children, but spend no
time with them; (no fruit – question the promise).

2. A friend claims to care for others, and during that week does several
tasks such as visiting people in the hospital, baking casseroles for
sick neighbors, etc.; (very evident fruit – trust the promise).

3. An individual is supposed to be able to come up with new and
better ways of doing things, never does so, but always has very good
reason for not doing so; (no fruit, great intentions though – question
the promise).

Leaders must be ruthless in the application of this principle if they are
to be successful in their assessments of others.
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ACCELERATING PERFORMANCE

Assessing Others

GGIIVVEE  SSOOMMEE  WWEEIIGGHHTT  TTOO  IINNTTEENNTTIIOONNSS
WWHHEENN  AASSSSEESSSSIINNGG  OOTTHHEERRSS

MMoottiivvaattiioonn RReessuull ttss+ = AAccccuurraattee
AAsssseessssmmeennttss

TThhee  ffrruuiitt   ooff  aann  

iinnddiivviidduuaall’’ss  bbeehhaavviioorr.. ....  tthhee  

rreessuullttss  ooff     tthheeiirr  aaccttiioonnss..

TThheeiirr  mmoottiivvaattiioonn,,

oorr  

iinntteennttiioonn..

PPLLUUSS

SSoommeettiimmeess  iinntteennddeedd  rreessuullttss  ccaannnnoott   ooccccuurr..

AAnndd  ssoo  tthhee  rreessuullttss  tthheemmsseellvveess  ddoo  nnoott  tteellll  tthhee  ffuullll   ssttoorryy..  

IInn  tthheessee  ccaasseess  lleeaarrnn  ttoo  llooookk  bbeeyyoonndd  ––

aatt  tthhee  mmoottiivvaattiioonn,,   tthhee  hheeaarrtt..

LLooookk  aatt    bbootthh    wwhheenn  eevvaalluuaattiinngg  --   oorr  aasssseessssiinngg  tthhee  

ccoonnttrriibbuutt iioonnss  ooff  aannootthheerr..
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ACCELERATING PERFORMANCE

Assessing Others

GGIIVVEE  SSOOMMEE  WWEEIIGGHHTT  TTOO  IINNTTEENNTTIIOONNSS
WWHHEENN  AASSSSEESSSSIINNGG  OOTTHHEERRSS

Intention provides a counterbalance to results. Intention is a nebulous
area and tends to soften most decisions made solely on “fruit”.
However, intentions do not tell the full story and so one must also
always consider the fruit.

Think of intention itself as a fruit.

For example, an individual intends to write a letter home but never does.
The fruit of that activity is not writing the letter. But the intention is to
write, and the fruit of that intent could be judged to be a warm heart, a caring
spirit, or a love for the person to whom the individual intends to write.

Consequently, you might judge that person as having a caring spirit
towards the family but also as having a lack of discipline; or as having a
caring spirit but one that doesn’t care so much that the person is actually
willing to translate that care into something meaningful – other things
are always “getting in the way”. 

In this way, you avoid making the erroneous assumption that because
the person didn’t write, the person didn’t care. If the person didn’t care,
then there would have been no intention to write. Intention does give
you insight into the person but it must be married to fruit in order to
provide really meaningful and balanced insight.

Recognize that intentions do not carry nearly the weight of fruit. They
only help to colour your understanding of the conclusions which you
have drawn by looking at the fruit. Even if the intention is consistently
“good”, it does not override the fact that the fruit is regularly “bad.”

Despite the importance of results, the importance of intention should
not be entirely overlooked. It should be included, but by degree and
only as appropriate, in the overall assessment.
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ACCELERATING PERFORMANCE

Assessing Others

LLOOOOKK  FFOORR  AA  WWEEIIGGHHTT  OOFF  EEVVIIDDEENNCCEE

LLooookk  ffoorr  aa   

““WWeeiigghhtt  ooff  EEvviiddeennccee””

MMAANNYY  SSIIMMIILLAARR  RREESSUULLTTSS

PPRROOVVIIDDEESS  AA  ““WWEEIIGGHHTT  OOFF  EEVVIIDDEENNCCEE””

JJuuddggee  wwiisseellyy..  JJuuddggee  wweellll..   JJuuddggee  oonn  mmuucchh  eevviiddeennccee..

Something Occurring Frequently

Something Occurring Repeatedly

Something Recurring Over 
an Extended Period of Time

The true measure of an individual – a true test 
and assessment of their character – occurs after the 
examination of many instances. Not just one.
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ACCELERATING PERFORMANCE

Assessing Others

LLOOOOKK  FFOORR  AA  WWEEIIGGHHTT  OOFF  EEVVIIDDEENNCCEE

Always look for something which occurs repeatedly. Look at both the
soft side (intention) and the hard side (result). Look for the weight of
evidence. Individuals with repeatedly good intentions, but consistently
poor results, demonstrate a weight of evidence that their performance
is inadequate.

If an individual produces one result out of every six tries, then the
weight of evidence would indicate they are successful one in six times.
If the individual is talking constantly about what can be done but never
produces it, then the weight of evidence is against that person producing
it in the future. Even if that individual sometimes manages to succeed,
you must still remember that for every six items talked about and
promised, ultimately you only get one in return.

Always look for something to occur repeatedly over time. You need to
evaluate on the basis of consistent behavior demonstrated over an
extended period; for example, if the individual gives you results each
time, but each result is inconsistent with the previous one, then you have
evidence of inconsistency.

Assessment of this nature is difficult because we usually don’t want to
be quite so “hard nosed” and realistic about our assessments of people.
We tend to more easily accept circumstances and events as justification
for poor results, and so place far too much weight on “intention” and
not enough on “results”. But this is neither accurate, nor fair to the
person involved, nor wise. 

If an individual promises changed behavior, then you should look back
for a weight of evidence that would indicate the ability to change. If
what is being promised is modified behavior in the future; look for
examples where that person has, on a regular basis, been able to change,
or improve, their behavior in the past. 
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ACCELERATING PERFORMANCE

Assessing Others

LLOOOOKK  FFOORR  AA  WWEEIIGGHHTT  OOFF  EEVVIIDDEENNCCEE

““JJuuddggee  oonn  tthhee  bbaassiiss  

ooff  wwhhaatt  hhaass  ddrriivveenn  

tthhaatt   wwhhiicchh

ccaann  bbee  oobbsseerrvveedd..””
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ACCELERATING PERFORMANCE

Assessing Others

LLOOOOKK  FFOORR  AA  WWEEIIGGHHTT  OOFF  EEVVIIDDEENNCCEE

The weight of evidence criterion is very powerful. It says that what you
have been getting, you will probably get in the future; but remember not
to judge only on the basis of what is observable. Look beyond to judge
on the basis of what has driven that which can be observed. 

For example, if an individual had several promotions – from junior sales
rep up to senior manager, and at each point has demonstrated an ability
to adapt and learn new skills in a new job, then you have a fair degree of
confidence they will adapt well to the next promotion. There is a
significant weight of evidence in support of the fruit of teachability
and adaptability.
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ACCELERATING PERFORMANCE

Assessing Others

MMAATTCCHH  SSTTRREENNGGTTHHSS  TTOO  NNEEEEDDSS

EEaacchh  iinnddiivviidduuaall  hhaass  

cceerrttaaiinn  ssttrreennggtthhss..

11.. AASSSSEESSSS  TTHHEESSEE::

••   UUssiinngg  tthhee  ““ffrruuiitt””  aanndd  ““iinntteennttiioonn””  ccrriitteerriiaa

••   UUssiinngg  yyoouurr  bbeesstt  jjuuddggeemmeenntt

22.. AAPPPPLLYY  TTHHEEMM  WWHHEERREE  RREEQQUUIIRREEDD::

••   TToo  mmeeeett  kkeeyy  nneeeeddss

••   TToo  ssttrreennggtthheenn  ootthheerrss

You must be able to assess in others (not condemn or praise) 
what is: good and bad, strong and weak, 

useful and wasteful, contributing and destructive. 

From this assessment comes the knowledge of what 
others can best contribute in any given situation.
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ACCELERATING PERFORMANCE

Assessing Others

MMAATTCCHH  SSTTRREENNGGTTHHSS  TTOO  NNEEEEDDSS

When assessing other people it is important to objectively identify both
the strengths and the weaknesses. Using the criteria of balancing hard
results and soft intentions, this assessment should be easier. You also
need to learn how to use people’s strengths in the best way possible.

Naturally these strengths and weaknesses will be defined in light of the
job at hand. A strength for a given job might be a weakness in different
circumstances, and vice versa. This is especially true when you
consider moving individuals laterally within the organization (i.e. from
sales to marketing), or vertically (i.e. a promotion). Moving someone
who is competent at one job does not necessarily mean that the person
will be able to carry out the responsibilities of the next job, especially if
their major skill in their current job is only a minor part of the new job.

When you assess an individual with the intention of capitalizing on their
strengths and minimizing their weaknesses, look for behaviors which:

• Are suitable (or unsuitable) for the circumstances you have in mind

• Can either contribute to the overall objective and build the team, or
would be destructive, hurtful and wasteful to the team

• Within the organization or environment where that person will be
placed, can help (or hinder) depending on what the mission is

• Demonstrate whether or not they are creative, entrepreneurial,
people oriented, or technically oriented
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ACCELERATING PERFORMANCE

Assessing Others

MMAATTCCHH  SSTTRREENNGGTTHHSS  TTOO  NNEEEEDDSS

““AAsskk::  

iinn  wwhhaatt   cciirrccuummssttaanncceess

sshhoouulldd  tthhee  iinnddiivviidduuaall   

bbee  ppllaacceedd  ttoo  ccaappiittaalliizzee  

oonn  tthheeiirr   ssttrreennggtthhss??””
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ACCELERATING PERFORMANCE

Assessing Others

MMAATTCCHH  SSTTRREENNGGTTHHSS  TTOO  NNEEEEDDSS

The assessment is critical. Once you have made the assessment, then
instead of looking at the failures, the weaknesses or the problems, look
at the strengths and determine what situation would allow those
strengths to contribute most. Ask: where can that individual go, or in
what circumstances should the individual be placed, or what people
should that person be around, or what systems of procedures should be
in place in order to capitalize on their strengths?

In this way your assessment of the individual has been married to the
placement of the individual in an environment where their strengths will
have an opportunity to flourish. You thereby enhance the impact which
that person can have, and the overall effectiveness of the organization.
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ACCELERATING PERFORMANCE

Establishing Goals that are Effective, Actionable, and Results-Oriented

TTOO  AACCHHIIEEVVEE  AA  VVIISSIIOONN  RREEQQUUIIRREESS  CCLLEEAARR  GGOOAALLSS

VVIISSIIOONN

Specific, detailed, actionable goals (i.e. objectives)
are essential to ultimately achieving a vision.

GGOOAALL

GGOOAALL

GGOOAALL

VViissiioonnss  eemmppoowweerr::

wwhhii llee  ggooaallss,,   oorr  oobbjjeeccttiivveess,,   pprroovviiddee  ddiirreeccttiioonn..

TTHHEE  FFIINNAALL
DDEESSTTIINNAATTIIOONNGGOOAALL

GGOOAALL
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TTOO  AACCHHIIEEVVEE  AA  VVIISSIIOONN  RREEQQUUIIRREESS  CCLLEEAARR  GGOOAALLSS

Vision is powerful, especially when it’s communicated clearly and with
passion. As a result of effective vision people are galvanized into action
with the desire to move forward to see that vision realized. 

The nature of visions are such that they “point the direction” for action;
and if they’re effectively communicated they also paint the result which
will be tangibly felt once the vision has been realized. By its very nature
a vision tends to be broad, sweeping, and encompass great dreams and
hopes. This is good because of its motivating force, but also intrinsically
dangerous as it provides little in the way of step-by-step direction. 

It’s the responsibility of goals or objectives, to translate vision into reality. 

By taking a series of goals and stringing them together in a logical and
coherent form, one is ultimately able to arrive at the achievement of the
vision. The achievement of individual sequential goals is the crucial
pathway to achieving a long-term desired outcome or vision.

Each of these goals has to be very specific, and achievable in a
reasonable time frame and within established constraints.

The goals must be actionable, and build upon the previous steps towards
the ultimate end. It’s exciting to think of reaching the top of a mountain.
However, this vision must now be translated into a series of goals such
as recruit the team, identify a leader, acquire provisions, plan the route,
travel to the foot of the mountain, set up base camp, etc.

The successful leader is one who is able to effectively create a thrilling
and exciting vision, but who is also able to translate that into a
pragmatic, real, actionable series of measurable steps which, over time,
will ultimately see that dream fulfilled.
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RREEAALLLLYY  GGRREEAATT  GGOOAALLSS  HHAAVVEE  
SSOOMMEE  VVEERRYY  SSPPEECCIIFFIICC  QQUUAALLIITTIIEESS

11.. SSPPEECCIIFFIICC

TThheeyy  hhaavvee  aa  ssppeecciiffiicc  ddeeaaddll iinnee;;  nnoott  aa  

ffuuzzzzyy  oonnee,,  bbuutt  aa  ddeeaaddllyy  aaccccuurraattee  oonnee..

22.. MMEEAASSUURRAABBLLEE

TThheerree’’ss  ssoommee  wwaayy  ttoo  mmeeaassuurree  

tthhee  oouuttccoommee..

33.. CCRRYYSSTTAALL  CCLLEEAARR

TThheeyy  aarree  eexxpprreesssseedd  ssoo  ssiimmppllyy   aanndd  

ssoo  cclleeaarrllyy  tthheeyy  aarree  ttrruullyy  ““ccrryyssttaall  cclleeaarr””  

ttoo  eevveerryyoonnee..

44.. AACCTTIIOONN  OORRIIEENNTTEEDD

TThheeyy  aarree  aaccttiioonn  oorriieenntteedd,,  nnoott  eexxpprreessssiioonnss  

ooff  iinntteenntt  oorr  ddeessiirree..
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RREEAALLLLYY  GGRREEAATT  GGOOAALLSS  HHAAVVEE  
SSOOMMEE  VVEERRYY  SSPPEECCIIFFIICC  QQUUAALLIITTIIEESS

When creating goals as stepping stones towards achievement of a
vision, four very specific qualities must be in existence. If the individual
specific goals which have been created satisfy each of these four criteria
you can then have confidence that achievement of those goals will
ultimately lead you to the desired end. 

1. Goals must have a very specific deadline. This deadline has to be
precise including a date, and often even a time. A student who says
that they will be “studying French today” has created a fuzzy and less
effective goal than the student who says, “I will be done with chapter
five by 10:00 p.m. tomorrow night.” The very act of setting these
specific and accurate targets leads to the natural outcome of planning
the volume of work that must be accomplished between now and that
first target date. 

2. Outcomes need to be measured. At the completion of each goal
some tool needs to be in place to determine the degree to which the
goal has been met. The student in the example above might measure
the completion of chapter five by the ability to conjugate thirteen
verbs perfectly, in four tenses, into a tape recorder and then, upon
playback, find one hundred percent accuracy in the conjugation.

The measurement which is created for each goal is not as important
as creating measurement which is relevant. The more effective the
measurement, the more likely the achievement of the goal. The
power of breaking the achievement of some larger vision into step-
like goals is that these goals can then be broken into increasingly
smaller pieces until each goal is small enough for its own measure.
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RREEAALLLLYY  GGRREEAATT  GGOOAALLSS  HHAAVVEE  
SSOOMMEE  VVEERRYY  SSPPEECCIIFFIICC  QQUUAALLIITTIIEESS

““AAtt  tthhee  ccoommpplleettiioonn  ooff  

eeaacchh  ggooaall

ssoommee  ttooooll  nneeeeddss  ttoo  bbee  

iinn  ppllaaccee  ttoo  ddeetteerrmmiinnee  

tthhee  ddeeggrreeee  ttoo  wwhhiicchh  tthhee  

ggooaall   hhaass  bbeeeenn  mmeett ..””
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RREEAALLLLYY  GGRREEAATT  GGOOAALLSS  HHAAVVEE  
SSOOMMEE  VVEERRYY  SSPPEECCIIFFIICC  QQUUAALLIITTIIEESS

Even things that are considered “not measurable” can have
measurable components attached to each individual goal. For
example, the creation of a new game might have a goal somewhere
in the process to “design a new way of moving around the board”.  If
this is followed by a measurement such as “individual players must
be able to move within thirty seconds of each other without the use
of a die”, then the definition of that measure provides some structure
to help with the achievement of the goal. Clearly the more precise the
measure, the more targeted the activity will be toward the goal.

3. Goals must be stated simply, and preferably with only a few words
in a short sentence or phrase. This is a mechanism for ensuring the
goal is sufficiently “bite size”, and not too large or grandiose an
undertaking. Very often individual goals leading to the achievement
of a vision are too ambitious, and may in themselves be daunting. It
is only when they are broken into smaller, more manageable chunks
that they are perceived to be obtainable, and so build a sense of
accomplishment as individuals progressively move towards the final
vision. A crucial element of keeping these goals from being too large
is to ensure that they can be stated simply, with a few words.

Further, the simple statement of a goal in and of itself provides clarity
and tends to avoid the confusion and wasted energy which can easily
follow from goals which are too complicated, and not well understood
by everyone involved in their achievement.
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RREEAALLLLYY  GGRREEAATT  GGOOAALLSS  HHAAVVEE  
SSOOMMEE  VVEERRYY  SSPPEECCIIFFIICC  QQUUAALLIITTIIEESS

““TThhee  mmoorree  pprreecciissee  

tthhee  mmeeaassuurree,,  

tthhee  mmoorree  ttaarrggeetteedd  tthhee

aaccttiivviittyy  wwii ll ll   bbee  

ttoowwaarrdd  tthhee  ggooaall..””
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RREEAALLLLYY  GGRREEAATT  GGOOAALLSS  HHAAVVEE  
SSOOMMEE  VVEERRYY  SSPPEECCIIFFIICC  QQUUAALLIITTIIEESS

4. Individual goals must be actionable and doable. This requires that
they be precisely defined in actionable terms and not in terms of
intent or desire. Our earlier student who states they’ll “work on French
today” is far less likely to have the same outcome as the student who
says they will be “able to accurately conjugate the verbs in chapter
five, without error by 5:00 pm tonight”. Simply because the goal is
stated in an actionable fashion, ensures that action will be taken!
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OONNCCEE  UUNNDDEERRWWAAYY  TTOOWWAARRDDSS  AA  VVIISSIIOONN,,  
FFRREEQQUUEENNTT  RREEMMIINNDDEERRSS  OOFF  BBOOTTHH  TTHHEE  VVIISSIIOONN  
AANNDD  TTHHEE  GGOOAALLSS  AARREE  EESSSSEENNTTIIAALL

GGOOAALL

PPaatthhss  uussuuaall llyy  ssttaarrtt  oouutt  nniiccee  aanndd

nneeaatt  aanndd  vveerryy  ssttrraaiigghhttffoorrwwaarrdd.. ....

BBUUTT  LLEEFFTT  TTOO
TTHHEEMMSSEELLVVEESS

......TThheeyy  ccaann  ggeett   ffuuzzzzyy,,   oobbssccuurree,,

ssiiddeettrraacckkeedd,,   cclluutttteerreedd  wwiitthh  aall ll   

tthhee  tthhiinnggss  tthhaatt  nnaattuurraallllyy  ggeett

ppiicckkeedd  uupp  aalloonngg  tthhee  wwaayy.... ..

SSOO

......KKeeeepp  rreeppeeaatt iinngg  tthhee  vviissiioonn  aanndd

tthhee  ggooaall..   KKeeeepp  tthhiinnggss  ffooccuusseedd..
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OONNCCEE  UUNNDDEERRWWAAYY  TTOOWWAARRDDSS  AA  VVIISSIIOONN,,  
FFRREEQQUUEENNTT  RREEMMIINNDDEERRSS  OOFF  BBOOTTHH  TTHHEE  VVIISSIIOONN  
AANNDD  TTHHEE  GGOOAALLSS  AARREE  EESSSSEENNTTIIAALL

A clear statement of the vision and subsequent goals to achieve that
vision is crucial. These provide clarity and motivation to the listener.
However, we humans have a way of easily losing focus when we’re
assailed by other interests and activities. As a consequence it’s
important to keep any vision top of mind, and the individual goals
clearly front and centre. A periodic refresher of the vision is usually
sufficient, but the immediate goal being worked on needs to be referred
to repeatedly.

This can be done by charting progress towards the current goal,
celebrating successes as they occur, or simply reminding people of this
goal on a regular basis, using that opportunity to reinforce why the
current objective is so important, and why its place in achieving the
overall vision is so vital.

An added benefit in keeping the overall vision, and subsequent goals,
top of mind is that it reinforces to people the leader’s commitment to
this direction, and it’s importance.
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TTHHEE  GGOOAALL  MMUUSSTT  BBEE  PPRREECCIISSEELLYY  DDEEFFIINNEEDD

FFrroomm  hheerree,,  wwhheenn  yyoouu  ssttaarrtt,,

yyoouu  mmuusstt  kknnooww......   

pprreecciisseellyy  wwhheerree  yyoouu  

aarree  hheeaaddiinngg..

Not generally (“West”)

Not somewhat specific (“California”)

Not kind of precise (“Los Angeles”)

But – Precisely!  (“The front door of the City Hall 
in Los Angeles, California next
Tuesday at 2:00 p.m.”)

TTHHIISS  MMAAXXIIMMIIZZEESS  YYOOUURR  CCHHAANNCCEE  
OOFF  AACCHHIIEEVVIINNGG  YYOOUURR  GGOOAALL..

The more clearly and precisely you can
IDENTIFY and STATE your goal, objective, or target,

the better chance you will have of reaching it.
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TTHHEE  GGOOAALL  MMUUSSTT  BBEE  PPRREECCIISSEELLYY  DDEEFFIINNEEDD

The more clearly and precisely you can identify and then state your
goal, objective, or target, the better chance you will have of reaching it.

People function best and most efficiently when they are clear on the
goal, mission, standard, philosophy, or approach.

When goals are achieved efficiently a lot of credit will go to the one
who executed the task – deservedly so. But a lot of credit should also go
to the one who set the goal – for setting it clearly and precisely! 

The difference in the level of performance between two people or areas
is often directly related to the clarity of instruction, and the specification
of responsibilities. It’s easier to succeed when you are asked to arrive at
the front door of the City Hall in Los Angeles, California next Tuesday
at 2 p.m., than when you are simply asked to go “West”.

The key is appropriate detail. The more clearly that you are able to state
your goal the better chance you will have of achieving it. 
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TTEESSTT  EEAACCHH  GGOOAALL  FFOORR  AABBSSOOLLUUTTEE  CCLLAARRIITTYY

AA  tteesstt  ttoo  ddeetteerrmmiinnee  iiff ,,  iinn  ffaacctt,,   yyoouurr  ggooaall,,   oobbjjeeccttiivvee,,  

oorr   ttaarrggeett  iiss  aass  cclleeaarrllyy  iiddeennttiiffiieedd  aass  iitt   sshhoouulldd  bbee::

ccoommpplleettee  ssttrraannggeerrss  ––  ppoosssseessssiinngg  tthhee  ssaammee  sskkii ll llss  aass  

yyoouu  hhaavvee  ––  sshhoouulldd  bbee  aabbllee  ttoo  aacchhiieevvee  yyoouurr  ggooaall,,   

wwiitthhoouutt  yyoouurr  hheellpp,,   oonnccee  yyoouu  hhaavvee  ggiivveenn  iitt  ttoo  tthheemm..

DDooeess  yyoouurrss  mmeeeett  tthhiiss  tteesstt??

SSPPEECCIIFFIICC  GGOOAALLSS
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TTEESSTT  EEAACCHH  GGOOAALL  FFOORR  AABBSSOOLLUUTTEE  CCLLAARRIITTYY

A test to determine if, in fact, your goal, objective or target is as clearly
identified as it should be, is to have it reviewed by someone with the
same skill set as the person with whom you originally agreed on the
objective. They should be able to achieve it without reference to you.
Ask if they feel they can. If so, it’s probably clearly expressed.

We often tend to feel that we have stated the goal very clearly, but we
rarely test it. It should be tested to ensure that it is clear to all concerned.

While it may seem rather ridiculous to spend so much time on the stating
of the goal, it is because it is often easier to achieve goals than it is to
state them! As a peripheral comment, other issues often surface in the
defining of the goal, such as what we will do if we are hindered, how we
will tackle opposition, how we will cope with unforeseen change and so
on. These issues should be taken into consideration at this stage, before
beginning the activity, since potential hindrances to reaching our objective
may have some bearing on the goal itself, and the established timing. 

Do not hesitate to test your goals as a way of ensuring that they are
specific enough.
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EESSTTAABBLLIISSHH  CCHHEECCKKPPOOIINNTTSS

CChheecckkiinngg  iiss  kkeeyy!!

……aanndd  mmuusstt  bbee  ddoonnee!!  

DDeetteerrmmiinnee  hhooww  aanndd  wwhheenn  yyoouu’’ ll ll   ddoo  tthhiiss

bbeeffoorree  yyoouu  bbeeggiinn..

If you begin without first identifying check points 
along the way, you have less chance

of achieving your goal as efficiently as possible.
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EESSTTAABBLLIISSHH  CCHHEECCKKPPOOIINNTTSS

If you leave New York headed for the Los Angeles City Hall, and never
check to see where you are during the trip, you’ll probably never get
there. You must have a way of periodically checking your progress; and
then do so.

Once the goals and objectives are set then there must be some way of
determining if you are on target. There must be some way to check the
pathway you are taking towards these goals. After the goal has been
stated, some thought needs to be given to how you will monitor your
progress towards the goal. The objective in this case is not to determine
whether or not the goal is met, the objective is to determine whether or
not you are on the path correctly headed towards the goal.

As mentioned earlier, the process of managing toward specific goals is
a process whereby guidance is given along the way. There must,
however, be some way to determine whether or not the guidance is
necessary, and the direction which the guidance should take.
Predetermined checkpoints along the way provide this insight.
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MMOONNIITTOORR  PPRROOGGRREESSSS  FFRREEQQUUEENNTTLLYY

AACCHHIIEEVVIINNGG  GGOOAALLSS  RREEQQUUIIRREESS::

AA  vveerryy  cclleeaarr   aanndd  pprreecciissee  ggooaall..

PPrree--ddeeffiinneedd  cchheecckkppooiinnttss  aalloonngg  tthhee  ppaatthh..

TThhee  ddiisscciipplliinnee  ttoo  ssttaarrtt  aanndd  mmoonniittoorr  pprrooggrreessss  

aalloonngg  tthhee  wwaayy..
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MMOONNIITTOORR  PPRROOGGRREESSSS  FFRREEQQUUEENNTTLLYY

You must monitor progress regularly to ensure your goal is met. This
requires committing to checkpoints along the way: mapping out
milestones in advance and defining the expectation at each of those
points. Checkpoints are critical; and when you get to these checkpoints
you need to know what you are looking for.

Imagine a situation where incoming calls at a large switchboard are not
being answered effectively, and the phone rings and rings. You could
bring the group together and say, “I want each phone call to be
answered within ten seconds.” The group might become flustered, not
knowing what to do, or how to do it.

Therefore, in addition to discussing how this could be done, you could
provide them with checkpoints where they monitor progress. They
might perhaps call the telephone company and ask them to put a device
on the phone which would track the time before answering, which could
then be monitored twice monthly. After three months they might be able
to get response time down to fifteen seconds. Praise them for this, but
also reemphasize that you want it down to ten seconds.

Six months later they will most probably have succeeded. 

While they undoubtedly ran into a number of obstacles along the way,
they were able to overcome these because the goal and methodology
were clearly stated, and monitored checkpoints were put in place (twice
monthly monitoring of time until answered, and corresponding
improvement from the previous checkpoint). 
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MMOONNIITTOORR  PPRROOGGRREESSSS  FFRREEQQUUEENNTTLLYY

““YYoouu  mmuusstt  

mmoonniittoorr  pprrooggrreessss  rreegguullaarrllyy  ttoo

eennssuurree  yyoouurr  ggooaall  iiss  mmeett ..  

TThhiiss  rreeqquuiirreess  mmaappppiinngg  oouutt

mmii lleessttoonneess  iinn  aaddvvaannccee  aanndd

ddeeffiinniinngg  wwhhaatt  tthhee  eexxppeeccttaattiioonn

iiss  aatt  eeaacchh  ooff  tthhoossee  ppooiinnttss..””
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MMOONNIITTOORR  PPRROOGGRREESSSS  FFRREEQQUUEENNTTLLYY

Another example: suppose you decide that you will monitor your
progress toward some goal a quarter of the way along by checking the
impact on the organization; at the half way point by having a meeting
with relevant parties that are affected to see whether they are beginning
to see a change; and similarly again at the three quarters point. You must
then go back to each of these points and provide more detail, as detail is
important at each checkpoint.

For example, you might go to the first point and say: “How are we going
to measure the impact on the organization?” Specifically this will
require pulling the team together and defining the things which are used
to measure impact, well in advance of beginning the task. This might
include such things as improved customer service levels, faster turn
around, less paper, fewer errors, greater sense of morale, etc.

When you are monitoring the impact on the relevant parties at the half
way point, you should identify what you expect to hear from them, what
they would be saying if in fact you are on track with your goals, what
they will say if you are not on track, etc.

Before beginning, you are essentially imagining yourself in the position
in which you hope to be at the time of the checkpoint and saying “If we
are on track with our goals, and where we want to be, then the people
we are using to monitor our progress will say such and such. If they do
say this, then we know we are on track.”

Once you make this very specific determination of how you will
monitor progress at each checkpoint, and it is determined what the
expected outcome should be, the next step is to get agreement from the
people involved in the initiative. They need to recognize that these are
valid checkpoints, and confirm that this is what they would expect to
see at each of those points along that path towards the goal.
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MMOONNIITTOORR  PPRROOGGRREESSSS  FFRREEQQUUEENNTTLLYY

““HHaavviinngg  ssoolliidd,,   

mmeeaassuurraabbllee  cchheecckkppooiinnttss

aalloonngg  tthhee  wwaayy  mmoorree  tthhaann

ppaayyss  ffoorr  tthhee  eexxttrraa

uuppffrroonntt   eeffffoorrtt  rreeqquuiirreedd  

ttoo  iiddeennttiiffyy  tthheemm..””
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MMOONNIITTOORR  PPRROOGGRREESSSS  FFRREEQQUUEENNTTLLYY

If the people for whom the task is being carried out agree that it would
be a fair assessment, then you have some degree of confidence that if
you arrive at each point, and meet the predetermined criteria, then you
will ultimately be successful.

The added benefits of this particular approach are saving time and
energy, and therefore being able to use your resources to the fullest.
While initially it may appear to be time consuming to do this level of
planning and work at the goal setting stage, in the long run considerable
time is saved by staying so closely on track and not deviating. Having
solid, measurable checkpoints along the way more than pays for the
extra effort up front.

I rely heavily on the checkpoints, and so am far less concerned with the
overall process. If checkpoints are properly placed, and measurements
there are properly defined, we’ll get the results if we’re successful at each
checkpoint. So I concentrate on successfully passing each checkpoint!
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MMAANNAAGGIINNGG  EEMMPPOOWWEERREEDD  EEMMPPLLOOYYEEEESS

SSTTAANNDDAARRDD

11.. IInniittiiaattee  ffrreeqquueenntt ,,  hhoonneesstt,,   

ooppeenn  ccoommmmuunniiccaatt iioonn..

22.. IInniittiiaattee  ddiissccuussssiioonn  ttoo  iiddeennttiiffyy

pprroobblleemmss,,  iiddeeaass,,  pprrooggrreessss..

33.. PPrroovviiddee  aanndd  rreeiinnffoorrccee  aa  cclleeaarr

ffooccuusseedd  vviissiioonn  aanndd  ddiirreecctt iioonn..

44.. EEnnssuurree  rreelleevvaanntt  ttrraaiinniinngg

iiss  aapppplliieedd..

55.. CClleeaarrllyy  ddeeff iinnee  bboouunnddaarriieess,,   aanndd

tthheenn  aallllooww  ffrreeeeddoomm  ooff  aaccttiioonn

wwiitthhiinn  tthhoossee  bboouunnddaarriieess..
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The management of empowered employees is discussed throughout this
book, and is summarized below in five specific points. It’s important to
recognize that an empowered employee is one who has defined
boundaries within which to act, and defined freedoms.

In the traditional autocratic management style, individuals are not only
told what to do, but how to do it. In an empowered environment, they
should still be told what to do (the strategy of the organization,
department, or team), but they should have the freedom to determine
how this task should be done. This allows each individual to use their
knowledge and skill to the fullest, by giving them the freedom to
participate in the execution of the task to a degree not experienced in
the autocratic structure. 

One might easily envision an instance where, perhaps during a strike,
the engineers go in to operate a factory. At the end of the strike the
engineers might make a number of recommendations regarding changes
to be made to the lines in order to improve productivity. By working on
the lines themselves they had identified many different steps which
could be taken to improve productivity or process design.

When these recommendations are put forward, the hourly workers on
the floor might note that these were the same recommendations that
they had been suggesting for years, but because they did not have the
credentials of an engineer they had been ignored! To me, this would be
a tragic waste of human talent. 
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““IItt   iiss  aa  ffaallllaaccyy  ttoo  bbeell iieevvee  tthhaatt

mmaannaaggiinngg  eemmppoowweerreedd  eemmppllooyyeeeess  

iiss  eeaassiieerr  tthhaann  mmaannaaggiinngg  iinn  aann

aauuttooccrraattiicc  ffaasshhiioonn..  IItt   iiss  nnoott..

MMaannaaggiinngg  eemmppoowweerreedd  eemmppllooyyeeeess  

iiss  ffaarr  mmoorree  ddiiffffiiccuulltt  bbeeccaauussee  

tthheeyy  hhaavvee  bbeeeenn  ggiivveenn  tthhee  

ffrreeeeddoomm  ttoo  ccoonnttrriibbuuttee,,   aanndd  

aass  ssuucchh  aarree  iinniittiiaattiinngg  cchhaannggee..””
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Had those employees who have been working with the equipment day
in and day out been listened to, then that organization could have gained
immensely from productivity improvements as well as employee
relations years earlier. The expertise already lay in the hands and minds
of those who knew the equipment intimately. It was good that the
engineers could identify opportunities for improvement and make changes;
but it would have been far better if the organization had been managing
from an empowered prospective, which would have allowed the workers
to contribute to the “how” of the task for their own area of responsibility.

It is a fallacy to believe that managing empowered employees is easier
than managing in an autocratic fashion. It is not. Managing empowered
employees is far more difficult because they have been given the
freedom to contribute, and as such are initiating change. They have
ideas, are innovative, are working together in teams, and have crossed
functional boundaries in order to get things done. This requires careful
and effective supervision to ensure this initiative is effectively harnessed,
and integrated with other groups who may be affected. The supervisor
must stay in touch at all times with the team and their activities. 

Five guidelines for managing empowered employees:

1. Communication: Communication must be honest between the
supervisor and empowered groups. Often suggestions received are not
workable, too expensive, or the consequences are not fully appreciated.
At other times an individual may have a great idea, but is perhaps going
about it in a less than effective fashion. Whatever the circumstances, the
supervisor or coach must be honest with the team to ensure the quality
of their output is as both parties would anticipate. 
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““IImmppoorrttaanntt  iinn  aannyy  

eemmppoowweerreedd  eennvviirroonnmmeenntt  iiss  

mmeeaassuurriinngg  pprrooggrreessss..   TThhee  oobbjjeeccttiivvee  

ooff  tthhee  eemmppoowweerrmmeenntt  iiss  ttoo  

iimmpprroovvee  tthhee  qquuaall iittyy  oorr   vvaalluuee  ooff  tthhee  

rreessuullttss  ooff  tthhee  oorrggaanniizzaattiioonn..   

MMeeaassuurreemmeenntt  iiss  kkeeyy  ttoo  tthhiiss,,   aanndd

pprrooggrreessss  aaggaaiinnsstt  mmeeaassuurreemmeenntt  

mmuusstt  bbee  ddiissccuusssseedd  rreegguullaarrllyy  iinn  oorrddeerr

ttoo  ddeetteerrmmiinnee  wwhheetthheerr  oorr  nnoott

aapppprroopprriiaattee  aaccttiivviittyy  iiss  ooccccuurrrriinngg..””
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Communication must also be open. Trust must exist between the
supervisor and the team, so that both groups feel free to express fully
what they are thinking and feeling. Only in this way can they support
each other and come to mutual understanding, and subsequent resolution.

2. Initiation: In the course of any process improvement initiative, or
when implementing suggestions on ways to increase productivity,
there will be instances when problems surface, ideas are suggested,
or progress needs to be reviewed against measurements. The
manager must make a point of initiating discussion in each of these
areas in order to keep a finger on the pulse of the initiatives going on
in the empowered workplace.

By initiating discussion, then problems are identified early and can
be more readily resolved than they might be at a later date. The
problem might have to do with the way the team is operating, the way
in which an individual feels or is functioning, or with some particular
step in a process where the individual or team is unable to overcome
a hurdle which has surfaced. 

Help may be needed to keep ideas from being lost or sustained in the
process of their review, and in possible subsequent implementation.

Important in any empowered environment is measuring progress.
The objective of empowerment is to improve the quality, or value, of
the results of the organization’s efforts. Measurement is key to this,
and progress against measurement must be discussed regularly in
order to determine whether or not appropriate activity is occurring.
The leader responsible for empowered employees has the obligation
to ensure that discussion is initiated in these areas.
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““EEmmppoowweerrmmeenntt  

ddooeess  nnoott  eexxiisstt  iinn  aa

vvaaccuuuumm;;  iitt  eexxiissttss  wwiitthhiinn  

tthhee  ccoonntteexxtt  ooff  

vv iissiioonn,,  aanndd  ddiirreeccttiioonn..””
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3. Direction: It is the leader’s responsibility to provide very focused
vision and direction. Empowerment does not exist in a vacuum; it
exists within the context of vision, and direction. Once these are clear,
then the individuals responsible for executing the task can do so with
the confidence that they are working towards that common vision.

The leader must ensure that the vision is kept top of mind, and provide
focus for the employees who are working to support it and help make
it a reality. There are many ways of doing this: referencing it at group
meetings, using written materials, sharing victories along the way,
using posters or visible reminders, or publishing results of progress.

4. Education: Crucial to any initiative in the area of empowerment is
the provision of relevant training. Individuals are only able to operate
to the limit of their knowledge and skill. As an empowered employee
continues to operate they will push against the ceiling of their
knowledge and skill. They will want to learn more so that they can
contribute more. In order to ensure this happens it is crucial that the
supervisor determine, with the employee or team, what would be relevant
and valuable training in order to accelerate each individual’s ability
to contribute to their fullest. Once this has been identified, then it is
the supervisor’s responsibility to ensure that the training is provided. 

Individuals have the capacity to grow and learn. If the organization is
willing to give them the freedom to act to improve the way in which they
do things, and to eliminate waste, then the investment in that individual’s
talent will pay back many fold. The more an individual knows, the more
they are able to contribute. The more an individual understands, the more
wisely they are able to judge appropriate courses of action. Training and
education are extraordinarily powerful as they continually increase the
potential contribution of each individual employee. Managers must
ensure that they provide that relevant training.
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““IInnddiivviidduuaallss  aarree  

oonnllyy  aabbllee  ttoo  ooppeerraattee  

ttoo  tthhee  ll iimmiitt  ooff  tthheeiirr

kknnoowwlleeddggee  aanndd  sskkii ll llss..””
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5. Delineation: As empowered employees begin to contribute, their
boundaries will become more confining. With experience, training,
and education, the empowered group can make greater and greater
contributions without putting the organization at risk. In this way
their boundaries can be expanded slowly and safely, and as a result
providing them with a larger and larger degree of autonomy.

The supervisor is responsible for setting those boundaries. Set them
too small, and the employee will feel frustrated and not empowered,
despite the words. Set them too large, and the employee will feel lost,
insecure, and the organization will be at risk. Supervisors must
understand where the boundaries need to be placed to provide the
empowered employees with a challenging yet safe degree of
autonomy. They must also be sensitive to the need to expand those
boundaries as individuals demonstrate experience, track record, and
increased knowledge and skill. This is not an easy task, but an
important one! 

It’s easy to make the mistake of assuming that by “empowering” others
the role of the supervisor or leader has been eliminated. Nothing is
further from the truth. The fact is that the role of the leader has changed
dramatically, and new skills are required if the leader is to effectively
harness this potential that has now been released in the empowered
work force. If these skills are acquired then there is a huge benefit to 
the organization. 
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Three forces have to be effectively brought together 
in harmony to really make an impact 

on another individual, assuming you’ve chosen the 
right person at the right time for the exchange.

IInntteerrppeerrssoonnaall  sskkiill ll,,   bbooddyy  llaanngguuaaggee,,

ttaacctt ,,  iimmaaggee,,  aappppeeaarraannccee,,   vvooiiccee

ccoonnttrrooll,,   eettcc..

“How you come across 
to others is too 
important to be left 
to chance.”

IInnnneerr  ccoommmmiittmmeenntt,,  

eenntthhuussiiaassmm,,   mmoottiivvaattiioonn,,   ddrriivvee,,   eettcc..   

“Only passion can  give birth to passion.”

RReeaassoonneedd  aarrgguummeennttss,,

rreeppll iiccaabbllee  kknnoowwlleeddggee,,

eevviiddeennccee,,  uunnaassssaaiillaabbllee

iinnffoorrmmaattiioonn,,  eettcc..

“Logic requires 
the clear 
statement of 
provable truths.”

FFAACCTT

SSTTYYLLEE

PPAASSSSIIOONN
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People often ask for advice on how to make a face-to-face impact. They
are more successful in some situations than with others and need
guidance on how to be predictably successful, on a consistent basis.
There are three forces which have to be effectively brought together in
order to make a significant impact when dealing face-to-face.

Your judgement on the degree to which of these should be brought into
play is crucial to the final outcome, as is the need to choose the right
person and the right time for the exchange! If you’re discussing a sales
problem with the purchasing manager then perhaps you have not
chosen the most appropriate person for the exchange. 

Similarly, to suggest to the finance team at year end that they take three
weeks off for a team building activity may be less than appropriate,
given that at year end book closure is usually an all consuming task. 

You must use judgement to ensure that your face-to-face contact is with
the right face, with the right subject, at the right time. This is usually not
a problem, but is nonetheless the first step to making an impact.

However, assuming – as in most cases – that you are talking to the right
person in the right circumstances, then these three forces, if used
effectively, will maximize your face-to-face impact.
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““HHooww  yyoouu  ccoommee  aaccrroossss  

ttoo  ootthheerrss  

iiss  ttoooo  iimmppoorrttaanntt  

ttoo  bbee  lleefftt  ttoo  cchhaannccee..””
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1. Style: Since we are all human we all have biases, which may not be
logical, but are nonetheless real. 

We take into account the way a person looks, their posture, how they
carry themselves and their general deportment. We are influenced by
such things as cleanliness, grooming, and attitude. Body language,
attentiveness, eye contact, and friendliness are all things which we
tend to value and place weight on when determining whether or not
we will be receptive in a given situation.

If you wish to maximize your face-to-face impact you need to ensure your
style is one which is conducive to having a positive physical impact.

“Style” is a difficult topic to define clearly as it is so varied and so
unique to each person. Your style is unique and the style of the person
with whom you are interacting is equally unique. You need to
consider your style, and also consider the style which the other
individual values. This will allow you to adopt the appropriate
approach, one which will not erect a barrier between you and the
person you are attempting to influence.

Style can include a number of things, such as your approach – laid
back or aggressive, introverted or extroverted; your dress – formal or
casual, traditional, or local (you dress differently in Dallas than in
New York); and your manner – proactive or reactive, leader or
follower. These are but a few, and serve only to demonstrate the need
to pay attention to style and make decisions regarding what is
appropriate in each circumstance.
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““BBeeiinngg  iinnttiimmiiddaatteedd  

iiss  nnoo  

jjuusstt iiff iiccaattiioonn  ffoorr  mmaakkiinngg  

aa  ppoooorr  iimmppaacctt..””
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The expression “How you come across to others is too important to
be left to chance” was shared with me many years ago by a wise
individual who recognized the need to pay close attention to style.
“Style” is not something which just happens. If we wish to maximize
our impact, “style” is something to which we must give some thought
and then make selections, choices, and decisions. 

2. Passion: Passion is talked about elsewhere, and remains a crucial
component when you want to maximize your face-to-face impact.

Early in my executive career I was asked to make a presentation to
one of our very senior executives; and I worked hard to present a
buttoned-down, clear, and well thought out presentation. When I was
done I could tell that I had been clear, but rather boring. I had failed
to really ignite within my listener the same vision and enthusiasm
which I felt about initiatives I was currently attempting to bring into
the organization.

My boss at the time took me aside a few days later for some
coaching. He pointed out that he felt my strength was my conviction
and passion. This passion was rooted in fact, knowledge, and clear
logical reasoning; but the success I had been enjoying within the
organization, and which was causing others to follow the direction I
was charged with leading, was my passion, not only my knowledge. 

He pointed out that I had exhibited none of this passion in the
previous meeting with the senior executive, and so had been far less
effective than I could have been.
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““BByy  iittsseellff,,   

ffaacctt  iiss  nnoott  aaddeeqquuaattee  

ffoorr   mmaaxxiimmiizz iinngg  aann  iimmppaacctt;;

bbuutt  wwiitthhoouutt  iitt  

nnoo  iimmppaacctt   ccaann  bbee  eeffffeeccttiivveellyy

mmaaddee  tthhaatt  wwii ll ll   llaasstt..””
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At the time of the presentation I had been intimidated by the rank of
the person to whom I was presenting and so felt I should be entirely
analytical. My boss pointed out that being intimidated was no
justification for making a poor impact!

It took another two presentations to executives at that level before I
was able to overcome my hesitation about being passionate in the
presence of senior management, and while I was learning I was
clearly less effective in their eyes. However, with continued coaching
I was able to master it, until my presentations contained somewhat
less data but considerably more passion. 

They were then more effective, and had a much bigger impact.
Others too became passionate and so could give greater support to
what we were doing.

3. Fact: This is often the element of making an impact to which we turn
most readily, as I did in the above example; and it is not to be
overlooked. Passion and style without fact are so much fluff and
vapor. Facts provide credibility and the root basis for the impact you
hope to make.

Reasoned arguments, reliable knowledge, evidence, and unassailable
information are all crucial if you wish to make an impact that is
lasting and defensible.

By itself, fact is not adequate for maximizing an impact; but without
it no impact can be effectively made that will last. Do not become
over-dependent on fact, but on the other hand do not fail to ensure
you have facts which are clear, documented, and effective.
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““UUssee  jjuuddggeemmeenntt  

ttoo  eennssuurree  tthhaatt  yyoouurr  

ffaaccee--ttoo--ffaaccee  ccoonnttaacctt  iiss  

wwiitthh  tthhee  rriigghhtt  ffaaccee,,   

wwiitthh  tthhee  rriigghhtt  ssuubbjjeecctt,,   

aatt  tthhee  rriigghhtt  ttiimmee..””
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Imagine the impact: an individual is presenting to a senior manager,
with passion about their topic, and demonstrating a winning style.
Then when questioned about some of the content of the presentation,
they, in response, indicate that the detail is in the binder in front of
them. But when asked to show this detail... has to admit it is not there
at all. The impact they would make is very different from the one they
had intended to make!

Logic requires clear statements of provable truths, and you must
provide these logical statements if your impact is to be truly effective.

Of particular note is the need to recognize that these three elements:
style, passion, and fact, are unlikely to be required in equal proportions.
Different circumstances require a different blend and you must master
the ability to select the appropriate blend. Depending on the audience,
their experience, their own knowledge and conviction on the topic, and
the original motivation for your interaction, you must adjust your approach
to provide the appropriate balance of each of these three elements.

There is no formula for the right blend. The first meeting may sometimes
require an emphasis on style, sometimes on fact, and sometimes on
passion. The last meeting at the end of a series may require a different
emphasis on style, fact, or passion. The blend may change over time and
you must constantly be evaluating the appropriate mix.

You will need all three and you will need to exercise judgement in
selecting each of the three areas to determine the right mix. Experience
is a great teacher and with practice these decisions will become easier,
and you will become increasingly more effective.
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11..   PPRREEPPAARREE  TTHHEE  GGRROOUUNNDD  BBEEFFOORREE

YYOOUU  PPLLAANNTT  YYOOUURR  CCRROOPP

YYoouurr  ll iisstteenneerr  llaacckkss  tthhee  bbaacckkggrroouunndd

((ppaasstt)),,   oorr  vviissiioonn  ((ffuuttuurree))  yyoouu  hhaavvee..

WWiitthh  iitt,,  yyoouurr  mmeessssaaggee  wwii ll ll   bbeeaarr  ffrruuiitt..

WWiitthhoouutt  iitt,,  iitt  mmaayy  nneevveerr  ttaakkee  rroooott..  BBuutt

rreemmeemmbbeerr.... ..    bbee  bbrriieeff  ––  tthhiiss  iiss  nnoott  yyoouurr

mmeessssaaggee,,  yyoouu  aarree  oonnllyy  ttii ll ll iinngg  tthhee  ssooii ll..

22.. SSPPEEAAKK  FFRROOMM  KKNNOOWWLLEEDDGGEE

WWhheenn  ssppeeaakkiinngg,,  wwhhaatt  yyoouu  ssaayy  mmuusstt

bbee  ccrreeddiibbllee..  YYoouurr  ccoonntteenntt  mmuusstt  bbee

bbaasseedd  oonn  aaccccuurraattee,,  vveerriiffiiaabbllee,,  aanndd

ccoommppeellll iinngg  iinnffoorrmmaatt iioonn..  TThhee  ggrreeaatteerr

tthhee  ccrreeddiibbii ll iittyy,,  tthhee  ggrreeaatteerr  tthhee

eeffffeeccttiivveenneessss  ooff  tthhee  ccoommmmuunniiccaattiioonn..

33.. SSPPEEAAKK  FFRROOMM  CCOONNVVIICCTTIIOONN,,  

WWIITTHH  PPAASSSSIIOONN

PPeeooppllee  aarree  iinnffoorrmmeedd  bbyy  iinnffoorrmmaattiioonn

((hheeaadd)),,  bbuutt  rreeaall llyy  mmoovveedd  ttoo  aaccttiioonn

aanndd  ccoommmmiittmmeenntt  bbyy  eemmoottiioonn  ((hheeaarrtt))..

FFiirree  kkiinnddlleess  ffiirree..  YYoouurr  ccoommmmuunniiccaattiioonn

nneeeeddss  aallwwaayyss  ttoo  mmoottiivvaattee,,  nnoott

jjuusstt  iinnffoorrmm..

1._
2._
3._
4._
5._
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Often in the course of day-to-day life there is the need to be persuasive.
Sometimes this is a difficult challenge in that others just don’t seem to
be willing to be swayed by your point of view and at other times it is
less difficult. There are three steps which you can take to be more
persuasive with what you say.

1. Take a few moments before you get to the heart of your message to
prepare the listener for what you have to say. In the same way that a
farmer prepares the ground before planting the seed, there is great value
in preparing the mind of your listener before you plant your ideas.

In doing this, one of the best ways to approach it is to “back up” in
your mind to your own thinking which led you to the conclusion
you’re about to present. What got you to this point? Why did you
begin thinking about this? What were the issues on your mind that
led you down this particular route? These and similar questions help
you determine what it was you were considering, or what problem
you were facing, or what opportunity you foresaw that ultimately led
you to the conclusion you will shortly be presenting. Take some time
to provide the listener with this early thinking.

This “early thinking” is not really relevant to the idea you wish to
present and hope to have accepted, but it does “set the stage”. It gives
the listener the rationale for the perspective from which you are
coming.Very often it will also serve to create a framework or a reason
in the mind of the listener for what you are about to say, and therefore
create a similar mindset in them to that within yourself.

the book_updated_1109.qxd:the book.qxd  11/11/09  10:52 AM  Page 83



84
BRILLIANT INTERPERSONAL COMMUNICATION
How to Become Brilliant at Interpersonal Communication

MMAAXXIIMMIIZZIINNGG  YYOOUURR  IIMMPPAACCTT

““IIff  ccoommmmuunniiccaattiioonn  

iiss  ttoo  bbee  

eeffffeeccttiivvee,,   iitt  mmuusstt  

bbee  bbeelliieevveedd..””
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The more capably you can prepare the mind of your listener, as the
farmer does his field, the more effective will be your idea once you
present it, and the more persuasive you’ll become, as seeds flourish
best in prepared ground. A caution: don’t overdo it here or it will become
the message in itself. Remember, you are only setting the stage.

2. Ensure that what you say is credible. It’s hard to be persuasive when
the information you are communicating is not verifiable or accurate.
Information is far more compelling when it is clearly based on
knowledge, the stringing together of recognized facts that can be
seen to be verifiable.

If communication is to be effective it must be believed. The greater
the belief, the greater the effectiveness and hence the persuasion. Use
anecdotes, use illustrations, refer to expert authority; all of these
work well and will make you more persuasive than simply being
perceived to be presenting some unfounded idea.

3. Use emotion. To summarize the situation expanded on in Section V,
Teaching Skills: Frequent Checking is Essential (page 334): if, after
you’ve just sat down to a movie with the family, you’re interrupted
only to receive a telephone solicitation to buy kitchen cutlery, you
will most likely be somewhat irate and so probably not purchase.

On the other hand, if the phone rings as you’re sitting down to a
movie and it’s a close friend with an immediate personal problem,
then the movie is quickly forgotten in your effort to be of assistance. 

In the first case there was no emotion or passion involved. In the
second, your emotions were already involved, because it was a close
friend, and so you responded quite differently.
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““IInn  tthhee  ssaammee  wwaayy  

tthhaatt  aa  ffaarrmmeerr   pprreeppaarreess  

tthhee  ggrroouunndd  

bbeeffoorree  ppllaanntt iinngg  tthhee  sseeeedd,,  

tthheerree  iiss  ggrreeaatt  vvaalluuee  

iinn  pprreeppaarriinngg  tthhee  mmiinndd  

ooff  yyoouurr  ll iisstteenneerr   

bbeeffoorree  yyoouu  ppllaanntt  yyoouurr   iiddeeaass..””
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The above truth is valid on a more universal level: people are
more engaged when their emotions, or passions, are involved.
Consequently, when you speak or present an idea do so with passion,
engage your emotions.

Your message not only needs to inform, but to kindle within the
listener a sense of conviction, emotion or passion. Fire kindles fire;
and if your message carries a motivational component that kindles
fire in the mind of the listener then they are far more engaged, and
consequently more willing to be involved, and therefore interact, and
so hopefully be persuaded.

The three guidelines above are not equally applicable in every situation.
However, they should all be present to some degree. As you seek to be
persuasive spend a few moments preparing the ground, ensuring that
what you have to say is rooted in verifiable and compelling information,
and determining to speak with passion and conviction. You will carry
more weight and be more persuasive.
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KKNNOOWW  WWHHEENN  TTOO  SSPPEEAAKK

SSeeeedd  ssoowwnn  oonn  pprreeppaarreedd  ssooii ll   iiss  

mmuucchh  mmoorree  ffrruuiittffuull  tthhaann  sseeeedd  ssoowwnn  oonn  rroocckkyy  ssooii ll..

WWaattcchh  ffoorr  tthhee  ssooii ll   ttoo  bbee  aatt  iittss  bbeesstt!!

AAVVOOIIDD

CCoommmmeennttiinngg  wwhheenn  tthhee

lliisstteenneerr  iiss  .... ..

1. Preoccupied

2. Emotionally (positively or
negatively) worked up

3. Reliving something in the 
recent past, or consumed 
with anticipation for
something in the near future

CCAAPPIITTAALLIIZZEE

OOnn  ooppppoorrttuunniittiieess  wwhheenn  

tthhee  ll iisstteenneerr......

1. Has a need

2. Is willing to learn

3. Is mentally “at peace”

4. Is looking for positive, or
negative, feedback

“When” is crucial. Timing makes a big difference.
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Selecting the opportunity for your message often contributes significantly
to the overall effectiveness of the message. Knowing when to speak can
be as important as knowing what to say.

When the listener is preoccupied with other things, or emotionally tied
up, perhaps dwelling on a recent or upcoming event, it is difficult for
them to concentrate on what you have to say. 

Developing a sensitivity to the listener, and where they are at, is an
important element of being an effective communicator. 

Not only is sensitivity required as to when not to speak, but also to be
able to seize opportunities when they present themselves. If the listener
has a specific need or area where they are seeking help, then clearly they
will be receptive to your input at that time. Similarly when an issue
surfaces and you are aware that there is a willingness to learn or receive
feedback (positive or negative) then again this is an ideal opportunity to
present your point of view.

Effective communication requires that the listener be mentally prepared to
listen, which not only needs the absence of distracting influences, but also
the positive state of being mentally at peace; that is, a calmness that allows
them to concentrate on the message at hand. In order to present effectively
it may be necessary to help the listener to set aside some current issue
before proceeding. Perhaps this could be done with comments such as
“We’ll come back to this other issue that is on your mind at a later date”, or
“Although you are currently involved in that problem, let’s put it briefly on
pause while we consider another perspective.” 
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These kinds of comments, which recognize the existence of other
concerns, with a promise to return to them, helps to place the listener at
ease and allow them to concentrate on the material you have to share. 

A few minutes spent preparing the soil – that is preparing the listener’s
mind to receive what you have to say – is time well spent. Similarly,
noticing when the soil is at its best, and seizing those moments to
present your thoughts can also enhance their effectiveness.
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KKEEEEPP  CCOOMMMMUUNNIICCAATTIIOONN  SSIIMMPPLLEE

LLeessss  iinnffoorrmmaattiioonn,,

cclleeaarrllyy  pprreesseenntteedd,,

ssiimmppllyy,,   wwiitthh  rreeppeettiittiioonn

wwhheerree  rreeqquuiirreedd......

SSeelleecctt  tthhee  ccrruucciiaall

bbiittss  ttoo  ccoommmmuunniiccaattee..

NNOOTT  AALLLL..

TToottaall  vvoolluummee  ooff  

iinnffoorrmmaattiioonn  ppoossssiibbllee

Never underestimate the power of the simplicity 
that follows complexity. 

SIMPLIFY COMMUNICATION.

TTEEAACCHH  LLEESSSS LLEEAARRNN  MMOORREE

......   ccaann  bbee::

••  bbeetttteerr  aabbssoorrbbeedd

••  bbeetttteerr  rreemmeemmbbeerreedd
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Many years ago I led a series of Bible studies for a group of counselors at
camp, for which I had prepared for months in advance. When I got there I
was so enthusiastic to share everything I learned that for forty-five minutes
each day for a week I covered passage after passage, and topic after topic.
I was so determined to share everything I learned that I successfully
pushed six months of study into five, forty-five minute blocks!

At the end of the week an older, and far more experienced leader came
to me and asked how the Bible studies had gone during the week. I
confessed that I was quite discouraged because the class had not
seemed to learn anything despite the abundant wealth of information I
had communicated. At that time he gave me some sound advice, which
I have followed ever since: “Teach less, learn more.”

He pointed out that individuals actually learn more when they have
been given less information, but more time to digest it, personalize it,
internalize it, ask questions, and ultimately understand it. Where I had
failed during that week was that I gave them too much information, at
such a pace that they were unable to absorb any of it.

That was a difficult lesson because I felt I would be most successful by
telling them everything I knew. Rather, he taught me that I would be
more successful by leaving them with some learning that they could
carry with them until the end of their lives! This meant that I had to be
selective about what I taught, and commit myself to covering it in a
more simple and comprehensible fashion.
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““IInnddiivv iidduuaallss  lleeaarrnn  mmoorree

wwhheenn  tthheeyy  hhaavvee  

bbeeeenn  ggiivveenn  lleessss  iinnffoorrmmaattiioonn,,

bbuutt  mmoorree  

ttiimmee  ttoo  uunnddeerrssttaanndd  iitt..””  
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In practice the speaker needs to select what to say, and what to leave
unsaid. This then needs to be followed by a simple presentation of those
facts, with illustrations, and then cycling back to the main point, to
facilitate learning on the part of the listener.

This does not mean to keep the presentation simple. Rather it means
to know the material well, in all its complexity, and then select from
that in order that the message will be clearly understood. This is
the simplicity that follows complexity and not the simplicity that
precedes it. 

Teach less, learn more!
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11.. SSttrriivvee  aallwwaayyss  ffoorr  tthh iiss

22.. VViissuuaallllyy,,   tthhiiss  rreeqquuiirreess  aa  pprrooggrreessssiioonn  ooff  tthhoouugghhtt  ffrroomm  ““lleefftt   

ttoo  rriigghhtt””::  ssiimmpplliissttiicc  ttoo  ccoommpplleexx  ttoo  mmaaggnniiff iicceennttllyy  ssiimmppllee..

33.. TThhee  eeffffoorrtt ,,   aanndd  ppeerrhhaappss   ““ssaaccrrii ff ii cciiaa ll   gg ii vv iinngg  uupp””   ooff   ssoommee

ccoonntteenntt   ttoo  mmoovvee   ffrroomm  ccoommpplleexx  ttoo  mmaaggnn iiff ii cceenntt llyy   ssiimmppllee   ii ss

oofftteenn  iimmmmeennssee,,  aanndd  ccaann  oofftteenn  aappppeeaarr  ttoo  bbee  ttoooo  mmuucchh  wwoorrkk  

oorr  eeffffoorrtt..  IItt  rraarreellyy  iiss!!

SSTTRRIIVVEE  FFOORR  MMAAGGNNIIFFIICCEENNTT  SSIIMMPPLLIICCIITTYY..

RReeaallllyy  CCoommpplleexx

ComplexSSiimmppllee  ttoo  tthhee  ppooiinntt
ooff  bbeeiinngg  ssiimmppll iisstt iicc

ComplexSimplistic TThhee  ccoommpplleexx  mmaaddee
eexxttrraaoorrddiinnaarrii llyy  cclleeaarr

bbyy  bbeeiinngg
mmaaggnniiffiicceennttllyy  ssiimmppllee
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Picture yourself sitting in a presentation looking at overheads, and there
are many overheads (too many to remember!) each full of figures. One
single acetate has perhaps twenty rows and thirty columns each filled
with small intricate multi-decimal point numbers. The presentation
goes on, and on, and on. This presentation is really complex!

Or imagine sitting in a presentation in which the speaker states all the
current business issues could be addressed by simply moving from
three operational centers to one; and given adequate authority, the
presenter could make it happen. This is really simplistic!

The challenge in management is to keep things magnificently simple,
but on the other side of complex.

It is simplistic to say that employee problems can be rectified with a few
appropriate words. To avoid that simplicity one could move to the far
more complex; including charts, graphs, assessments, evaluations,
course work, probationary periods, letters, and meetings. Put together,
we’ve moved from the simplistic to the really unnecessarily complex.
We need to move one step further on to the magnificently simple that
follows the complex. 

In this third phase – the magnificently simple – the principles espoused
in the really complex solution need not be lost, but much of the detail
can either be discarded or repackaged to appear at a later date. The
employee problem does perhaps need some face-to-face discussion and
documentation, followed by appropriate training and monitoring, but it
need not include all the complexity that had originally been presented.
Some of that complexity may show up as detail or sub-points at a later
date, but it certainly need not be included at this point in time.
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““WWee  nneeeedd  ttoo  tthhiinnkk  

ooff  mmoovviinngg  ffrroomm  tthhee

ssiimmpplliissttiicc  tthhrroouugghh  tthhee

ccoommpplleexx  ttoo  tthhee  

mmaaggnniiffiicceennttllyy  ssiimmppllee  

aatt  tthhee  ootthheerr  eenndd..””
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KKEEEEPP  TTHHIINNGGSS  MMAAGGNNIIFFIICCEENNTTLLYY  SSIIMMPPLLEE

It is far more difficult to move to the simple after the complex because
this requires a great knowledge of the subject, a great knowledge of the
people who will be dealing with the subject, and a high degree of
commitment to ensuring that the material is actually something which
will be understood and used on a regular basis by others.

An easy way to grasp this truth shows up in the world of presentations.
A superficial treatment of a subject (the simplistic) will be of little use
to the listeners; too many points covered in too much detail (the really
complex) gets in the way of the listeners’ understanding of the key
messages and what action is required. Boiling the presentation down to
a few key, truly salient points, and then presenting those points with
adequate illustrations and examples to ensure clarity moves it to the
magnificently simple. The need for the material is still there, the content
is still there, the understanding is there, but because of the simple
manner in which it is presented everyone listening understands it, and
can go away and take action the next day.

We need to think of moving from the simplistic through the complex to
the magnificently simple. The detail need not be lost, but rather moved
to its appropriate position, to show up at the appropriate time.

It was once said “I’m sorry this letter is so long, I didn’t have time to
write a short one” which sums this principle up beautifully. It takes
considerable time and energy to rework all those distribution slides to
weed out the unimportant, keep the truly critical and then repackage 
it in a way that makes it easy to understand and appropriate to the
audience; but once done it becomes an effective, meaningful event. The
time invested is well worth it, and is a mark of personal excellence.
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EEXXCCEELLLLEENNTT  CCOOMMMMUUNNIICCAATTIIOONN  RREEQQUUIIRREESS  PPAATTIIEENNCCEE

LLeett  tthhee  ppeerrssoonn  ff iinniisshh  aallll   tthhee  wwaayy  ttoo

tthhee  eenndd..  DDoonn’’tt  iinntteerrrruupptt!!

HHoowweevveerr.... ..  IIff  tthheeyy  iinntteerrrruupptt  ––  LLeett  tthheemm..
YYOOUU

PPaattiieennccee  ddeemmoonnssttrraatteedd  iinn  tthheessee  ttwwoo  wwaayyss  

((nnoott  iinntteerrrruuppttiinngg  ootthheerrss,,   bbuutt  lleettttiinngg  ootthheerrss  iinntteerrrruupptt  yyoouu))  

aall lloowwss  yyoouu  ttoo  rreeaallllyy  uunnddeerrssttaanndd

wwhhaatt ’’ss  iinn  tthhee  mmiinndd  ooff  tthhee  ootthheerr  ––  wwhhiicchh  tthheenn  aalllloowwss  yyoouurr  

ccoommmmuunniiccaattiioonn  ttoo  bbee  tthhee  vveerryy  mmoosstt  rreelleevvaanntt,,  

tthhaatt  iiss,,  ttaaiilloorreedd  ttoo  wwhheerree  tthheeyy  aarree..

EENNDD

TTHHEEMM
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EEXXCCEELLLLEENNTT  CCOOMMMMUUNNIICCAATTIIOONN  RREEQQUUIIRREESS  PPAATTIIEENNCCEE

To really be a master communicator you need two things:

1. The ability to listen.

2. The ability to send your message right to the person’s heart when you speak.

These two skills are very closely linked. If you have the ability to let the
person finish speaking through until they are done, without interrupting,
then you will be able to understand more clearly what’s on their mind
and why they feel the way they do. 

When you interrupt you cause them to change direction, and then
respond to what you said rather then finish what it was they were about
to say. The better you understand what they were thinking, the better
you are able to respond to them where they are.

Alternatively, when you’re speaking and they interrupt, let them! This
gives you additional information as to where they are coming from, and
what’s really important to them. This is difficult when we want to finish
what we are saying, but if effectiveness is your objective then it is more
effective to let them interrupt than to finish what you have to say. What
they’re really thinking about is what they’re going to say when you’re
done anyway!

As we grow to appreciate the importance of really effective communication,
rather than simply the sense of relief we feel when we’ve said what we
want to say, even if it’s not been heard as well as we would like, then we
should be willing to be patient. 

This patience when listening, or patience when being interrupted, pays
big dividends if you are then able to better understand your listener and
tailor your message accordingly.
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The Key Skills of a World-Class Listener

LLIISSTTEENNIINNGG  WWEELLLL::  LLIISSTTEENN  FFOORR  TTHHEE  PPIILLLLAARR

Always listen for the central theme or pillar.
There will always be one or more.

Everything else either supports that central theme,
rests on it, or is peripheral.

Don’t be sidetracked by the periphery.

FFOOCCUUSS  YYOOUURR  AATTTTEENNTTIIOONN  OONN  TTHHEE  PPIILLLLAARR..
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LLIISSTTEENNIINNGG  WWEELLLL::  LLIISSTTEENN  FFOORR  TTHHEE  PPIILLLLAARR

Those who listen attentively when others speak give the impression that
they care about the speaker, which is vital since we all want to be treated
as important, worthwhile individuals. When you meet someone who
really makes an effort to understand what you’re saying, and pays close
attention while you’re talking, you feel good; you make an effort to be
complete and thorough in what you say, and you instinctively give,
rather than withhold. This makes for great communications.

Those who listen well are clearly held in esteem by others, but they are
also more knowledgeable, and appear to have greater insight into issues
and situations. They are considered to be successful and approachable.

For many, listening is a very hard thing to do, but the impact of listening
well is tremendous. Listening demonstrates respect for others and so
earns the good listener the admiration of the speaker. The good listener
is perceived to be a great leader, or a fine person, or a sensitive individual,
which in turn enhances personal credibility.

Knowledge is power. Since good listeners gain more knowledge, they
also end up with a greater ability to influence, or make better decisions,
based on more information.

When listening, listen for the main reason the person has for speaking.
There is always a central thought, some underlying motivation or theme
which the individual is trying to communicate, and everything else rests
on that central thought. In order to accomplish this they will use many
words, examples or embellishments; but ultimately they are trying to
get across one key thought.

A good listener should be able to identify this “pillar”, i.e. “What is the
person really trying to say?” A person who listens well will try to identify
each individual thought, so that they are able to separate the detail from
the key thought. 
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LLIISSTTEENNIINNGG  WWEELLLL::  LLIISSTTEENN  FFOORR  TTHHEE  PPIILLLLAARR

““KKnnoowwlleeddggee  iiss  ppoowweerr..  

SSiinnccee  ggoooodd  ll iisstteenneerrss  ggaaiinn  

mmoorree  kknnoowwlleeddggee,,   

tthheeyy  aallssoo  eenndd  uupp  wwiitthh  aa  ggrreeaatteerr

aabbii ll iittyy  ttoo  iinnfflluueennccee,,   oorr  mmaakkee

bbeetttteerr  ddeecciissiioonnss,,   

bbaasseedd  oonn  mmoorree  iinnffoorrmmaattiioonn..””
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LLIISSTTEENNIINNGG  WWEELLLL::  LLIISSTTEENN  FFOORR  TTHHEE  PPIILLLLAARR

We must identify and then focus on the pillar. If we do this the other
things can then be put into perspective. “Many pillars” usually mean
many thoughts tied to a central pillar. A change of topic means a new
central pillar.

Some pillars are more important than other pillars; i.e. if you were to
pull down one of the lesser pillars, the structure would remain. In
architecture pillars are often embellished, decorated or disguised. So
people will often decorate their “pillar”. They will often embellish the
central thought. A good listener must be able to distinguish between the
embellishment and the pillar even if the degree of decorative work
effectively hides the pillar! Remember to look for the pillar, the main thought.
The embellishment will then help to better understand the pillar.

There is a church in Salvador, Brazil, that has a great deal of gold inside.
It is so overwhelming that when you walk in you are immediately drawn
to the gold, so much so that you have to consciously look for pillars,
even though they are in plain view.

Similarly, people often decorate their conversation to such a degree that
you typically walk away confused, asking, “What did they say?” But
the skill of seeing the pillars must be acquired if the benefits of being a
great listener are to be realized.
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LLIISSTTEENNIINNGG  WWEELLLL::  
LLIISSTTEENN  BBEEYYOONNDD  TTHHEE  WWOORRDDSS,,  FFOORR  TTHHEE  MMEESSSSAAGGEE

WWoorrddss  aarree  ll iikkee  tthhee  mmaaggiicciiaann’’ss  ttrruunnkk..

TThhee  ttrruunnkk  iittsseellff  oonnllyy  sseerrvveess  ttoo  ccaarrrryy  tthhee  sseeccrreettss..

TThhee  sseeccrreettss  tthheemmsseellvveess  aarree  iinnssiiddee..

SSoo  aass  yyoouu  ll iisstteenn,,   ll iisstteenn  ffoorr   tthhee  mmeessssaaggee,,

ddoonn’’tt  llooookk  aatt  tthhee  wwoorrddss..

RO
ME

PAR
ISLondon
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LLIISSTTEENNIINNGG  WWEELLLL::  
LLIISSTTEENN  BBEEYYOONNDD  TTHHEE  WWOORRDDSS,,  FFOORR  TTHHEE  MMEESSSSAAGGEE

When listening to another person, one often listens only to the words
being spoken. This is because the words carry emotion and because
they are familiar. The ideas which they communicate are often
unfamiliar, so that it is sometimes easier to listen first to the words and
then think we have the idea.

Further, as we listen to the words, sometimes we make responses based
on what we hear in the words. Some words are very emotionally laden
and generate strong responses such as “bigot”, “unreasonable”, and
“liar”. These words themselves carry so much meaning that it is hard to
divorce what is being said from the words themselves.

The words carry a message though, and understanding that message is
where the true value comes from. The value comes from the message,
not from the words. The need is to fully understand the thinking or
motivation behind a speaker’s words.

In this way words are like a magician’s trunk. The trunk carries the
secrets. It is true you can see the trunk, analyze it, evaluate it, look at it,
and it may generate some emotional response. For example, it might
have a label on it from some exotic place which triggers a whole series
of ideas. From that you draw a lot of conclusions; but really the secrets,
the reason for being, are inside the trunk and are not the trunk itself.

And so when listening, listen not for the “outside” (the words) but for
the “inside” (the message).
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LLIISSTTEENNIINNGG  WWEELLLL::  
LLIISSTTEENN  BBEEYYOONNDD  TTHHEE  WWOORRDDSS,,  FFOORR  TTHHEE  MMEESSSSAAGGEE

““FFuull llyy  uunnddeerrssttaanndd  

tthhee  tthhiinnkkiinngg  oorr  mmoottiivvaattiioonn

bbeehhiinndd  aa  

ssppeeaakkeerr’’ss  wwoorrddss..””
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LLIISSTTEENNIINNGG  WWEELLLL::  
LLIISSTTEENN  BBEEYYOONNDD  TTHHEE  WWOORRDDSS,,  FFOORR  TTHHEE  MMEESSSSAAGGEE

As an example: my teenage son comes home one day and asks me if he
can have a $95 pair of designer jeans. Of course my response to this is,
“Absolutely not!” I heard the words and the words told me that my son
wants $95 jeans. Like the magic trunk the words carried a message apart
from the box. The words though were not the true message; the message
was, “Dad, everyone at school has these jeans and if I don’t get these
jeans then I won’t fit in and that would be very difficult, because peer
pressure is everything!” The words and the message, were very different!

This can also apply to the work place. Individuals will often come with
words, and we deal with the words in and of themselves, because they
do have weight. Often though we do not see or understand the true
message, which may be totally different from the words. The value is in
the message!
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LLIISSTTEENNIINNGG  WWEELLLL::  LLIISSTTEENN  TTOO  UUNNDDEERRSSTTAANNDD,,
NNOOTT  JJUUSSTT  TTOO  BBEE  AABBLLEE  TTOO  RREEPPEEAATT

WWOORRDDSS

UUNNDDEERRSSTTAANNDDIINNGG

LLIISSTTEENN  TTOO  UUNNDDEERRSSTTAANNDD,,  

NNOOTT  JJUUSSTT  TTOO  HHEEAARR..

SSiimmppllyy   ttoo  hheeaarr  wwhhaatt   iiss  ssaaiidd  iiss  nnoott  ttoo  uunnddeerrssttaanndd  wwhhaatt  iiss  mmeeaanntt  ––  

tthhee  wwoorrddss  ppaassss  rriigghhtt  oonn  bbyy..

bbuutt  .. ....  TToo  uunnddeerrssttaanndd  wwhhaatt  iiss  ssaaiidd  iiss  ttrruullyy  ttoo  hhaavvee  ll iisstteenneedd..
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LLIISSTTEENNIINNGG  WWEELLLL::  LLIISSTTEENN  TTOO  UUNNDDEERRSSTTAANNDD,,
NNOOTT  JJUUSSTT  TTOO  BBEE  AABBLLEE  TTOO  RREEPPEEAATT

The Rule of Restatement: Repeat what you just heard to the speaker’s
satisfaction. If you can do that you know you’ve heard correctly.

Understanding differs from simply hearing and listening; if one truly
understands, one could repeat what one just heard, using different
words, but conveying the same meaning.

One of the most common comments heard by parents from their
children is “You don’t understand”. What the child is really saying is that
their feelings, or their point of view, has not been adopted by the parent. So
while the parent has patiently listened to the child speak, perhaps even
for 45 minutes, on the issue, the response which the parent then gives
leads the child to the conclusion that the parent did not “understand”. 

Often from the child’s point of view understanding can only be
demonstrated by agreement. This reinforces the importance of effectively
communicating that understanding has occurred, even if, as a result,
agreement has not been reached.

Referring to the earlier example of the jeans (on page 109), I may know
what the message was that my son was trying to convey, i.e. “If I don’t
get these jeans I will not be a part of the group.” The message may have
been clear; but I still may not have understood why it was so important
for him to have the jeans. I need that understanding as well, to really
have mastery of “listening”. When listening to another person, one must
seek to understand that person’s point of view.
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LLIISSTTEENNIINNGG  WWEELLLL::  LLIISSTTEENN  TTOO  UUNNDDEERRSSTTAANNDD,,
NNOOTT  JJUUSSTT  TTOO  BBEE  AABBLLEE  TTOO  RREEPPEEAATT

““IIff   wwee  ssppeenndd  tt iimmee  ll iisstteenniinngg

aanndd  wwee  ccaannnnoott  

ggoo  aawwaayy  aanndd  ddeemmoonnssttrraattee  

rreeaall   uunnddeerrssttaannddiinngg,,   

tthheenn  wwee  hhaavvee  nnoott  

rreeaallllyy  ll iisstteenneedd..””
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LLIISSTTEENNIINNGG  WWEELLLL::  LLIISSTTEENN  TTOO  UUNNDDEERRSSTTAANNDD,,
NNOOTT  JJUUSSTT  TTOO  BBEE  AABBLLEE  TTOO  RREEPPEEAATT

To best help you understand another person’s viewpoint ask yourself
“the three whys”:

1. Why are they saying this?

2. Why is this important to them?

3. Why do they think I should listen?

To understand is to be able to present the other person’s point of view as forcibly
as they presented it, but in your own words, even though you may not agree
with it. This means divorcing ourselves from hearing the words and
concentrating on understanding. If we spend time listening and we cannot
go away and demonstrate real understanding, then we have not really listened.

The listener must work hard to really gain understanding by:

1. Probing the speaker for clarification.

2. Asking questions.

3. Making a conscious effort to step inside the speaker’s shoes.

4. Playing information back – which is the real test.

Putting our understanding to the test simply means being able to repeat
the message back to the individual in our own words (the Rule of
Restatement). When we do this often the person will say, “Yes, you
have it, but let me just add…” Typically they will then add information
to help you better understand, because in their mind you don’t
understand with the same intensity and the same passion that they do. 

A note: Definition of words, alone, without discussion, can often give
“instant” understanding. Keep a dictionary handy!
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LLIISSTTEENNIINNGG  WWEELLLL::  TTEEMMPPOORRAARRIILLYY  SSUUPPPPRREESSSS  TTHHEE  EEGGOO

AAllllooww  yyoouurr  eeggoo  ttoo

ddiimmiinniisshh  wwhheenn  yyoouu  

ll iisstteenn  ––  

ii ..ee..    LLiisstteenn  iinn  hhuummii ll iittyy..
EEGGOO

EEGGOO
EEGGOO

EEGGOO
EEGGOO

People speak from their point of view, not yours.
And so you must listen from their point of view, not yours.

It is because this is so very hard to do
that most of us feel we are seldom really listened to.

EExxcceell lleenntt  ll iisstteenniinngg  rreeqquuiirreess  

tteemmppoorraarryy  ssuupppprreessssiioonn  ooff  tthhee  eeggoo!!

MMEESSSSAAGGEE
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Listen in humility.

People speak from their point of view, not yours, and so you must listen
from their point of view, not yours. It is because this is so very hard to
do that most of us feel we are seldom listened to.

Think of your mind as a blank blackboard, and imagine yourself saying
to the speaker: “I’m here with a blank blackboard for you to write on.” You
as the listener must then try not to interrupt, interject bias, or get emotional.

Basically, what you are doing is shutting yourself down in order to let
them write whatever they like on this blackboard of your mind. You
temporarily suppress your ego, and listen in humility. You listen to the
individual whole-heartedly, then when they are done you bring back
your ego and form your opinion. In doing this you will be able to speak
both from your own experience and the increased knowledge you can
now “read” off the blackboard. The hard part is being able to
temporarily wipe the blackboard clean at the beginning!

When listening to others, there are a host of things going on within us
that inhibit real listening, and make it very difficult to keep from
scribbling on the blackboard while the other is talking. (Sometime we
scribble so much there’s no room left for the speaker and then we get
impatient, periodically tune out, and finally interrupt!) 

Some of these forces at work within us are:

1. A little voice within saying, “All my knowledge means I don’t need
to listen to this!”

2. Having pre-formed assumptions which are not compatible with an
open mind.
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LLIISSTTEENNIINNGG  WWEELLLL::  TTEEMMPPOORRAARRIILLYY  SSUUPPPPRREESSSS  TTHHEE  EEGGOO

““TThhiinnkk  ooff  yyoouurr  mmiinndd  

aass  aa  bbllaannkk  bbllaacckkbbooaarrdd  aanndd

iimmaaggiinnee  yyoouurrsseellff  

ssaayyiinngg  ttoo  tthhee  ssppeeaakkeerr::   

‘‘ II’’mm  hheerree  wwiitthh  aa  

bbllaannkk  bbllaacckkbbooaarrdd  ffoorr  

yyoouu  ttoo  wwrriittee  oonn..’’””
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3. We do not like what we hear so we back off and set up a barrier.

4. If we personally do not like the speaker, we tend to mentally 
run away.

5. Personal prejudice and bias.

6. Our desire to jump in.

7. Our immediate disagreement.

8. Our impatience with the person’s presentation skills.

9. Our impatience with the other person’s lack of preparation.

10. The “much greater worth” of what we have to say versus their
contribution.

11. Our assumed ability to anticipate how they will end up, and
therefore jumping ahead in our mind.

12. Lack of respect for others.

We need to recognize these forces and proactively resist them.

Truly good listening requires temporary suppression of the ego, that is
– the ability to temporarily withdraw oneself out of the picture. This
means being able to hold in abeyance our own pride, our own ego, and
our own desires to allow the speaker a clear mind on which they can
write whatever they choose. We do not have to agree with what’s said,
but to be good listeners we should allow them the opportunity to present
it fully.
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LLIISSTTEENNIINNGG  WWEELLLL::  TTEEMMPPOORRAARRIILLYY  SSUUPPPPRREESSSS  TTHHEE  EEGGOO

““TThhoossee  wwhhoo  ll iisstteenn  wweellll   

aarree  hhiigghhllyy  eesstteeeemmeedd  

bbyy  tthhoossee  

wwhhoo  ddoo  tthhee  ttaallkkiinngg..””
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Really great listeners do not stop there. When the speaker has finished
they probe and ask questions, to see whether there is anything else that
could possibly be added to the blackboard.

In short, they allow the person to completely run out of ideas and
thoughts before responding, and in this way are absolutely sure they
have picked up everything which the speaker has to say on the topic.
This is very hard to do because of the discipline we have to exert not to
respond just yet. But, as always in life, difficult things are the things
which produce the greatest reward. Those who listen well are esteemed
most highly by those who do the talking.

Be willing to change, or be changed because of what’s heard.
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LLIISSTTEENNIINNGG  WWEELLLL::  UUSSIINNGG  IINNTTEERRRRUUPPTTIIOONNSS  TTOO
MMAAXXIIMMIIZZEE  YYOOUURR  CCOOMMMMUUNNIICCAATTIIOONN

B
U
T.
.. THE

N...

IF
...

SO
...

CO
MM

EN
T
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ES
TI
ON

AAllllooww  tthheemm  ttoo  iinntteerrrruupptt..  TThhiiss  eennssuurreess  tthheeyy  ssttaayy  iinn  ttuunnee,,  iinn  ssyynncc,,

tthhaatt  tthheeyy  uunnddeerrssttaanndd  wwhhaatt   yyoouu’’rree  ttrryyiinngg  ttoo  ssaayy..   GGoo  wwii tthh  tthh ii ss

ggiivvee  aanndd  ttaakkee  ––  bbuutt  aallwwaayyss  wwiitthh  aann  eeyyee  ttoo  uulltt iimmaatteellyy  aarrrriivviinngg  aatt

yyoouurr  ddeessiirreedd  eenndd  ppooiinntt..

YYoouurr

DDeessttiinnaattiioonn

WWhheerree  yyoouu  wwaanntt  tthhee  ccoonnvveerrssaattiioonn  ttoo  ggoo,,  oorr  wwhhaatt  yyoouu  wwaanntt  ttoo

lleeaavvee  iinn  tthhee  mmiinndd  ooff  tthhee  ll iisstteenneerr..

IIggnnoorriinngg  tthhee  qquueessttiioonnss  aanndd  ccoommmmeennttss  

ooff  tthhee  ll iisstteenneerr  bbyy  bbrruuttaallllyy  ffoorrggiinngg  aahheeaadd  ––  

““tthheeyy  nneeeedd  ttoo  hheeaarr  tthhiiss””  ––  iiss  iinneevviittaabbllyy  oonnllyy  mmaarrggiinnaall llyy  eeffffeeccttiivvee

aatt  bbeesstt,,   aanndd  oonnllyy  ggeettss  tthheemm  iinn  tthhee  ggeenneerraall  vviicciinniittyy..

NNOOTT  GGOOOODD

MMUUCCHH  BBEETTTTEERR

IN
TE
RR
UP
TI
ON
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As speakers we are often frustrated at being interrupted. We see
interruptions as annoying, getting in the way of what we have to say,
slowing us down, and generally being unnecessary.

This is not necessarily the case – I’d rather have my listener interrupt
me than fall asleep! Someone interrupting is engaged and involved,
trying to communicate their point of view. 

Consequently, as a speaker I need to learn how to deal with the
interruptions. I have two choices:

1. Ignore them and forge ahead ruthlessly. This is the brute force
approach and is probably of little value. It ignores all the input from
the listener and assumes that your message is as important to
everyone else as it is to you; and that they will lock on and understand
what you are saying with the same conviction and passion that you
have. In most cases this is an unrealistic perspective.

2. Use each interruption to your advantage. This is a more effective
way. When you begin speaking you must know where you want to
end up, that is, have your goal clearly fixed in mind. Then, as you are
in conversation, you can always steer from wherever you are to the
goal. To do this it is important that your goal is clearly articulated, at
least in your own mind, before you begin. In short, you must be able
to answer the question “When I am done, what do I want this person
to know?”
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““SSoommeeoonnee  iinntteerrrruuppttiinngg

iiss  eennggaaggeedd  

aanndd  iinnvvoollvveedd..””
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MMAAXXIIMMIIZZEE  YYOOUURR  CCOOMMMMUUNNIICCAATTIIOONN

Once that goal is clearly in your mind you can then be patient as you set
off on the journey of communication. With every interruption you gain
a little insight as to where your listeners are coming from, and can use
their comments as one more stepping stone to your final goal, by
linking what they have just said to the path you are forging towards 
your objective. 

By listening carefully to each comment by your listener, and responding
to that comment as you move towards your goal, you help the listener
walk the path with you, rather than forcing the listener to stand aside
and watch you run to your objective. It is far more effective if you can
bring the listener step by step along a path you jointly create towards
your goal. This requires that you use each interruption to your
advantage, and see them as a way to mentally stay connected with your
listener on the journey to your destination.
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AANNAALLOOGGIIEESS::  TTHHEE  UULLTTIIMMAATTEE  IINN  
CCOOMMMMUUNNIICCAATTIIOONN  EEFFFFEECCTTIIVVEENNEESSSS

AANNGGEERR iiss  ll iikkee

FFiirree  ––  iitt  bbuurrnnss  hhoott,,  

aanndd  iiss  oofftteenn  ddeessttrruuccttiivvee..

LLOOVVEE iiss  ll iikkee

AA  ssuummmmeerr  ddaayy  ––  

wwaarrmm  aanndd  iinnvviittiinngg..

AAss  yyoouu  pprraacctt iiccee  tthhiinnkkiinngg  aanndd  eexxpprreessssiinngg  

yyoouurrsseellff  wwiitthh  aannaallooggiieess,,   tthheeyy  bbeeccoommee  eeaassiieerr  ttoo  uussee..

WWOORRKK  AATT  IITT..
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AANNAALLOOGGIIEESS::  TTHHEE  UULLTTIIMMAATTEE  IINN  
CCOOMMMMUUNNIICCAATTIIOONN  EEFFFFEECCTTIIVVEENNEESSSS

An analogy is a word picture – usually simple – which captures and
describes a set of circumstances – usually complex. Its power lies in the
fact that it takes the complex and hard to understand, and makes it 
more easily comprehensible, usually also making it much clearer in 
the process. 

As such, analogies are powerful tools which can be used to help you
explain things to others, and also help you better understand what others
are trying to tell you (by you putting their thoughts into an analogy and
playing it back to them). Analogies are common in everyday life; but
mastery of their use is not.

Some examples are: notes are an analogy for music; math symbols are
an analogy for ideas; sports is an analogy for corporate business; and
temperature is an analogy for emotion (e. g. white hot anger, ice cold hate).

As you practice thinking and expressing yourself in this fashion,
analogies become easier to use.

We use analogies all the time and don’t really recognize it; for example,
“That’s like comparing apples to oranges”, “dig deep” (referring to
personal effort); and “deep waters” (in challenging times), etc. The
problem is that we don’t use them frequently enough; yet they are a
tremendously powerful communication tool.

Analogies act as a bridge to understanding. 
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AANNAALLOOGGIIEESS::  TTHHEE  UULLTTIIMMAATTEE  IINN  
CCOOMMMMUUNNIICCAATTIIOONN  EEFFFFEECCTTIIVVEENNEESSSS

““AAnn  aannaallooggyy  pprroovviiddeess  

yyoouu  wwiitthh  uunnddeerrssttaannddiinngg,,

rraatthheerr  tthhaann

jjuusstt  iinnffoorrmmaatt iioonn..””
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AANNAALLOOGGIIEESS::  TTHHEE  UULLTTIIMMAATTEE  IINN  
CCOOMMMMUUNNIICCAATTIIOONN  EEFFFFEECCTTIIVVEENNEESSSS

For example, if my young son comes home and says, “Dad, I want to be
a fireman”, what does this mean? – “I want to be a fireman.” So I ask
my son, “How badly do you want to be a fireman? Do you want it as
badly as the airplane model that you wanted all last year?” He replies,
“No... I want it as badly as I want an ice cream cone now!” I as the father
now have a better understanding of what my son means. I now know
better how badly he wants to be a fireman. The analogy has helped
match my understanding to his.

An analogy is a picture, which makes something clear that otherwise
was not clear in the first place. It provides you with understanding,
rather than just information.

the book_updated_1109.qxd:the book.qxd  11/11/09  10:53 AM  Page 127



128
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AANNAALLOOGGIIEESS::  UUSSEE  WWHHAATT  YYOOUU  KKNNOOWW

SSPPOORRTTSS

HHOOBBBBIIEESS

FFAAMMIILLYY
WWOORRKK

VVAACCAATTIIOONN

MMOOVVIIEE

TThhiiss  ssiittuuaattiioonn  iiss  ll iikkee  

hhiittttiinngg  aa  hhoommee  rruunn

bbeeccaauussee......

WWhheenn  llooookkiinngg  ffoorr  aann  aannaallooggyy::

DDrraaww  ffrroomm  yyoouurr  oowwnn  eexxppeerriieennccee..

UUssee  wwhhaatteevveerr  ccoommeess  iimmmmeeddiiaatteellyy  ttoo  mmiinndd  ––  

iitt  iiss,,  aafftteerr  aallll ,,  oonnllyy  aa  ppiiccttuurree  aanndd  nnoott  rreeaalliittyy..

IIff  tthhiiss  aannaallooggyy  tthheenn  pprroovveess  iinnaaddeeqquuaattee,,  

ssiimmppllyy  mmoovvee  ttoo  aannootthheerr..

TTRRAAVVEELL
Yesterday’s Ball Game
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BRILLIANT INTERPERSONAL COMMUNICATION
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AANNAALLOOGGIIEESS::  UUSSEE  WWHHAATT  YYOOUU  KKNNOOWW

When looking for an analogy, draw from your own experience. There is
no “right” one to use, so use any subject, hobby, or experience with
which you’re familiar.

Where possible, use an analogy with which your listener is also
familiar. This avoids having to spend quite so much time on the
description of the example or situation you’re using for the analogy.

If you find the analogy you’ve chosen is not providing the understanding
you’d hoped for, simply move on to another analogy and try again.
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AANNAALLOOGGIIEESS::  PPAAIINNTT  WWOORRDD  PPIICCTTUURREESS

IITT’’SS  LLIIKKEE  AA  .. .. .. ..

BBEECCAAUUSSEE……

A well painted word
picture. Rich with full,
colored, detail.

Give the listener the complete analogy, 
with some detail, before explaining how the analogy 

ties into the point you wish to make.
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BRILLIANT INTERPERSONAL COMMUNICATION
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AANNAALLOOGGIIEESS::  PPAAIINNTT  WWOORRDD  PPIICCTTUURREESS

The objective of using analogies is to provide the listener with a word
picture, which has been painted in their mind by describing the picture
in your own mind. 

Think of the five senses (touch, taste, sight, smell, and hearing) and
where suitable use them in your description; this will help to paint a
more vivid picture in the listener’s mind. Then explain how the analogy
illustrates the point you wish to make.

It’s usually necessary to practice using analogies, as they may not come
easily at first; but the effort is worth it!
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AANNAALLOOGGIIEESS::  TTHHEE  SSKKIILLLL  IINNCCRREEAASSEESS  WWIITTHH  PPRRAACCTTIICCEE

IILLLLUUSSTTRRAATTIIOONNSS  = AANNAALLOOGGIIEESS

AAnnaallooggiieess  aarree  PPOOWWEERRFFUULL

You need to develop a personal conviction
that analogies make your 

thoughts clearer and more effective.
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AANNAALLOOGGIIEESS::  TTHHEE  SSKKIILLLL  IINNCCRREEAASSEESS  WWIITTHH  PPRRAACCTTIICCEE

It is imperative that a conviction is developed about the importance of
analogies, as well as an understanding of how to use them. Analogies
do not have to be long or complicated – they can be simply a phrase, or
a few words usually beginning with: “It’s like…” which carries the
message. The degree of detail in the analogy depends upon the amount
of time available to communicate the point, and the complexity of the
issue being explained.

Understanding is often enhanced by giving three or four short
analogies, all of which speak to one aspect of the subject. 

Use analogies so that the listener can understand your key points, which
are usually more crucial than remembering all the specific details.

When listening to another you can often say something like, “If I
understand you correctly, it’s like...” which throws an analogy back to
the listener on the subject which they just presented to you. In this way
you are able to determine whether or not you truly understand what you
have heard. If you provide an analogy that the other person agrees
reflects what they were trying to say to you, then both of you leave with
the conviction that what was heard is what was intended to be heard.

The mind stores best in pictures, not in words. Analogies paint those pictures.
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BEYOND TIME MANAGEMENT

The Power of Great Priority Setting and Sound Judgement

SSEETTTTIINNGG  PPRRIIOORRIITTIIEESS  ––  KKEEYY  CCRRIITTEERRIIAA

UURRGGEENNCCYY

HHooww  ccrruucciiaall  iiss  iitt  tthhaatt   tthhiiss

ttaasskk  bbee  ddoonnee  ssoooonn  

(( iimmmmeeddiiaatteellyy,,  nnooww,,   eettcc))??

If very crucial 
move up the priority list.

HHooww  hhiigghh  aa  pprriioorriittyy  iiss  tthhiiss

iinn  ooppiinniioonn  ooff  lleeaaddeerrsshhiipp??

The opinions of leadership 
(authority) should 

carry very significant weight.

OOnnccee  tthhiiss  ttaasskk  iiss  ddoonnee,,  wwhhaatt  

wwii ll ll   bbee  tthhee  iimmppaacctt??  

WWii ll ll   iitt  bbee  ggrreeaatt,,  vveerryy  ssiiggnniiff iiccaanntt??

CCoonnvveerrsseellyy,,   iiff  tthhee  ttaasskk  iiss  

nnoott  ddoonnee,,  oorr  ddeellaayyeedd,,  

wwhhaatt  wwii ll ll   bbee  tthhee  ccoonnsseeqquueenncceess??  

HHooww  sseevveerree  wwii ll ll   tthheeyy  bbee??

Determine the priority by its 
impact once completed. 
Work to make a difference. 

Items of little consequence should 
move down the priority list.

HHooww  lloonngg  wwii ll ll   iitt  ttaakkee  ttoo  

ccoommpplleettee  tthhiiss  ttaasskk??

Time to completion should be 
considered. A short task 

can often be moved up the list. 
Similarly, a long task may 

need to be delayed, or broken into
several smaller tasks, over time; 
each of which is now short, 
so can more easily move up.

AAUUTTHHOORRIITTYY

IIMMPPAACCTT//
CCOONNSSEEQQUUEENNCCEE

TTIIMMEE  
RREEQQUUIIRREEDD
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SSEETTTTIINNGG  PPRRIIOORRIITTIIEESS  ––  KKEEYY  CCRRIITTEERRIIAA

Setting priorities is one of the most effective ways to manage time and
people. The most effective use of one’s resources is to ensure that they
are focused on the items of the highest priority. This leads to the
challenge of knowing what items should be where on the priority list. In
order to create an effective priority list four criteria need to be considered:

1. Urgency: Urgency is distinct from importance in that urgent things
require an immediate response. Important things do not usually carry
with them the same need for the immediate response that urgent
things do.

In determining where an item should fit on the priority list consider
the degree of urgency for its completion. If there is a critical need for
the task to be completed immediately – that is, it is truly urgent – then
it should move high on the priority list.

This raises a second question as to who is determining that the task is
urgent. Sometimes one individual or a team’s urgent need is
considered less so by another group or individual. Before
automatically placing urgent requests high on the priority list it is
worthwhile to ask, “What will occur once I complete it?” This is a
simple way for you to check whether or not it is indeed urgent, and
therefore by when it must be completed.

Frequently asking this question results in some very interesting
responses, varying from: “The world will fall apart (metaphorically
speaking)”, to “I don’t really know, someone just said they needed it
now”. Clearly in the first instance it can remain an urgent priority;
but in the second instance some further probing should be done to
determine what will happen once it’s completed, and therefore the
degree of urgency.
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SSEETTTTIINNGG  PPRRIIOORRIITTIIEESS  ––  KKEEYY  CCRRIITTEERRIIAA

““TThhee  rreeqquueessttss  

ooff  aa  lleeaaddeerr  

sshhoouulldd  aallwwaayyss  bbee  aa  

hhiigghh  pprr iioorriittyy..””

the book_updated_1109.qxd:the book.qxd  11/11/09  10:53 AM  Page 138



139
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SSEETTTTIINNGG  PPRRIIOORRIITTIIEESS  ––  KKEEYY  CCRRIITTEERRIIAA

Do not automatically assume something is urgent simply because
you’ve been told it is; probe to determine the outcome of the
completed task and thereby determine its urgency.

2. Authority: The requests of those in authority should carry significant
weight, and so be a major consideration when establishing priorities.
The requests of a leader should always be a high priority. 

A truly world-class leader is aware that their requests will
immediately go high on the priority list, and so in advance carefully
evaluates the consequences of making that request, asking about the
impact on the other priorities that will perhaps then be pushed lower.
Leaders who simply use their authority to get their work done without
reference to the priorities of others are missing the opportunity to
manage productivity for the greatest possible outcome. 

Those in authority often see a larger view of a situation than those
responsible for executing instructions; and so leaders will often
establish priorities or make requests which, from the recipient’s
perspective, may not be felt to be important, but which from a
leader’s perspective are crucial. The reason for the authority which is
invested in leaders is in order to enable them to determine what is
most important, and ensure that it takes precedence over lesser
priorities. It helps greatly when they pass on the rationale for their
requests to those charged with executing the tasks, especially when
those requests are going to significantly alter the priorities of others.
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SSEETTTTIINNGG  PPRRIIOORRIITTIIEESS  ––  KKEEYY  CCRRIITTEERRIIAA

““RRaatthheerr  tthhaann  ssiimmppllyy  ffooccuussiinngg

oonn  ccoommpplleettiinngg  ttaasskkss,,  

oorr  ““ggeettttiinngg  tthhee  wwoorrkk  ddoonnee””,,   

aann  aannaallyyssiiss  ooff  tthhee  iimmppaacctt  

oonnccee  tthhee  jjoobb  iiss  ccoommpplleetteedd  

ccaann  hheellpp::   

tthhee  ggrreeaatteerr  tthhee  iimmppaacctt  

tthhee  hhiigghheerr  tthhee  pprriioorriittyy..””

the book_updated_1109.qxd:the book.qxd  11/11/09  10:53 AM  Page 140



141
BEYOND TIME MANAGEMENT

The Power of Great Priority Setting and Sound Judgement

SSEETTTTIINNGG  PPRRIIOORRIITTIIEESS  ––  KKEEYY  CCRRIITTEERRIIAA

Individuals receiving instructions from those in authority should not
necessarily follow blindly, but rather should provide input and
counsel when they believe that their perspective on the situation is of
value and may not have been considered by the leader. Their opinion
is important if they feel their thoughts might have some bearing on
where the task should net out on the priority list (higher or lower).

This idea of authority carrying weight and moving things up the
priority list is a difficult one because, from one perspective, it could
be followed blindly. Sometimes this is necessary, but much more
often the input from those charged with fulfilling a task can be of
significant value and should be considered. Sometimes the leader
will indicate a request is urgent simply because they know its
importance and require it immediately; other times input from
followers can be of great value and serve to adjust the level of
urgency of the request. 

One particular note, leaders do not always add the “due date” to their
requests! Those receiving the requests then automatically assume
that it has to be “done immediately” and give it a higher priority than
may be intended. Simply asking the leader when the work is required
may also help to determine where it should sit on the priority list, if
the leader does not voluntarily provide that information.
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BEYOND TIME MANAGEMENT
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SSEETTTTIINNGG  PPRRIIOORRIITTIIEESS  ––  KKEEYY  CCRRIITTEERRIIAA

““TThhee  mmoosstt   eeffffeeccttiivvee  uussee

ooff  oonnee’’ss  rreessoouurrcceess  

iiss  ttoo  eennssuurree  tthhaatt  tthheeyy  aarree

ffooccuusseedd  oonn  tthhee  iitteemmss  

ooff  tthhee  hhiigghheesstt  pprr iioorriittyy..””
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SSEETTTTIINNGG  PPRRIIOORRIITTIIEESS  ––  KKEEYY  CCRRIITTEERRIIAA

3. Time Required: Sometimes tasks can be accomplished in very short
order with many beneficial side effects: you feel good for getting the
job done; others get their requests satisfied more quickly; a long list
of “to do’s” is eliminated; and a lot of miscellaneous things can be
quickly eliminated, saving time, mental energy, or resources for
more major work.

In these cases short tasks can jump up the list to receive a higher
priority than they are perhaps entitled to on the basis of their own
merit. One danger with this approach is that short tasks are
sometimes the fun ones to do, or the easy ones to do, but not really
the important ones, so be careful using this criterion – don’t follow it
without thinking!

On the other hand there are many instances when a task is going to
take a long time to complete, and getting an early start on it is
important. In that case it should also move up the priority list, even
though it may not be immediately required. One mechanism for
dealing with these situations is to attempt to break the larger task into
as many smaller pieces as possible. This gives you many more things
to prioritize, which may make it easier to set the priorities on any
given day, and make it easier to choose which portions of the larger
project will be tackled first.
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SSEETTTTIINNGG  PPRRIIOORRIITTIIEESS  ––  KKEEYY  CCRRIITTEERRIIAA

““LLeeaaddeerrss  wwhhoo  ssiimmppllyy  uussee  tthheeiirr

aauutthhoorriittyy  ttoo  ggeett  tthheeiirr  

wwoorrkk  ddoonnee,,   wwiitthhoouutt  rreeffeerreennccee

ttoo  tthhee  pprriioorr iittiieess  ooff  ootthheerrss,,   

aarree  mmiissssiinngg  tthhee  ooppppoorrttuunniittyy  ttoo

mmaannaaggee  pprroodduuccttiivv iittyy  ffoorr  tthhee

ggrreeaatteesstt  ppoossssiibbllee  oouuttccoommee..””
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SSEETTTTIINNGG  PPRRIIOORRIITTIIEESS  ––  KKEEYY  CCRRIITTEERRIIAA

4. Impact or Consequence: Rather than simply focusing on completing
tasks, or “getting the work done”, an analysis of the impact once the
job is completed can help greatly; the greater the impact the higher
the priority. There are times when determining the impact is very
difficult, for example when the individual is a part of a much larger
process chain. However, even in this case individuals should attempt
to gain some understanding of the impact, even if it’s only relative to
other activities.

When an individual is able to establish the anticipated consequences
of each of the activities on their list, and then focus on the ones which
are judged to have the greatest possible impact or consequence, then
the time will be maximally spent.

Setting priorities is often a difficult task as it requires judgement.
However, judgement is easier when one understands the factors which
must be weighed up. Urgency, authority, time required and the
anticipated impact must all come together in the mind of the individual
setting the priorities. Each activity needs to be evaluated with these four
criteria in mind to determine the sequence in which the tasks should be
ordered, and then the focus given to the most important one first.
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MMAATTCCHHIINNGG  PPRRIIOORRIITTIIEESS  TTOO  TTIIMMEE  AAVVAAIILLAABBLLEE

““UURRGGEENNTT!!
DDOO  NNOOWW!!””

““IIMMPPOORRTTAANNTT!!””

““FFIINNIISSHH  NNOOWW!!””

““GGOOTTTTAA
HHAAVVEE!!””

““LLIIFFEE  OORR  
DDEEAATTHH!!””

““TTOOPP
PPRRIIOORRIITTYY!!””““VVIITTAALL!!””

““MMUUSSTT
HHAAVVEE!!””

““CCRRIITTIICCAALL!!””

Since there’s limited time, all these pressures need to be 
pushed through the criteria of Setting Priorities on page 136; 

and then a best judgement applied to sort
the requirements such that they fit the time available.

AAll ll   tthhee  rreeqquueessttss FFiinnaall  pprriioorriittyy  ll iisstt

KKeeyy  CCrriitteerriiaa
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MMAATTCCHHIINNGG  PPRRIIOORRIITTIIEESS  TTOO  TTIIMMEE  AAVVAAIILLAABBLLEE

It’s important to acknowledge that there is limited time available for any
particular task or activity. It is artificial to assume that you can simply
load down yourself, or someone else, with work in the hopes that it will
“somehow get done”. There are only a limited number of hours in the
day and each hour spent working must be appropriately planned to
generate the maximum possible output.

At the beginning of each day, or business cycle, or project initiative,
depending on how your work is arranged, there needs to be a great deal
of thought given to the establishing of the order, or sequence, in which
the work will be done, bearing in mind the need to do the most important
things first. This is the process of setting priorities and ensures that at
the end of the day you’ve made the greatest possible contribution.

Since we all seem to have work coming to us from various sources –
customers, leaders, the priorities of others, our own initiative, etc – then
we must have some way of ordering this work. The way to do so is to push
each of these requests through the four filters outlined in Section III,
Setting Priorities - Key Criteria on page 136.

By reviewing each item against the degree of urgency for the request,
the rank of the person making the request, the time it will take to
complete it, and the impact or consequence it will have, you have
created the best possible set of screens for sorting the requests and
putting them into the most appropriate order.

This order becomes the priority list numbered from the most important
to the least important, and then serves as the template for action. Start
with the most important, and work through to the least important.
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MMAATTCCHHIINNGG  PPRRIIOORRIITTIIEESS  TTOO  TTIIMMEE  AAVVAAIILLAABBLLEE

““SSeett  aassiiddee  tt iimmee

ttoo  ppeerriiooddiiccaall llyy  rreevviieeww  

aall ll   rreeqquueessttss,,   aanndd  ttoo

rree--jjuuggggllee  yyoouurr  pprriioorriittiieess..””
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MMAATTCCHHIINNGG  PPRRIIOORRIITTIIEESS  TTOO  TTIIMMEE  AAVVAAIILLAABBLLEE

In the real world additional requests are also constantly coming in. The
best approach in these circumstances is to set aside time to periodically
review all the requests, and re-juggle your priorities. In practice, this
means taking your existing ordered list, reviewing the recent requests
that weren’t considered when you made it, and re-ordering your priorities.
The only thing to bear in mind here is that you ensure that you do this
re-ordering at the completion of a given task, not in the middle of one.
There are only a very few set of circumstances (e.g. a true crisis) when
the time is not available to complete the task that you are currently
working on, or at least a reasonable portion of it, before re-ordering
your priorities.

The rigorous application of these principles, that is the sorting of
priorities against these four criteria, is the best way to ensure that your
time is being maximally productive.
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RREESSPPOONNDDIINNGG  TTOO  CCHHAANNGGIINNGG  PPRRIIOORRIITTIIEESS

Priority lists seem to have a way of changing 
and mutating in a remarkable way.

SSTTAARRTT

Basic priority list,
easily managed

KKeeeepp  pprriioorriittyy  ll iissttss  ssiimmppllee  

aanndd  bbeeaarr  rreellaattiivvee  rreellaatt iioonnsshhiippss  iinn  mmiinndd..

BBuutt  tthhiiss…… oonnllyy

eeqquuaallss

tthhiiss……

wwhhiicchh  iiss  eesssseennttiiaallllyy

tthhiiss,,  wwhhiicchh  iiss  wwhhaatt  iitt

wwaass  oorriiggiinnaallllyy..

““GGAACCKK!!””

AAIIEEEE!!   EERRKK!!
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RREESSPPOONNDDIINNGG  TTOO  CCHHAANNGGIINNGG  PPRRIIOORRIITTIIEESS

One of the most distressing things about priority lists is they seem to
grow and mutate every moment. You no sooner get a nice neat list
buttoned down and settle down to do it when the phone rings, some
piece of paper is handed to you, the customer calls, your boss comes
rushing in, or some other unforeseen event interrupts your day.
Inevitably this seems to happen even before you get started on the first
item. How often have you lifted up your head after missing lunch
realizing that the things you had intended to do that day haven’t even
been started and you spent all your time on other things!

This is because priorities tend to change constantly, and new work flows
in at an alarming rate. How to handle this? 

The first thing to do is to realize that priority lists must be in constant
flux. The list that you have at any given time is only valid until
something new comes on your desk which requires you to reexamine
the entire list. If you think of yourself as having three items set into a
simple priority of A, B, and C and then something else enters in, you
immediately add it to the list. This results in lists that could stretch from
A to Z! 

In addition, new items may be more important than the ones you already
have; and so you have to add to the top of the list as well as the bottom.
You now have A +, A++, and A+++ priorities! 

Rather than letting this constant addition above and below the existing
list be a worry, recognize that all priority lists have A’s, B’s, and C’s.
Your original A, B, and C no longer exist. The A+++ has become your
“A”, the A++ has become your “B”, and A+ has become your “C”.
Everything else is lower than that. While this may be frustrating
because you really had your mind set on completing your original list,
you need to remain flexible and recognize that your priorities will change.
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RREESSPPOONNDDIINNGG  TTOO  CCHHAANNGGIINNGG  PPRRIIOORRIITTIIEESS

““IIff  yyoouu’’rree  aabbllee  ttoo  iiddeenntt iiffyy  

tthhee   mmoosstt   iimmppoorrttaanntt   tthh iinngg   

aatt  aannyy  ggiivveenn  ppooiinntt   iinn  ttiimmee  

aanndd  ffooccuuss  oonn  tthhaatt,,   

ppeerrsseevveerriinngg  tthhrroouugghh  ttoo

ccoommpplleett iioonn,,   tthheenn  

yyoouurr  eeffffiicciieennccyy  wwii ll ll   bbee    aatt   

iittss  mmaaxxiimmuumm..””

the book_updated_1109.qxd:the book.qxd  11/11/09  10:53 AM  Page 152



153
BEYOND TIME MANAGEMENT

The Power of Great Priority Setting and Sound Judgement

RREESSPPOONNDDIINNGG  TTOO  CCHHAANNGGIINNGG  PPRRIIOORRIITTIIEESS

In order to establish some peace of mind simply keep juggling so that you
know what is the most important, what is next, and what follows that. If
they stay in place long enough to accomplish them in that order, great. If
not then re-juggle and remain focused on the most important priority.

Two particular bits of advice in this area:

1. Persevere: As much as possible try not to juggle items on the priority
list until the item you are currently working on is completed. If it is a
large item break it into smaller pieces and at least ensure that you
have completed one piece before juggling your priorities and leaving
some items unfinished.

2. Plan for change: One thing which I’ve done successfully is keep
uncommitted time as a priority. For example, I leave an hour every
morning free with nothing scheduled in it, and no plans for it. If at
the beginning of the day, or at the tail end of the previous day, some
urgent need requires my immediate attention then I’ve already got
the time set aside for it (that one unplanned hour at the beginning of
each day) which I then can allocate to this unforeseen task, without
putting at risk all my other priorities.

If nothing surfaces requiring that unscheduled hour, then I simply
use it to get ahead of my priorities and begin with the first priority of
the day in that hour.

The real secret in managing priorities is to keep the list simple and clear
and not get frustrated with, or flustered by, constant change. If you’re
able to identify the most important thing at any given point in time and
focus on that, persevering through to the completion, then your
efficiency will be at its maximum.
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TTHHEE  LLIINNKK  BBEETTWWEEEENN  
““PPRRIIOORRIITTYY  SSEETTTTIINNGG””  AANNDD  ““JJUUDDGGEEMMEENNTT””

EEAACCHH  OOFF  TTHHEESSEE  
RREEQQUUIIRREESS  JJUUDDGGEEMMEENNTT..

There is usually no “right” answer – only alternatives.
Consequently for each of these 

priority setting activities, it’s important to realize that:
sound effective judgement is a prerequisite.

UUnnddeerrssttaannddiinngg

HHooww  ttoo  

SSeett   PPrriioorriittiieess

SSoouunndd  

JJuuddggeemmeenntt

GGRREEAATTEESSTT  PPOOSSSSIIBBLLEE  EEFFFFIICCIIEENNCCYY

AAppppllyyiinngg  pprriioorriittyy  sseetttt iinngg  ccrriitteerriiaa

MMaattcchhiinngg  pprriioorriitt iieess  ttoo  aavvaaii llaabbllee  ttiimmee

RReessppoonnddiinngg  ttoo  cchhaannggiinngg  pprriioorriittiieess
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TTHHEE  LLIINNKK  BBEETTWWEEEENN  
““PPRRIIOORRIITTYY  SSEETTTTIINNGG””  AANNDD  ““JJUUDDGGEEMMEENNTT””

I was once given the point of view that a critical quality in any
individual in business is “judgement.” This is very interesting, and an
insight which I’ve come to value. 

(As an aside, I would personally not place it as the most important
quality. Rather, I would place a higher value on personal integrity and
the ability to learn. With these two qualities at the core a great deal is
possible. But once they are in place the quality of judgement would then
certainly be high on my list.)

In the whole task of setting priorities the issue of judgement is
constantly surfacing. You are given the priority criteria (Section III,
Setting Priorities – Key Criteria, page 136), and the knowledge that you
have to match these to the available time (Section III, Matching
Priorities to Time Available, page 146). This is further compounded by
the need to respond to constantly changing priorities (Section III,
Responding to Changing Priorities, page 150).

Each of these three steps requires judgement: judgement to be able to
determine the degree to which each criterion affects the outcome;
judgement in terms of the ability to match the priorities to the time
available; and judgement in terms of reordering the priorities given new
input. Your personal judgement clearly plays a very key role in the
establishment of priorities! 
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TTHHEE  LLIINNKK  BBEETTWWEEEENN  
““PPRRIIOORRIITTYY  SSEETTTTIINNGG””  AANNDD  ““JJUUDDGGEEMMEENNTT””

““JJuuddggeemmeenntt  iiss  

tthhee  ccoommppii llaattiioonn  ooff

eexxppeerr iieennccee,,   wwiissddoomm,,  

iinnssiigghhtt ,,  aanndd  tthhee  

ccoouunnsseell  ooff  ootthheerrss..””
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TTHHEE  LLIINNKK  BBEETTWWEEEENN  
““PPRRIIOORRIITTYY  SSEETTTTIINNGG””  AANNDD  ““JJUUDDGGEEMMEENNTT””

Judgement is an interesting thing in that there is no right answer.
Judgement is, by definition, the point of view of the individual making
the judgement. It is the compilation of experience, wisdom, insight, and
the counsel of others. Over time one’s judgement should improve with
experience as we learn what works well and what doesn’t. There are
ways to ensure that one’s judgement is the best possible (in the pages
following), but initially the most crucial step is to recognize the value
and the importance of sound judgement.

In other words do not be guided by “spur of the moment” thinking, the
pressure of others’ opinions, or simply the desire to “cast caution to the
winds and just get on with it”. Rather, rigorously discipline yourself to
apply judgement. It doesn’t take long, but it pays huge dividends as it
ensures that you are bringing the greatest capabilities to the forefront in
an effort to maximize your personal efficiency and effectiveness. As a
result, your time will be as well spent as possible and the consequences
of that time spent will be the greatest they can be.

Understanding how to set priorities, combined with sound judgement,
gives you the greatest possible efficiency.
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TTHHEE  EELLEEMMEENNTTSS  OOFF  SSOOUUNNDD  JJUUDDGGEEMMEENNTT

Sound judgement is key to overall success,
but it is itself the result of several factors:

vvss..

TThhee  ggrreeaatteerr  tthhee  iinnddiivviidduuaall  ccoonnttrriibbuuttiioonn  ooff  eeaacchh  ooff  

tthheessee  ffiivvee,,  tthhee  bbeetttteerr  tthhee  jjuuddggeemmeenntt,,  iinn  aannyy  ggiivveenn  ssiittuuaattiioonn..

11.. KKNNOOWWLLEEDDGGEE:: KKnnoowwiinngg  aabboouutt  tthhee  ssuubbjjeecctt  ffrroomm

mmaannyy  ddiiffffeerreenntt  ppeerrssppeeccttiivveess..

22.. EEXXPPEERRIIEENNCCEE:: HHaavviinngg  ““ll iivveedd  tthhrroouugghh””  ssiimmii llaarr  oorr

rreellaatteedd  ssiittuuaattiioonnss..

33.. CCOOSSTT//BBEENNEEFFIITT  FFuullllyy  iiddeennttiiffyyiinngg  tthhee  ““pprrooss””  aanndd  

AANNAALLYYSSIISS:: ““ccoonnss””,,  tthhee  ccoossttss  aanndd  tthhee  bbeenneeffiittss,,  

iinn  aannyy  ggiivveenn  ssiittuuaattiioonn  oorr  cciirrccuummssttaannccee..

44.. FFOORREESSEEEENN  OOUUTTCCOOMMEE:: TThhee  ggrreeaatteerr  tthhee  aabbii ll iittyy  ttoo  aannttiicciippaattee

aannyy  ggiivveenn  oouuttccoommee,,  tthhee  mmoorree  ssoouunndd

wwii ll ll   bbee  tthhee  jjuuddggeemmeenntt..

55.. CCOOUUNNSSEELL:: AAddvviiccee  ffrroomm  rreessppeecctteedd  ccoolllleeaagguueess,,

wwhhoo   tthheemmssee ll vveess   sshhooww  ssoouunndd

jjuuddggeemmeenntt ..
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TTHHEE  EELLEEMMEENNTTSS  OOFF  SSOOUUNNDD  JJUUDDGGEEMMEENNTT

“Sound judgement “ is a great asset, and a quality which can influence a
number of different activities. When individuals are having to set
priorities, make value judgements, assess the performance of others,
weigh the pros and cons of different situations, etc. they are in each of
these situations faced with the need for sound personal judgement.

The better the individual’s judgement, the better will be the decisions
which they make, and the impact that those decisions will have on far
reaching consequences. Therefore it helps to understand the components
of sound judgement so that we can do everything possible to improve
our own ability to judge wisely, and with skill.

There are five elements which make up sound judgement:

1. Knowledge: It is true that “knowledge is power”, in that the greater
the individual’s knowledge, the better they are able to bring that
knowledge to bear in the most effective fashion. When the individual
is truly knowledgeable on any given topic then they are able to see
the many different but related perspectives, and so understand clearly
the issues from several different points of view.

When facing an issue where good judgement is required the greater
the knowledge of the subject the better the judgement. 

Knowledge can come from many sources: that which we already
have, reading about the topic (preferably from various points of view
in order to have a well rounded opinion), the analysis of data,
statistics, figures, or results, and observation. 
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TTHHEE  EELLEEMMEENNTTSS  OOFF  SSOOUUNNDD  JJUUDDGGEEMMEENNTT

““SSoouunndd  jjuuddggeemmeenntt

ddeeppeennddss  oonn  hhaavviinngg  

ssoouunndd  aanndd  ccoommpprreehheennssiivvee

kknnoowwlleeddggee..””
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TTHHEE  EELLEEMMEENNTTSS  OOFF  SSOOUUNNDD  JJUUDDGGEEMMEENNTT

The expression “a little knowledge is a bad thing” is especially true
when applying a criterion of knowledge to judgement. If we have a
very little bit of knowledge and we base judgement on that, then we
could clearly be significantly off the mark. In as much as we are
unaware that our knowledge is limited, or we choose to believe that
our knowledge is representative of the total universe, then we have a
misguided faith in the judgement that follows.

Knowledge is a broad topic and could extend beyond the issues of
simply what we have learned to encompass the area of knowledge of
our own self. The better we know ourselves and our own biases and
strengths, the more effectively, and objectively we will be able to use
the information that we receive.

Never underestimate the value of hard, verifiable knowledge. When
making decisions, or seeking to have sound judgement, rely heavily
on this particular criteria. For example, in the setting of priorities one
criteria is to know the degree of urgency of each item. If we guess at
the urgency, clearly that is far less effective than meeting with the
individual who made the request and having a short dialogue to truly
understand what will happen once that item is completed. Armed
with this much greater knowledge it is then far easier to place that
item in the proper priority sequence. 

Another example comes when we assess other individuals. If we see
only a few minutes of a person in a presentation, and base our entire
opinion of them on the way in which they made a ten minute briefing
to a group, then our judgement may be seriously flawed. We may
believe that our knowledge about this individual is great because of
our exceptionally fine ability to judge individuals based on a ten
minute presentation. 
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TTHHEE  EELLEEMMEENNTTSS  OOFF  SSOOUUNNDD  JJUUDDGGEEMMEENNTT

““AAss  wwee  mmoovvee  ttoo  

mmaakkee  ssoouunndd  jjuuddggeemmeennttss

wwee  sshhoouulldd  uunnddeerrssttaanndd  

oouurr  oowwnn  eexxppeerriieennccee  bbaassee

aanndd  ppllaaccee  aapppprroopprriiaattee

wweeiigghhtt  oonn  iitt..””

the book_updated_1109.qxd:the book.qxd  11/11/09  10:53 AM  Page 162



163
BEYOND TIME MANAGEMENT

The Power of Great Priority Setting and Sound Judgement

TTHHEE  EELLEEMMEENNTTSS  OOFF  SSOOUUNNDD  JJUUDDGGEEMMEENNTT

In fact, to truly assess that person we need much more knowledge for
example, related to their performance in other situations: in one on
one environments, with those they lead, when they are “in their own
element”, etc. Sound judgement depends on having sound and
comprehensive knowledge.

2. Experience: Experience is one of the finest teachers available. A
good experience will show us what to replicate; a poor experience
tells us what to avoid.

When we’ve been in situations where we’ve had the opportunity to
experience something “first hand”, for example to be part of large
change initiatives, then our judgement with respect to large change
initiatives is much sounder than those who have simply read about it.
An experienced sailor is one who has spent considerable time on the
water and is able to understand the net impact of wind and waves on
the vessel. A novice sailor is one who has limited experience on the
water. Clearly the more experienced sailor will make better and
sounder judgements relative to sailing.

Experience is one of the few qualities which cannot be rushed or
learned at high speed. The learning from experiences can be
accelerated if we make a point of seeking out those who have gone
before and truly absorbing their learning; but even this lacks the
reality of our five senses, and so is limited. It is better than nothing,
but really pales in comparison to having “lived through it”. As we
move to make sound judgements we should understand our own
experience base and place appropriate weight on it. We should also
place appropriate weight on the opinions of others who have had
experience in the areas where we are being asked to pass judgement.
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TTHHEE  EELLEEMMEENNTTSS  OOFF  SSOOUUNNDD  JJUUDDGGEEMMEENNTT

““TThhee  aabbii ll iittyy  ttoo  ffoorreesseeee  tthhee

oouuttccoommee  iiss  ppeerrhhaappss  

oonnee  ooff  tthhee  mmoosstt  eeffffeeccttiivvee

ccrriitteerriiaa  wwhheenn  aatttteemmppttiinngg  

ttoo  mmaakkee  ssoouunndd  jjuuddggeemmeennttss..””
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TTHHEE  EELLEEMMEENNTTSS  OOFF  SSOOUUNNDD  JJUUDDGGEEMMEENNTT

3. Cost Benefit: Sound judgement can often be enhanced with the
careful review of the pros and cons of any situation. Recently my
daughter was faced with a decision regarding how she should spend
her summer. It was difficult to make a decision, and even though we
brought our best judgement to bear we were still somewhat stumped. 

Knowing the decision had to be made, we sat down together and
made a list of the pros and cons of the two options. This allowed us
to crystallize the elements we were considering and so facilitated the
decision. We were able to determine the cost and the benefits of each
of the pros and cons, and from there settle on what we felt was the
most appropriate course of action.

These steps facilitated the decision making process, and allowed us
to make a much better decision than we might otherwise have made
had we continued to simply discuss our feelings and try to base our
actions on that.

In order to determine the cost/benefit of each of the pros and cons it
is also helpful to review relative statistics, or to seek counsel when
we feel that our own information in this regard is inadequate.

4. Foreseen outcome: I personally place a great deal of weight on this
particular criterion. While it is true that many of the other criteria can
significantly improve one’s judgement, the ability to foresee the
outcome is perhaps one of the most effective criterion when
attempting to make sound decisions.
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TTHHEE  EELLEEMMEENNTTSS  OOFF  SSOOUUNNDD  JJUUDDGGEEMMEENNTT

““SShhooww  ssoouunndd  jjuuddggeemmeenntt  

wwiitthh  rreeggaarrdd  ttoo  

ssppeennddiinngg  ttiimmee  ggaatthheerriinngg  

tthhee  iinnffoorrmmaattiioonn  nneecceessssaarryy

ffoorr   ssoouunndd  jjuuddggeemmeenntt..””
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TTHHEE  EELLEEMMEENNTTSS  OOFF  SSOOUUNNDD  JJUUDDGGEEMMEENNTT

This refers to the ability to predict the outcome of any particular
decision which is made. So, for example, if there are four possible
decisions which can be made, and each of these four is extrapolated
to the most likely outcome, the outcomes can then be assessed and
the best one selected. This can then lead back to what decision to
make in the present.

Being able to anticipate the future, or at least anticipate the future
consequences of an action, is a powerful way of assessing the value
of any particular decision. 

Time must be spent on this activity as it is not as easily captured as
some of the others. Experience, for example, is just sort of “with us”;
whereas identifying the foreseen outcome requires some careful
thought and analysis before you are able to settle on the most likely
outcome. However, once this is done, it adds greatly to the ability to
make sound judgements.

5. Counsel: One should not feel that they are the repository of all
wisdom and knowledge in the universe. There are many other
sources, ranging from literature in the library, current periodicals,
the internet, and television programs, through to respected
colleagues or acquaintances in the industry. Each of these sources
may provide counsel on a given issue, which will facilitate your
own judgement.

If a manager is faced with a decision as to which of two individuals
to promote, that manager could seek out the counsel of the senior
Human Resources person who is skilled in the area of the assessment
of people. The Human Resources person could provide the manager
with their counsel, which provides the manager with yet one more
resource as they attempt to make the best possible decision.
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TTHHEE  EELLEEMMEENNTTSS  OOFF  SSOOUUNNDD  JJUUDDGGEEMMEENNTT

““IIff  wwee  cchhoooossee  ttoo  

bbeelliieevvee  tthhaatt  oouurr  kknnoowwlleeddggee

iiss  rreepprreesseennttaattiivvee  

ooff  tthhee  ttoottaall   uunniivveerrssee,,   

tthheenn  wwee  hhaavvee  aa  

mmiissgguuiiddeedd  ffaaiitthh  iinn  tthhee

jjuuddggeemmeenntt   tthhaatt  ffooll lloowwss..””
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TTHHEE  EELLEEMMEENNTTSS  OOFF  SSOOUUNNDD  JJUUDDGGEEMMEENNTT

Sound judgement on your part can and should take into account
counsel as often as is relevant. Wise counsel can lead to wise judgement.

It may not be possible in any given situation to make full use of each of
the above five criteria, however the greater the individual contribution
of each of the five the better the judgement will be in any given
situation. Wherever possible seek to employ all five to the greatest
possible degree.

My father-in-law commended me once for not having “paralysis of the
analysis” (when I asked for the hand of his daughter in marriage!). It
was an interesting phrase which stuck with me. It is the offset to the
comments about weighing options. You don’t want to spend so much
time gathering information that you never make a decision. That would
be great folly. 

Rather, understand the value of each criterion, use them to the full, but
use them with dispatch, i.e. quickly. Gather what information you need,
and talk to those that you need to talk to. Move quickly to determine
which of these criteria will be relevant in any given situation, review the
data, analyze it, and then apply your best judgement to the decision. 

These steps must occur quickly and with expedience; however, not so
quickly as to result in poor judgement which can be very costly; and
usually results in having to re-visit the entire situation. 

Show sound judgement concerning how to spend time gathering the
information necessary for sound judgement.
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
TTHHEE  GGOOOODD  IISS  TTHHEE  EENNEEMMYY  OOFF  TTHHEE  BBEESSTT

TTHHEE  GGOOOODD  IISS  TTHHEE  EENNEEMMYY  OOFF  TTHHEE  BBEESSTT

AAvvooiidd  ssppeennddiinngg  ttiimmee  oonn  ggoooodd  aanndd  wwoorrtthhwwhhii llee  tthhiinnggss,,  

aass  lloonngg  aass  tthheerree  aarree  bbeetttteerr  

((aallbbeeiitt  mmaayybbee  ttoouugghheerr))  tthhiinnggss  ttoo  bbee  ddoonnee..

IIff  tthhee  ggoooodd  kkeeeeppss  yyoouu  ffrroomm  tthhee  bbeesstt   ––  

iitt  iiss  iinn  ooppppoossiittiioonn  ttoo  yyoouu!!

Many things clamor for your time and attention. 
Most are pressing. While all need to be done, some need 
to be done sooner than others. Which ones are they?

GGOOOODD

BBEETTTTEERR

AAllwwaayyss  ggoo  wwiitthh  tthhee  bbeesstt   ffiirrsstt !!
BBEESSTT
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The objective is to maximize value, not work. That is: although time spent
generates work, the true objective is the impact, or value, of that work.

To maximize accomplishment we need to maximize value.

Ask yourself: For the time I spend what is the value? How much do I
accomplish? This is important because if you are able to achieve a
higher value from your work, then you don’t always need to spend more
time to accomplish more. In other words, if you are able to get more
value for the time spent, then you will be more effective.

Always go with the best. The good is the enemy of the best. For
example: in raising children good behavior may be watching television
with them; best behavior may be going out to play baseball and
forgetting about television altogether.

Be cautious – simply “adding on” does not necessarily yield “best”.
More is not what’s usually required. Rather an exchange of behavior
(from good to best) is what’s needed.

A lot of things often clamor for our time and attention, and as a result
we make an evaluation concerning these things, and are then usually
clear on the things not to do. The problem is that we often don’t also
rule out good things as things not to do. It is hard to say, “Don’t do good
things,” – they are, after all, good. But often the good is the enemy of
the best, as we seek to maximize our accomplishment.

To get as much done as possible concentrate your efforts where they
will make the greatest impact in the time allotted – on the best things.

MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
TTHHEE  GGOOOODD  IISS  TTHHEE  EENNEEMMYY  OOFF  TTHHEE  BBEESSTT
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““IIff   yyoouu  aarree  aabbllee  ttoo  ggeett

mmoorree  vvaalluuee  

ffoorr  tthhee  ttiimmee  ssppeenntt,,   

tthheenn  yyoouu  wwii ll ll   

bbee  mmoorree  eeffffeeccttiivvee..””

MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
TTHHEE  GGOOOODD  IISS  TTHHEE  EENNEEMMYY  OOFF  TTHHEE  BBEESSTT
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Three Examples:

1. When Raising Children:
GOOD: Telling your child what to do.
BEST: Demonstrating the desired behavior by example.

2. In Staff Management:
GOOD: Giving clear direction.
BEST: Being a coach throughout the task.

3. Use of Time:
GOOD: Responding to every situation.
BEST: Prioritizing by value.

If for some reason you are lured into doing your “C” priorities at the
expense of the “A” items, then the “C” things are actually working
against you, even though they in themselves are important, and
therefore good.

What often happens when you do something that is good is that you
stop once it’s done. For example, telling your children what to do is
clearly not wrong.

In fact, there may be times when you feel that telling them what to do is
the best thing to do. The problem is that most of the time it is not the
best thing to do – showing would be better, but having done it (“told”)
we go no further. We don’t even question whether there is in fact a better
or best thing to do, because what we are doing is good, and we’re getting
the job done! But we’re not getting it done with maximum value.

MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
TTHHEE  GGOOOODD  IISS  TTHHEE  EENNEEMMYY  OOFF  TTHHEE  BBEESSTT
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Making the Greatest Possible Impact in the Shortest Possible Time

““DDeetteerrmmiinniinngg  wwhhaatt  iiss  bbeesstt

rreeqquuiirreess  llooookkiinngg  aatt  

tthhee  ttoottaall  ppiiccttuurree..   

BBeesstt  bbeeccoommeess  cclleeaarr  wwhheenn

yyoouu  llooookk  aatt  

tthhee  llaarrggeerr  vviieeww..””

MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
TTHHEE  GGOOOODD  IISS  TTHHEE  EENNEEMMYY  OOFF  TTHHEE  BBEESSTT
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Unfortunately things that in and of themselves are good, valuable,
worthwhile, and meaningful are often also easier, more familiar, can be
done with less effort, and have less risk associated with them. In these
instances the temptation which these things lay before us is seductive in
that we tend to be lured away from doing the other things which are often
tougher, more difficult, more time consuming, more challenging and
more full of risk; but also often more important, and of higher value.

Any time anything comes between you and an activity which is going
to maximize your effort, then it is in fact working against you. It is very
difficult to believe that something which may in and of itself be good,
can actually be harmful; however it’s bad if it keeps you (because of its
seductive nature) from doing the most important things first.

The way to increase your effectiveness is to do only the things which
are the very best to do at that point in time.

Another example illustrating how the good can be the enemy of the
best: imagine you are feeling under tremendous pressure to quickly hire
an individual to fill a critical job, and consequently are considering the
option of compromising on the qualities of the candidate to get the
vacancy filled immediately. The compromise may not be a big one, but
it is a compromise.

In the long run, you have decided to go with someone who is good but
not the best. In the short term it may fill the vacancy, but in the long term
you do not have the benefits of that extra effort, that extra enthusiasm or
that extra capability which the best candidate would have brought, had
you waited longer and kept looking.

MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
TTHHEE  GGOOOODD  IISS  TTHHEE  EENNEEMMYY  OOFF  TTHHEE  BBEESSTT

the book_updated_1109.qxd:the book.qxd  11/11/09  10:53 AM  Page 175



176
BEYOND TIME MANAGEMENT

Making the Greatest Possible Impact in the Shortest Possible Time

““TThhee  wwaayy  ttoo  iinnccrreeaassee  

yyoouurr  eeffffeeccttiivveenneessss  

iiss  ttoo  ddoo  oonnllyy  tthhee  tthhiinnggss

wwhhiicchh  aarree  tthhee  

vveerryy  bbeesstt   ttoo  ddoo  aatt  tthhaatt

ppooiinntt  iinn  ttiimmee..””

MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
TTHHEE  GGOOOODD  IISS  TTHHEE  EENNEEMMYY  OOFF  TTHHEE  BBEESSTT
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Making the Greatest Possible Impact in the Shortest Possible Time

The good candidate has blocked that vision. How seductive the good
can be! It literally will lure us from doing those things that are best.

Determining what is best requires looking at the total picture. 

Context clarifies whether a particular thing is the best, or, seen in the
total picture, is only good. Best becomes clear when you look at the big
picture, as “best” within a narrow context is very hard to define. It is
only when you are able to consider the larger view, that is, all the
elements, that clarity is achieved.

MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
TTHHEE  GGOOOODD  IISS  TTHHEE  EENNEEMMYY  OOFF  TTHHEE  BBEESSTT
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
MMAAJJOORR  OONN  TTHHEE  MMAAJJOORRSS

MMaajjoorr   oonn  tthhee MMAAJJOORRSS ––  

NNoott   oonn  tthhee  MMIINNOORRSS!!

MMaajjoorr  oonn  tthhiinnggss  ooff  ccoonnsseeqquueennccee  --  

DDoo  nnoott  mmaajjoorr  oonn  tthhiinnggss  ooff  lleessss  vvaalluuee

……NNoo  mmaatttteerr  hhooww  eennttiicciinngg  tthheessee  mmiinnoorr  tthhiinnggss  mmaayy  bbee..
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
MMAAJJOORR  OONN  TTHHEE  MMAAJJOORRSS

The greatest value is to spend your time on those things which are
major, ie. have the greatest impact. “Major” is determined by impact.

This can be looked at from two points of view:

1. The first point of view is to recognize that if you were able to always
classify your activities in the order of the most important – and then
you did the most important thing first all the time – you would tend to be
majoring on the most important things and so maximizing your impact.

2. A second way to look at this is to think in terms of the consequences
of the act. Look beyond the activity to see what the results will be.
The impact on the long term will indicate the majors – the things of
consequence, as opposed to things of minor impact.

Typically we spend more time on the minors. That is to say, we major
on the minors as opposed to majoring on the majors. A check of your
daily planner will compare how your time is spent in these two areas.
We must major on the majors to maximize accomplishment.

Minor things tend to carry with them a real sense of “urgency” and
“importance”. Consequently, they must be done. However, in doing
them it should always be uppermost in your mind to get the time to
direct your energies on the major things, those of truly major
importance and consequence.

A major is often made up of a number of minors. Therefore it is also
important to separate out those minors that contribute to your majors,
and those that do not. Focus on the former, and eliminate the latter.

the book_updated_1109.qxd:the book.qxd  11/11/09  10:53 AM  Page 179



180
BEYOND TIME MANAGEMENT

Making the Greatest Possible Impact in the Shortest Possible Time

MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
MMAAJJOORR  OONN  TTHHEE  MMAAJJOORRSS

““WWhheenn  wwee  mmaajjoorr  

oonn  tthhee  mmaajjoorrss  ooff  ootthheerrss,,   

tthhiiss  bbeeccoommeess  aa  

vveerryy  eeffffiicciieenntt  uussee  

ooff  ttiimmee..””
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
MMAAJJOORR  OONN  TTHHEE  MMAAJJOORRSS

Often our own majors are another person’s minors; thus when we can
also major on the majors of others, this becomes a very efficient use of time. 

It may also be that your major is another person’s minor. In which case,
you need to educate that individual on the importance of it also
becoming one of their majors.

Minors have their place. The challenge is keeping them in their place to
allow you to major on the majors.
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
CCHHAANNGGEE  TTHHEE  FFUUTTUURREE

PPRREESSEENNTT FFUUTTUURREE

Work at things which will change the future, 
as opposed to the present.

PPRREESSEENNTT::

SSoommee  tthhiinnggss,,  oonnccee  ddoonnee,,   wwii ll ll   bbee  ffoorrggootttteenn..

TThheeyy  wwii ll ll   mmaakkee  ttooddaayy  bbeetttteerr,,   bbuutt  nnoott   ttoommoorrrrooww..

FFUUTTUURREE::

OOtthheerr  tthhiinnggss,,   oonnccee  ddoonnee,,   wwii ll ll   cchhaannggee  ttoommoorrrrooww..  

TThheeyy  wwiillll   eelliimmiinnaattee  ffoorr  ttoommoorrrrooww  wwhhaatt  wwaass  uurrggeenntt  ttooddaayy..  

OOnnccee  ddoonnee  tthheeyy  wwii ll ll   aallllooww  mmoorree  ttiimmee  iinn  tthhee  pprreesseenntt..

CCoonncceennttrraattee  oonn  tthheessee  tthhiinnggss!!

the book_updated_1109.qxd:the book.qxd  11/11/09  10:53 AM  Page 182



183
BEYOND TIME MANAGEMENT
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
CCHHAANNGGEE  TTHHEE  FFUUTTUURREE

The third major step to be taken in seeking to maximize accomplishment
is to work at things which will change the future rather than the present.

Imagine an individual working away in the garage on a “great idea”,
and then after three months emerging with the next generation of
personal computer – the end result of their effort is that they changed
the future!

They invented a new personal computer, rather than “getting a job”,
which typically we would believe is the right thing to do.

What they did in the present had no meaning to the present.

That individual was working in the present and when they emerged they
had the future in their hands! Future based thinking is far more powerful
than present based thinking.

For example – consider a junior sales rep. Present based thinking would
be choosing not to invest time in training that person. We know a junior
sales rep will bring in at least some sales, and short term that’s good,
rather than giving up sales time for training.

Future based thinking would mean investing time and money into
training that individual. You realize that there will be a loss of sales in
the short term, however you also recognize that the long term payback
could be significantly greater.

Effective leaders are those who can guide their employee’s behavior in
a way that, once followed, results in meaningful change over the long term.
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
CCHHAANNGGEE  TTHHEE  FFUUTTUURREE

““AAddddrreessssiinngg  tthhee  ffuuttuurree

iiss  aa  ppoowweerrffuull  

uussee  ooff  ttooddaayy’’ss  ttiimmee..””
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
CCHHAANNGGEE  TTHHEE  FFUUTTUURREE

Things which change the present do exactly that – they change the
present. This is important, as we often want the present changed and
need to have it changed. We live in the present and are constantly trying
to do things to change it. Things which change the future however are
far more powerful.They look into the future and address it, so that when
you arrive at the future, and the future becomes the present, then those
things have already been addressed. 

Note: Many things which are done today are done, then forgotten; they
may often have some impact on the future, but generally they tend to be
primarily “today” oriented. Future things tend to change the things
which are coming, and consequently give you greater control over
“today” when it arrives.

Because the tomorrows that we face will be impacted by the todays, if
the work which we do now is done with an eye on tomorrow, when we
actually arrive there we will have less urgencies, and fewer things which
preoccupy us or force us to attend to the trivial or urgent – we will do
less “fire fighting”.

Addressing the future is a powerful use of today’s time.

Consequently, to really maximize one’s accomplishment you have to
concentrate on the things that are coming in the future. This is well
summed up in the old Chinese proverb: “Give a man a fish – he will eat
for a day. Teach a man to fish he will eat for a lifetime”. Truly this is a
great idea, but inherent in its success is that it takes far longer to teach a
man to fish then it does to give a man a fish. But we must work at
finding the time and being committed to taking the time to do the
teaching, rather than only doing the giving.
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
CCHHAANNGGEE  TTHHEE  FFUUTTUURREE

““TThhiinnggss  wwhhiicchh  cchhaannggee  

tthhee  ffuuttuurree  

ggiivvee  yyoouu  ggrreeaatteerr  ccoonnttrrooll

oovveerr  ‘‘ttooddaayy’’   

wwhheenn  iitt   aarrrriivveess..””
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  
CCHHAANNGGEE  TTHHEE  FFUUTTUURREE

Further, the more we teach, the less fish we have to give away! While
you are future based you may still need to be today based. You will need
to be today based until you arrive at the future to reap the benefit. So
while we teach this man to fish we must also give him fish to eat, which
requires work in the present! The temptation is to stop teaching and to
concentrate on feeding him because he’s starving and he needs to eat.

So it’s key to remember that in order to become future based, it does not
mean giving up present based thinking altogether, but rather
establishing the right balance between present and future. As an
example: future based thinking is building into career advancement;
present based thinking means feeling good when you go home tonight.
Both are important.

Your level of success is tied to your ability to move to the future. Great
thinkers are all working in the future! Greatness occurs in the future.

With present based thinking we may reach our destination, but certainly
not in record time, and with the marketplace today this is not good
enough. Today we must be able to maximize our accomplishment in
order to excel, which requires visualizing the future and so becoming,
at least in part, future based in our thinking.
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  FFIINNIISSHH  TTHHEE  TTAASSKK

FFOOCCUUSS  YYOOUURR  EEFFFFOORRTT..

FFIINNIISSHH  TTHHEE  TTAASSKK..

PPEERRSSEEVVEERREE..

By letting a task sit “on hold” it remains incomplete, 
and so adds to the list of priorities – 

thereby making it more and more difficult to know 
how to tackle that growing list.

Finish what you start, before beginning something else.

the book_updated_1109.qxd:the book.qxd  11/11/09  10:53 AM  Page 188



189
BEYOND TIME MANAGEMENT

Making the Greatest Possible Impact in the Shortest Possible Time

MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  FFIINNIISSHH  TTHHEE  TTAASSKK

Focusing your effort on a task significantly increases your degree of
accomplishment.

To focus one’s effort is to discipline oneself to stick to that job until it is
completed. There is an exception to this (covered below), but the general
principle is: when in the middle of a job try to persevere and finish it.

Every time that you fail to finish one of your priorities, you need to add
it to a new list, which then makes priority setting for that new list even
more difficult. Every time you have a task that isn’t completed it adds to
the balls you must juggle – you become more focused on juggling than
accomplishing! The issue becomes increasingly complex because
inevitably there are always more balls in the future waiting for you.

So every time you are able to completely eliminate one ball it gives you
increased capacity, and increased capacity allows you to do a better job, in a
more stress free situation. In a nutshell: Persevere... finish what you start.

The impact of doing this also results in your not worrying about as many
things, and thereby increasing concentration on the issues at hand.

The more things that you have on hold, pending, incomplete, or waiting
for more activity the more frustrating life can become, and the more
difficult it is to maximize your number of accomplishments.

When you have many balls in the air at once it is harder to make accurate
judgements about new issues. Additionally, you have so many things
incomplete that it’s now difficult to know how long it will take to finish
each of them. Whenever a task is put on hold, or not finished, the result
is an inaccurate assessment of how much time it will take to complete it.
As a consequence you can get in trouble on the planning side. The more
tasks that are left undone the harder it is to plan the days that will follow. 
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  FFIINNIISSHH  TTHHEE  TTAASSKK

““EEvveerryy  ttiimmee  

yyoouu  hhaavvee  aa  ttaasskk  tthhaatt  iissnn’’tt

ccoommpplleetteedd  iitt  aaddddss  

ttoo  tthhee  bbaallllss  yyoouu  mmuusstt  jjuuggggllee  ––

yyoouu  bbeeccoommee  mmoorree  

ffooccuusseedd  oonn  jjuuggggll iinngg  tthhaann

aaccccoommpplliisshhiinngg!!””
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  FFIINNIISSHH  TTHHEE  TTAASSKK

Once you start something, try to finish it. This requires perseverance
and a commitment to self-discipline – to doing the job that needs to be
done. Often it will also require intense focus of effort on a given task,
but that does not take away the power or importance of finishing the job.
Wherever possible, discipline yourself to keep the list of “on hold”
projects short, by finishing the things that you start before you begin
something else. Focus your effort, finish the task, persevere.

The only exception to this is when you have gone as far as you can go
on a given task. In this case, clearly you can go no further and you will
have to stop and go on to something else, having hit a legitimate
roadblock outside of your control.

If you must wait for information or other input before you can go any
further, obviously you should start another task. But the key is that
when that information or input does become accessible and you are in a
position to move forward with the original task you must do just that –
move forward.

It is very easy to be lured into a new task and believe that the earlier
unfinished one can wait, rather than going back to it and finishing it
when the new input or information becomes available. It is not finished;
and you must focus your efforts to make sure it is finished as soon as
you possibly can.

The way to marry the two principles of finishing a job and putting
something on hold when you absolutely can go no further is: try not to
start a new task when you do have the information that would let you
complete an earlier task that had been put on hold.

In other words, try to keep the number of balls you are juggling at any
one time to a minimum. Focus your effort and finish the task.
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  FFIINNIISSHH  TTHHEE  TTAASSKK

““SSeeee  tthhee  

ppllaannnniinngg  pprroocceessss  aass  

aa  ttaasskk  iinn    iittsseellff..””
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  FFIINNIISSHH  TTHHEE  TTAASSKK

This is often difficult because, if we can juggle five balls, then we are
willing to accept five, knowing that we can handle them. The problem
with this particular approach is something may come to us – a sixth or
seventh ball that we didn’t anticipate or foresee, and now we are
running beyond our capacity.

Had we not used up all our capacity, but finished the thing which we
had started (tried to keep the balls to a minimum), then perhaps we
might instead be juggling only three or four balls and therefore still
have the capacity to absorb the unexpected unforeseen – more balls.

A specific step which can be taken to help with this is careful evaluation
and planning before beginning a task, to ensure that as much thought as
possible has been given to determining how long the task will take,
what steps are needed, and so forth. This is the use of sound project
management skills. Planning then produces a more efficient use of time,
allowing you to maximize your accomplishment by completing the task.

Here are three specific guidelines to help in implementing this principle.

1. Remember that a given task does not have to be the entire task, but
can be broken down into segments.

In other words, in the planning phase you can identify specific
segments of the task, which are then treated as separate tasks. The
first step, for example, could be planning; the second step collecting
of resources; and the third step could be the execution of the project. 

You may not be able to do the complete task in one effort; but you
certainly should be able to break it up into various elements each of
which you can complete. In this way, you are focusing your effort on
segments rather than on the total.
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  FFIINNIISSHH  TTHHEE  TTAASSKK

““KKeeeepp  aa  ll iisstt  

ooff  tthhiinnggss  yyoouu  hhaavvee

aaccccoommpplliisshheedd..””
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MMAAXXIIMMIIZZIINNGG  AACCCCOOMMPPLLIISSHHMMEENNTT::  FFIINNIISSHH  TTHHEE  TTAASSKK

2. See the planning process as a task in itself.

3. Accumulate the resources you’ll need for the task (time, information,
people) as a task in itself. Then perform the task as a separate project.

Once again, remember that this particular goal of “focus of effort” can
be applied to simple areas, and complex ones. For example, if you begin
your in-tray, finish it; if an issue arises from a phone call, complete that
issue before going on to something else. The principle can thus be
applied to small jobs as well as to large areas.

A practical way to reinforce your skill in this area is to keep a list of
things you have accomplished. This could be called a “victory list”,
where you keep running track of the things which you have
accomplished over the last two or three weeks. By looking at this list
you get positive reinforcement as you see the number of things that you
have accomplished mount up. This is far more encouraging than only
keeping a list of projects on hold, or pending, or still needing to
be done!

Work hard to provide yourself with reinforcement that you are, in fact,
doing the right thing, doing it properly, and reaping the benefits.
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PPEERRIIOODDIICCAALLLLYY  LLOOOOKK  FFRROOMM  TTHHEE  MMOOUUNNTTAAIINN  TTOOPP

SSEEEE  TTHHEE  VVIIEEWW  FFRROOMM  TTHHEE  MMOOUUNNTTAAIINN  TTOOPP!!

PPaauussee  ppeerriiooddiiccaall llyy  aanndd  ccoonnssiiddeerr::

11.. WWhhyy  aarree  tthhiinnggss  ooccccuurrrriinngg??

22.. WWhhaatt  iiss  rreeaall llyy  nneecceessssaarryy??

33.. HHooww  ddoo  ssiinnggllee  iitteemmss  ffiitt   iinnttoo  tthhee  wwhhoollee??
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PPEERRIIOODDIICCAALLLLYY  LLOOOOKK  FFRROOMM  TTHHEE  MMOOUUNNTTAAIINN  TTOOPP

When one is caught up in one’s own job and the tremendous pressures
associated with it, it is very easy to lose sight of the fact that there is a “big
picture” – which could be seen from the mountain towering over that
valley in which we spend most of our time. This mountain can be climbed,
and when we reach the summit we can look at the valley below and take
stock. The purpose of seeing the view from the mountain into your valley
is to observe, and from those observations to correct or improve. 

When you go to the mountain top, go with the intent of answering the
question: “How can I make things better?”

It is the activity of looking into the valley from the top of the mountain
that restores perspective. The need to see broadly like this is important
in order to establish perspective, and so affect judgement.

Judgement is an essential quality. It is crucial to the multitude of
decision points to be crossed each day. Your judgement is based on how
well you can keep the view from the mountaintop in mind when you are
working in the valley!

Going to the top of the mountain can cause a shift in perspective, which
in turn can change your judgement, and so ultimately your focus and activity.
Looking at the view from the mountaintop tends to reinforce which
things are important and so refocus your attention on the true priorities.

There are three key benefits to going up to the mountaintop.

1. It allows you to see opportunities for improvement.

2. It allows you to bring that view down to be communicated to the rest
of the team.

3. It serves to reinforce the real reason for the activities you do in the valley.
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PPEERRIIOODDIICCAALLLLYY  LLOOOOKK  FFRROOMM  TTHHEE  MMOOUUNNTTAAIINN  TTOOPP

““TThhee  ppuurrppoossee  ooff  

sseeeeiinngg  tthhee  vvaall lleeyy  ffrroomm  tthhee

ttoopp  ooff  tthhee  mmoouunnttaaiinn  

iiss  ttoo  oobbsseerrvvee,,   aanndd  ffrroomm

tthhoossee  oobbsseerrvvaattiioonnss  

ttoo  ccoorrrreecctt   aanndd  iimmpprroovvee..””
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PPEERRIIOODDIICCAALLLLYY  LLOOOOKK  FFRROOMM  TTHHEE  MMOOUUNNTTAAIINN  TTOOPP

1. The path as it currently is, as seen from the mountain

2. The path as it should be, reinforced by seeing the view from 
the mountain.

3. The path as it will then be in reality once you return to the valley and
implement your observations; not perfect, but much more direct than
what it was.
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PPEERRIIOODDIICCAALLLLYY  LLOOOOKK  FFRROOMM  TTHHEE  MMOOUUNNTTAAIINN  TTOOPP

““VViissiitt  tthhee  

mmoouunnttaaiinn  ttoopp  ffrreeqquueennttllyy,,

eevveenn  iiff   oonnllyy  ffoorr  aa  

sshhoorrtt  ppeerriioodd  ooff  ttiimmee,,   

aanndd  rreevviieeww  yyoouurr  aaccttiivviittiieess

aanndd  ddiirreecctt iioonn..””
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PPEERRIIOODDIICCAALLLLYY  LLOOOOKK  FFRROOMM  TTHHEE  MMOOUUNNTTAAIINN  TTOOPP

One goes about looking at the view from the mountain top by asking
these three questions:

a) Why are things occurring as they are?

b) What is really necessary?

c) How do the various single elements with which I’m involved fit into
the whole?

This mountain top view also affects how we do things, because looking
at issues from the mountain top often shows us that there is a better way
to do something, a smoother way, a shorter path. 

It may often seem easier to go with the “tried and true”, rather than an
alternative approach, simply because one is so busy doing things that
the tried and true method appears faster at the time. The flaw with this
thinking is that, while this method may be faster now, by looking at the
total picture from the mountain top you can see that relatively little extra
effort might produce a totally new path. This path would be quicker,
shorter, or cheaper and could be followed from then on. In the long run
it would be preferable.

The impact of seeing the view from the mountain top should be so great
that we’re motivated to return regularly. Visit the mountain top
frequently, even if only for a short period of time, and review your
activities and direction.
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CCOONNSSIIDDEERR  TTHHEE  FFUULLLL  MMOOUUNNTTAAIINN  RRAANNGGEE

IItt  iiss  oonnee  tthhiinngg  ttoo  sseeee  yyoouurr  vvaalllleeyy  ffrroomm  yyoouurr  

oowwnn  mmoouunnttaaiinn,,   aanndd  ssoo  ppiicckk  oouutt  tthhee  kkeeyy  llaannddmmaarrkkss..   

BBuutt  iitt  iiss  aannootthheerr  tthhiinngg  ttoo  llooookk  uupp  aanndd  oouutt,,   

aanndd  sseeee  cclleeaarrllyy  tthhee  ootthheerr   mmoouunnttaaiinnss..

LLiiffee  iiss  mmoorree  tthhaann  jjoobb,,  oorr  ffaammii llyy,,   oorr  

ppeerrssoonnaall  wweell ll--bbeeiinngg,,   oorr  ffaaiitthh..  IItt  iiss  aa  ccoommppoossiittee  ooff  aallll ..  

SSeeee  tthhee  wwhhoollee  mmoouunnttaaiinn  rraannggee..

SSEEEE  TTHHEE  WWHHOOLLEE  MMOOUUNNTTAAIINN  RRAANNGGEE..

the book_updated_1109.qxd:the book.qxd  11/11/09  10:53 AM  Page 202



203
BEYOND TIME MANAGEMENT

How to See the Big Picture, and Why This Context is Important

CCOONNSSIIDDEERR  TTHHEE  FFUULLLL  MMOOUUNNTTAAIINN  RRAANNGGEE

If one climbs the mountain from the valley, one can learn to pick out
and examine the key points in the valley and so act appropriately. But it
is also possible to look up and out to see the entire mountain range. All
the other issues which surround us represent the other mountains in that
range – family, health, hobbies, etc.

It is important that you don’t see the world as only one mountain. As
mountains exist in ranges, so very often there are things you can’t see
from where you’re standing, but it does not mean that they are not there.
Sometimes your view is obscured, either because of trees or clouds.
Sometimes one mountain (e. g. work) is more dominant and obscures
others; some are closer and some are far away.

Alternatively, one could consider life as many ranges, each having its
own mountains, for example: some of the ranges of life could be:
responsibilities, environment, income, family, well being, spirituality,
aging, nutrition, and play. Similarly some of the mountains within the
mountain range of our job might be: change, rewards, cost, quality,
profit, competition, H.R., sales, brands, strategies, and work processes.

At times the mountain that we are on and the accompanying valley we
are in are so powerful that we tend to blind ourselves to even the other
mountains, let alone the other ranges! The crucial thing is to take the
time to take stock of the many ranges that exist.

While it is understandable that at times the “work” portion of your
mountain and valley areas seem to dominate everything, it is in reality
but one in the total ranges. By looking at the total ranges you are able to
see all the areas of your life in perspective. You can see relative height,
relative importance, and relative impact.
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CCOONNSSIIDDEERR  TTHHEE  FFUULLLL  MMOOUUNNTTAAIINN  RRAANNGGEE

““OOfftteenn  iitt   iiss  oonnllyy  ttoowwaarrddss  tthhee  

eenndd  ooff  oonnee’’ss  ll iiffee  tthhaatt   oonnee  aaccttuuaallllyy

ppaauusseess  aanndd  llooookkss  aatt  aallll   tthhee  

mmoouunnttaaiinn  rraannggeess  ooff  ll iiffee  aanndd  tthheenn

ppeerrhhaappss  rreeaalliizzeess  tthhaatt  

oonnee’’ss  ppeerrssppeeccttiivvee  hhaass  bbeeeenn  wwrroonngg..

IInnvveessttmmeenntt  iinn  tt iimmee  aanndd  eenneerrggyy  

mmaayy  hhaavvee  bbeeeenn  ffooccuusseedd  ttoooo  hheeaavvii llyy

iinn  oonnee  ppaarrttiiccuullaarr  aarreeaa  aanndd  

nnoott  hheeaavvii llyy  eennoouugghh  iinn  ootthheerr  aarreeaass..””
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CCOONNSSIIDDEERR  TTHHEE  FFUULLLL  MMOOUUNNTTAAIINN  RRAANNGGEE

Perhaps the work environment is not as important, as high, as big or as
major as you tend to think when you are looking only at that range (your
organization) and focusing exclusively on that particular mountain
(your job).

It is unfortunate, but often it is only towards the end of one’s life that
one actually pauses and looks at all the ranges and then perhaps realizes
that one’s perspective has been wrong. Investment in time and energy
may have been focused too heavily in one particular area and not
heavily enough in other areas.

Balance is key!

We can do a similar exercise at work. One particular mountain might be
the delivery of a product or service. But there are other mountains, such
as the care of people or the well being of the team. Perhaps these are
more important than we realize, or they could have greater impact but
are neglected because the focus is so exclusively on one particular
mountain, such as the need to prepare a particular report on a regular
basis, or to make a sale. 

The view of the total mountain range allows us to: give more importance
to larger issues and give less importance to smaller issues.

Seeing broadly includes seeing all the mountain ranges, a specific
mountain range, and also the big picture from the particular mountain
which you are on at that time (be it work, family, jobs, kids, whatever)
down into that valley. See all.
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MMAASSTTEERR  TTHHEE  AABBIILLIITTYY  TTOO  
SSEEEE  TTHHRROOUUGGHH  TTHHEE  EEYYEESS  OOFF  OOTTHHEERRSS

You need to be able to understand, and express, 
both viewpoints.

OOnn  aannyy  ttooppiicc,,  wwhhaatt  yyoouu  ffeeeell  ttoo  bbee  

ssuupprreemmeellyy  iimmppoorrttaanntt  mmaayy  nnoott  mmaattcchh  tthhee  

vv iieewwppooiinntt  ooff  ootthheerrss..
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MMAASSTTEERR  TTHHEE  AABBIILLIITTYY  TTOO  
SSEEEE  TTHHRROOUUGGHH  TTHHEE  EEYYEESS  OOFF  OOTTHHEERRSS

On any topic, what you feel to be supremely important may not match
the viewpoint of others. You need to be able to understand and express
both viewpoints – yours and theirs.

Seeing broadly does not mean only that you open your mind to relative
perspective, but it also means you open your mind to the ideas of others.
This reflects the fact that an individual who is able to see broadly can
pursue, with an open mind, keenly and aggressively, the thoughts and
points of view of other individuals. To understand relative worth means to
recognize that your viewpoint is not necessarily that of others. The
things which you feel to be very important are not necessarily the same
things that another feels to be important.

For example, when purchasing a car, your spouse may value colour,
size, and comfort; while you could be considering the power, cost, and
fuel consumption. While it is true that we naturally gravitate towards
believing that our points of view are the only relevant ones, another
individual feels exactly the same way, despite the fact that they hold a
totally different point of view.

Seeing broadly means we can accept that different point of view, work
within it, understand it, and if need be come to their point of view. You must
work at being able to not only be tolerant of another person’s point of view
and recognize that they have a point of view, but also be able to understand
it to such a degree that you can express it clearly. 

Mastery of this means being able to take their point of view and defend it asif it
were our own, without perhaps their personal conviction. To truly see broadly is to
be able to present the other person’s point as clearly, succinctly, and effectively as
that person could. If we can do so then we clearly do see from their perspective.
This gives us the ability to make the best possible judgements – because we
can see clearly from both, or all, sides!
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AAVVOOIIDD  UUNNNNEECCEESSSSAARRYY  DDEETTAAIILL

AAVVOOIIDD

NNeevveerr   bbee  ssoo  ccaauugghhtt  uupp  iinn  ddeettaaii llss  tthhaatt  

yyoouu  ffoorrggeett  wwhhyy  tthhee  aaccttiivv iitt iieess  aarree  nneecceessssaarryy..

GGOOAALL
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AAVVOOIIDD  UUNNNNEECCEESSSSAARRYY  DDEETTAAIILL

One of the elements in seeing broadly is avoiding being caught up in a
level of detail which prevents you from seeing why the activity is
actually occurring. 

Detail clouds the essential thought.

One of the ways to avoid falling into this trap is to set a very clear goal,
and very specific time parameters, before beginning the task.

A common example where detail has clouded the essential thought is
the example of a communication piece, where excessive detail obscures
the issue, embellishing it beyond recognition, and resulting in the
listener or reader having no real idea what the goal of the
communication was in the first place. Being inundated with so much
detail, the true objective is completely lost. Remove the detail and the
message often becomes much clearer.
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EXECUTIONAL EXCELLENCE

The Link Between Strategy and Tactics

This cord is the all important connection between 
strategy and tactics - knowing what to do, and how to do it, 

and includes the impact on what to do next as a 
result of what’s just been done. The cord is “two-way”.

A strategy is only as good as its execution. 
An execution is only as effective as the thinking behind it. 

The link between these two must be STERLING!

SSTTRRAATTEEGGIICC
SSKKIILLLLSS

TThhee  aabbii ll iittyy  ttoo  sseeee  aanndd

aarrttiiccuullaattee  ““tthhee  bbiigg   ppiiccttuurree””––

tthhee  ttrruullyy  lloonngg--tteerrmm  ppllaann  oorr

ssttrraatteeggyy  ttoo  bbee  ffoolllloowweedd..
“Thinking Ahead Several Years.”

TThhee  aabbii ll iittyy  ttoo  ““rreeaallllyy  

ggeett  iitt  ddoonnee””,,   ttoo  bbee  ffuullllyy   uupp  oonn  

aallll   tthhee  nneecceessssaarryy  ddeettaaiill ,,  ddooiinngg  

nnooww  wwhhaatt  hhaass  ttoo  bbee  ddoonnee  nnooww..
“Really Showing 

Mastery of Executional Excellence”

TTAACCTTIICCAALL
SSKKIILLLLSS

WWOORRLLDD--CCLLAASSSS  LLEEAADDEERRSSHHIIPP  SSKKIILLLLSS  ––  
““TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD””

TTHHEE  SSTTEERRLLIINNGG
SSIILLVVEERR  CCOORRDD
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WWOORRLLDD--CCLLAASSSS  LLEEAADDEERRSSHHIIPP  SSKKIILLLLSS  ––  
““TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD””

The “Sterling Silver Cord” is the vital connection between the ability to
think and operate strategically, and the ability to demonstrate execution
at the practical level.

Strategic skills are those which are crucial to formulate policy, establish
direction, and determine how resources should be most effectively
allocated in order to achieve the larger vision.

It is the strategic thinking skills which are so important when making
decisions in the broad context. “Broad” could be in terms of time (5, 10,
or even 50 years out); in terms of product (which areas will receive the
greatest concentration); in terms of impact (what do we wish to achieve
using our time and money), etc. Essentially, strategic skills are crucial
in crafting the future. 

Tactical skills, on the other hand, are those skills which “put feet to the
plan.” The importance of clear vision and thinking cannot be
underestimated (the strategic skills), but without good tactical skills the
benefits of thinking will never be realized, and will slowly dissipate as
so many dreams.

Strong tactical skills allow individuals to understand what the objective is
and then to break it down into operational pieces. These can then be
planned for, have resources allocated, and have clear steps outlined that
need to be taken to achieve specific results. Tactical skills look at the
immediate details as well as the additional details “around the corner”
and “on the horizon”. With good tactical skills an individual is able to
realize what can and can’t be done within a given context, and so utilizes
the available talent in the resource pool for the maximum effectiveness.
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WWOORRLLDD--CCLLAASSSS  LLEEAADDEERRSSHHIIPP  SSKKIILLLLSS  ––  
““TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD””

““TTrruullyy  wwoorrlldd--ccllaassss,,

‘‘sstteerr ll iinngg’’,,  lleeaaddeerrss  hhaavvee  tthhee

aabbii ll iittyy  ttoo  ttrraavveell  wwiitthh  eeaassee  

uupp  aanndd  ddoowwnn  tthhee  ssii llvveerr  ccoorrdd  --  

ooppeerraatt iinngg  eeffffeeccttiivveellyy  

aatt   tthhee  ttoopp,,   tthhee  bboottttoomm,,  aanndd

aannyywwhheerree  aalloonngg  iitt..””
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WWOORRLLDD--CCLLAASSSS  LLEEAADDEERRSSHHIIPP  SSKKIILLLLSS  ––  
““TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD””

Clearly if an individual is strong in both areas, then there is a huge
benefit: the strategic thinking takes into consideration the tactical
realities; and the tactical realities are driven by the importance of the
strategic plan. This person is able to make decisions along the
executional path without endangering the attainment of the final
objective. Great leaders who have mastered both these areas of skill can
be said to be of sterling quality, with the sterling silver cord joining the
strategic and tactical skills consistently strong along its entire length.
Their leadership at any point along that cord is maximally effective.

Typically individuals tend to have strength either on the strategic end
(knowing what to do) or on the tactical end (knowing how to do it). As
we move towards becoming world-class leaders  – of sterling quality –
our skills need to be developed so that they are equally strong in both
areas, and everywhere in between.

In a maximally effective organization, individuals are correctly positioned
along the sterling silver cord so that their relative strengths in strategy
or tactics are most effectively used on a day-to-day basis. 
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DDIIAAGGNNOOSSIINNGG  LLEEAADDEERRSSHHIIPP  TTAALLEENNTT  UUSSIINNGG  TTHHEE
CCOONNCCEEPPTT  OOFF  TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

CCAATTEEGGOORRYY  11

SSttrroonngg  aatt  ccoonncceeppttuuaall iizziinngg,,  bbuutt  ccaann’’tt

eexxeeccuuttee  eeffffeeccttiivveellyy..

CCAATTEEGGOORRYY  22

SSttrroonngg  ssttrraatteeggiiccaall llyy,,  wwiitthh  ssoommee

aapppprreecciiaattiioonn  ooff   tthhee  iimmppaacctt  ooff  tthhee  

ddaayy--ttoo--ddaayy..

CCAATTEEGGOORRYY  33

EExxcceelllleenntt  ttaaccttiiccaallllyy,,  aanndd  wwiitthh  ssoommee

aabbii ll iittyy  ttoo  eennssuurree  tthhaatt  ddaayy--ttoo--ddaayy

aaccttiivviittiieess  ccoonnttrriibbuuttee  ttoo  tthhee  ssttrraatteeggiicc

ddiirreeccttiioonn..

CCAATTEEGGOORRYY  44

GGrreeaatt  aatt   ttooddaayy’’ss  pprriioorriittiieess,,  bbuutt  uunnaabbllee  

ttoo  pprroovviiddee    cclleeaarr  mmoottiivvaatt iinngg  vviissiioonn..

CCAATTEEGGOORRYY  55

AAbbllee  ttoo  aapppprreecciiaattee  bbootthh  ssttrraatteeggyy  aanndd

ttaaccttiiccss  aanndd  tthheeiirr  rreellaattiioonnsshhiipp,,   bbuutt  nnoott   

yyeett  aabbllee  ttoo  ssuussttaaiinn  tthhiiss  uunnddeerrssttaannddiinngg  

iinn  ttuurrbbuulleenntt  ttiimmeess..

TTaaccttiiccaall
SSkkii ll llss

SS TT

SS TT

SS TT

SS TT

SS TT

SSttrraatteeggiicc
SSkkii ll llss
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DDIIAAGGNNOOSSIINNGG  LLEEAADDEERRSSHHIIPP  TTAALLEENNTT  UUSSIINNGG  TTHHEE
CCOONNCCEEPPTT  OOFF  TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

The first step towards strengthening the silver cord for any given
individual – that is ensuring their strength at both the strategic and
tactical level, and at points in-between – is to analyze their current
position. The analysis can be broken into one of five categories.

1. Category One: Includes those who are strong at conceptualizing;
they are good strategic thinkers, but have trouble executing
consistently with predictable results. These individuals could be said
to have a well-defined position at the strategic end of the cord 
but little substance at the other. They require strengthening at the
tactical end.

2. Category Two: These individuals are strong strategically and, while
unable to implement effectively, they do have an appreciation for the
consequences of the tactical implementation. These people are
stronger than those in category one in that they are effective at
strategic thinking, and have the added benefit of being able to
appreciate the consequences on the execution side. They are
therefore able to modify the strategies in order to reflect the realities
of the market place, and so bring a more pragmatic approach to the
strategic thinking which they provide.
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DDIIAAGGNNOOSSIINNGG  LLEEAADDEERRSSHHIIPP  TTAALLEENNTT  UUSSIINNGG  TTHHEE
CCOONNCCEEPPTT  OOFF  TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

““AA  ‘‘yyoouunngg  ll iioonn((eessss))’’  ––  

oonnee  wwhhoo  iiss  aabbllee  ttoo  aapppprreecciiaattee

bbootthh  ssttrraatteeggyy  aanndd  ttaacctt iiccss,,   

aanndd  tthheeiirr  rreellaattiioonnsshhiipp,,  

bbuutt  nnoott  yyeett  aabbllee  ttoo  

ssuussttaaiinn  tthhiiss  uunnddeerrssttaannddiinngg  

iinn  ttuurrbbuulleenntt   ttiimmeess..””
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DDIIAAGGNNOOSSIINNGG  LLEEAADDEERRSSHHIIPP  TTAALLEENNTT  UUSSIINNGG  TTHHEE
CCOONNCCEEPPTT  OOFF  TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

3. Category Three: These individuals remain strong at the tactical
level, consistently demonstrating that as a strength. In addition, they
have an appreciation for the way in which the tactical activities are
supporting the implementation of the strategy. Consequently, they
are able to proactively modify their behavior at the tactical level, by
degree, when it is apparent there is a better way to deliver the strategy
than that which was originally intended. 

These are important individuals to have on the team because,
practically, they demonstrate a great deal of initiative in making
change in the day-to-day operations to improve efficiency and
productivity. They understand clearly what is to be accomplished at
the end, and not just at all the points in between.

4. Category Four: Represents those at the opposite end of the spectrum
from category one – they are very strong on the day-to-day tactics
and are able to consistently deliver the current priorities. However,
these individuals are unable to provide clear and motivating direction
to others, as they have little grasp of the strategic framework. They need
to develop in the areas of being able to see and shape the broader
context.
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DDIIAAGGNNOOSSIINNGG  LLEEAADDEERRSSHHIIPP  TTAALLEENNTT  UUSSIINNGG  TTHHEE
CCOONNCCEEPPTT  OOFF  TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

““TThhee  ffiirrsstt  sstteepp  ttoowwaarrddss

eennssuurriinngg  ssttrreennggtthh  aatt  

bbootthh  ssttrraatteeggiicc  aanndd  ttaacctt iiccaall

lleevveell,,   aanndd  aatt  ppooiinnttss  

iinn--bbeettwweeeenn,,   iiss  ttoo  aannaallyyzzee  

tthhee  ccuurrrreenntt   ppoossiittiioonn..””
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DDIIAAGGNNOOSSIINNGG  LLEEAADDEERRSSHHIIPP  TTAALLEENNTT  UUSSIINNGG  TTHHEE
CCOONNCCEEPPTT  OOFF  TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

5. Category Five: If a sterling leader is one who has full mastery of both
the strategy and tactics, and everything in between, category five is a
“Sterling Leader in Development”. This is a “young lion or lioness”, a
high potential individual who has already demonstrated strength both
on the conceptual strategy side in knowing what to do; and also the
tactical side in having the ability to be involved in the detail and doing
what is required to see the strategy implemented. These individuals
demonstrate the ability to move up and down the silver cord, effectively
modifying tactics as required in line with the strategy, and shaping the
strategy as executional pieces are delivered in order to continue making
progress towards the ultimate objective. They keep that objective in
mind, modifying it when necessary along the way so that the final end
result is realized as quickly and efficiently as possible. 

However, these people are in category five because they have yet to
develop the strength to retain the clarity of vision between strategy
and tactics in turbulent times. When the pressure increases to an
intense level, crises loom, or significant unforeseen events occur,
then they lose the ability to move smoothly between strategy 
and tactics, and so fall back to their area of greater strength – 
either strategy or tactics. At that point they become inappropriately
dependent on others whose strength is in their area of greater deficiency. 

These individuals will grow over time, but it needs to be understood
that they have yet to develop a thick enough cord to withstand really
intense pressures.

Using this diagnostic framework individuals can be effectively assessed.
Training or opportunities can then be provided to strengthen their areas of
weakness; and they can be positioned appropriately within the organization.
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UUNNDDEERRSSTTAANNDDIINNGG  WWHHAATT’’SS  CCAALLLLEEDD  FFOORR  AATT  VVAARRIIOOUUSS
SSPPOOTTSS  AALLOONNGG  TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

BBee  hheerree  wwhheenn  mmoott iivvaattiinngg

ootthheerrss,,   aanndd  wwhheenn  eeffffeeccttiivvee

lloonngg--tteerrmm  ddiirreeccttiioonn  iiss  

ccaalllleedd  ffoorr..

BBee  hheerree  wwhheenn  ddrreeaammss,,  vviissiioonnss,,

aanndd  iiddeeaass  nneeeedd  ppllaannss  ttoo  mmaakkee

tthheemm  aa  rreeaalliittyy..

BBee  hheerree  wwhheenn  tthheerree  iiss  aa  

nneeeedd  ttoo  eennssuurree  aacctt iioonn  aanndd

ssttrraatteeggyy  rreemmaaiinn  iinn  ssyynncc..

BBee  hheerree  wwhheenn  tthheerree  iiss

ooppppoorrttuunniittyy  ffoorr  iinnnnoovvaattiioonn  

oorr  pprroocceessss  iimmpprroovveemmeenntt..

BBee  hheerree  wwhheenn  ffuullll   aanndd  ffllaawwlleessss

eexxeeccuuttiioonn  iiss  rreeqquuiirreedd,,  wwiitthh  nnootthhiinngg

““ffaalllliinngg  bbeettwweeeenn  tthhee  ccrraacckkss””  aanndd  

nnoo  ccoonnsseeqquueennccee  oovveerrllooookkeedd..

World-class leaders must be fluent up and down the cord!

AA
SSTTRRAATTEEGGIICC
SSKKIILLLLSS

EE
TTAACCTTIICCAALL
SSKKIILLLLSS

DD

CC

BB
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UUNNDDEERRSSTTAANNDDIINNGG  WWHHAATT’’SS  CCAALLLLEEDD  FFOORR  AATT  VVAARRIIOOUUSS
SSPPOOTTSS  AALLOONNGG  TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

At any point in time organizations as a whole (not just individuals) are
at some particular point on the sterling silver cord between strategy and
tactics. If seen from the macro view against the “ten year plan” an
organization can seem to be, perhaps, half way up the cord.

On the other hand a micro look at an individual department in the
organization could well reveal that they are at a totally different point
on the cord, perhaps at the creation of a new strategy, having just
delivered a previous objective.

Every activity, department, initiative, or group will be somewhere on
that silver cord, and each one could be at a different place. Even in the
incredible complexity of a large organization, the view from a hundred
thousand feet with regards to where the organization sits relative to
strategy or execution can be identified. This will differ from the view at
ten feet, when, instead of an average sense of the whole, you are able to
see the specific detail of each individual part, and where they each sit.

Within this context it helps to understand what is called for at the
various positions along the cord. For the sake of clarity consider
looking at five distinct points. 

A. At the Top: Strategy is required in its purest form when the organization,
department, function, etc., needs vision, and a motivating long term
framework for action. At this point individuals want to know what they are
trying to achieve, and the context into which they can place the activities
and events that make up their day.

B. The Step Below the Top: Plans, dreams, and thinking need to be sketched
out in enough detail that a plan can be visualized, and confidence generated
that there is a perceived pathway to the achievement of the strategies. 
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UUNNDDEERRSSTTAANNDDIINNGG  WWHHAATT’’SS  CCAALLLLEEDD  FFOORR  AATT  VVAARRIIOOUUSS
SSPPOOTTSS  AALLOONNGG  TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

““TTrruuee  ttaaccttiiccaall  bbrrii ll ll iiaannccee  

aalllloowwss  nnootthhiinngg  ttoo  

‘‘ffaall ll   bbeettwweeeenn  tthhee  ccrraacckkss’’..   

AAllll   eevveennttuuaalliittiieess  aarree  ccoonnssiiddeerreedd,,

cchhaarrttss  aarree  mmaaddee  uupp  ooff  

wwhhaatt  ccoouulldd  ppoossssiibbllyy  ggoo  wwrroonngg,,

aanndd  ppllaannss  ppuutt  iinn  ppllaaccee  

ffoorr  eeaacchh  ooff  tthhoossee  eevveennttuuaalliittiieess..””
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UUNNDDEERRSSTTAANNDDIINNGG  WWHHAATT’’SS  CCAALLLLEEDD  FFOORR  AATT  VVAARRIIOOUUSS
SSPPOOTTSS  AALLOONNGG  TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

C. At the Middle: This is the checkpoint where the execution of the
strategies, and the strategies themselves meet and must be in sync. It is
at this point you look to determine if what’s being done is compatible
with what needs to be done. Is the way we are going about our tasks
truly supporting what we ultimately want to achieve? Similarly, is what
we want to achieve coming in view? Do we have confidence that we
will arrive there because of the way we are now going about our day-to-
day activities, and because of the things which are occurring around us?

D. The Step Above Tactics: At this point tactics predominate, with most
of the focus on getting the job done. However, this is an important area
as it is where innovation occurs. Once the strategy has clearly been
passed to those who must execute, it is at this point on the cord that
people initiate change to established ways. It is here that they recognize
that doing it differently, using different tools, or applying different
methodologies could accelerate the achievement of the strategy. It is
clearly a tactical focus but one that bears the strategy in mind, and so is
willing to reshape or rework the tactics in order to see the strategy realized
more quickly than what would have occurred without the reshaping.
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UUNNDDEERRSSTTAANNDDIINNGG  WWHHAATT’’SS  CCAALLLLEEDD  FFOORR  AATT  VVAARRIIOOUUSS
SSPPOOTTSS  AALLOONNGG  TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

““EEvveerryy  aaccttiivv iittyy,,   

ddeeppaarrttmmeenntt,,   iinniittiiaattiivvee,,  

oorr  ggrroouupp  wwii ll ll   bbee  

ssoommeewwhheerree  oonn  tthhee  sstteerrll iinngg  

ssii llvveerr   ccoorrdd  aanndd  

eeaacchh  oonnee  ccoouulldd  bbee  aatt  aa

ddiiffffeerreenntt   ppllaaccee..””

the book_updated_1109.qxd:the book.qxd  11/11/09  10:54 AM  Page 226



227
EXECUTIONAL EXCELLENCE

The Link Between Strategy and Tactics

UUNNDDEERRSSTTAANNDDIINNGG  WWHHAATT’’SS  CCAALLLLEEDD  FFOORR  AATT  VVAARRIIOOUUSS
SSPPOOTTSS  AALLOONNGG  TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

E. Full Tactical Focus: It is at this point where excellence of execution
is absolutely crucial. True tactical brilliance allows nothing to “fall
between the cracks.” All eventualities are considered, charts are made
up of all that could possibly go wrong, and plans are put in place for
each of those eventualities. Resources are allocated in the most efficient
fashion, detailed project plans are in place, experience in world-class
benchmarking has been captured, individual strengths have been
properly aligned with individual needs, frequent check points have been
established, and there is an absolute guarantee that the plan will occur
as intended – execution will be seamless, flawless, brilliant, and highly
cost effective. Excellence of execution is almost an art form! It is crucial
to the success of any outcome. 

Having a clear understanding as to what is expected along the silver
cord allows leaders to provide that clarity to the organization.
Furthermore, it allows them to ensure that the right things are
happening at each point on the cord, as well as facilitating their ability
to determine where the company, department, group, team or individual
should be on the cord at any point in time.

The more effectively the leader is personally skilled at all points on the
cord, the more effective is their ability to move the organization to the
appropriate point on the cord, and hence the more effective is their
overall leadership. 
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CCLLOOSSIINNGG  DDEEFFIICCIIEENNCCYY  GGAAPPSS  AALLOONNGG  
TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

MMoottiivvaattiinngg  ootthheerrss,,   aanndd

eeffffeeccttiivvee  lloonngg--tteerrmm  ddiirreeccttiioonn..

DDrreeaammss,,  vviissiioonnss,,  aanndd  iiddeeaass

nneeeedd  ppllaannss..

AAccttiioonn  aanndd  ssttrraatteeggyy  iinn  ssyynncc..

OOppppoorrttuunniittyy  ffoorr  iinnnnoovvaattiioonn  

oorr  pprroocceessss  iimmpprroovveemmeenntt..

FFllaawwlleessss  eexxeeccuuttiioonn  iiss  rreeqquuiirreedd..

AA
SSTTRRAATTEEGGIICC
SSKKIILLLLSS

EE
TTAACCTTIICCAALL
SSKKIILLLLSS

DD

CC

BB
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CCLLOOSSIINNGG  DDEEFFIICCIIEENNCCYY  GGAAPPSS  AALLOONNGG  
TTHHEE  SSTTEERRLLIINNGG  SSIILLVVEERR  CCOORRDD

Once you’ve identified where an individual or group is along the cord
you can then strengthen them as appropriate. To do so requires focused
attention. Reference to the appropriate sections in this book will allow
you to do so.

A. Section IX Know Where You’re Going  or Where You’re
Taking Others ........................................................................716

Section VIII Personal Conviction: A Prerequisite for Stunning
Achievement ..........................................................................612

Section VI Motivating Others Requires that They be Personally
Engaged, i.e. “Locked In”................................................404

B. Section I To Achieve a Vision Requires Clear Goals................ 38

Section VII A Performance Imperative: Focus on Waste ..........596

C. Section VII Three Major Components of 
Organizational Success ..........................................................510

Section III Periodically Look From the Mountain Top ............196

Section IV Management of a Function ............................................260

D. Section VII Understanding Continuous Process 
Improvement ........................................................................602

Section IV Stay Open to New Ideas ....................................................252

E. Section IV Passion and Conviction Without Skill is Not
Likely to Succeed ................................................................230

Section VII Predictability is a Mark of Excellence ......................570

Section VII Sustainability is a Mark of Excellence ......................582
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PPAASSSSIIOONN  AANNDD  CCOONNVVIICCTTIIOONN  WWIITTHHOOUUTT  SSKKIILLLL  
IISS  NNOOTT  LLIIKKEELLYY  TTOO  SSUUCCCCEEEEDD

The practical side of knowing “how to” 
is key to final success.

If conviction and passion provide the spark, the initiative,
it is skill, or talent, that sustains the effort.

PPAASSSSIIOONN::  

SSttaarrttss,,  aanndd  rreejjuuvveennaatteess  wwhheenneevveerr   nneecceessssaarryy

SSKKIILLLL::

AAll lloowwss  ssuussttaaiinneedd  pprrooggrreessss..

SSKKIILLLLSS TTHHEE  AABBIILLIITTYY

TTHHEE  TTRRAAIINNIINNGG

TTHHEE  KKNNOOWW--HHOOWW
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PPAASSSSIIOONN  AANNDD  CCOONNVVIICCTTIIOONN  WWIITTHHOOUUTT  SSKKIILLLL  
IISS  NNOOTT  LLIIKKEELLYY  TTOO  SSUUCCCCEEEEDD

The importance of passion and conviction have just been discussed. But
as with the heart and the lungs, passion without skill is not sufficient.

In order to be maximally successful the necessary skills are as
important as passion.

By skill is meant the ability to achieve a certain objective; that is, having
the training or know how required to effectively implement and achieve
the objective. I may wish to beat my partner at the squash club, but until
I acquire the necessary skills I will not be successful, not matter how
passionate my desire to win.

I do, however, greatly reap the benefit of my passion as it drives me to
improve my skills, and so be ultimately victorious. But I do need the skills.

This practical “how to do something” is key to the final success of any
initiative, and this is why investment in training, development and
education, both of oneself and of those for whom one is responsible, is
so important.

Passion ignites, and skills sustain. 
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PPooiinnttss  tthhee  wwaayy

KKNNOOWWLLEEDDGGEE::  

IIss  eesssseenntt iiaall  ttoo  uunnddeerrssttaannddiinngg,,  ddeecciiddiinngg,,   aannaallyyzziinngg,,   

ppllaannnniinngg,,  eevvaalluuaatt iinngg  aanndd  mmeeaassuurriinngg..

SSKKIILLLL::   

IIss  ccrruucciiaall   ttoo  ddooiinngg,,   aacchhiieevviinngg,,   ccrreeaattiinngg,,   iimmpprroovviinngg,,  

ggeenneerraattiinngg,,   aaccccoommppll iisshhiinngg  aanndd  ddeelliivveerr iinngg..

KKNNOOWWLLEEDDGGEE

SKI
LL

Wa
lks

the
path

the book_updated_1109.qxd:the book.qxd  11/11/09  10:54 AM  Page 232



SSKKIILLLLFFUULLNNEESSSS  WWIITTHHOOUUTT  KKNNOOWWLLEEDDGGEE  CCAANN  EEAASSIILLYY
RREESSUULLTT  IINN  MMIISSDDIIRREECCTTEEDD  ((BBUUTT  WWEELLLL  DDOONNEE!!))  EEFFFFOORRTT

233
EXECUTIONAL EXCELLENCE

Why Ongoing Competency Improvement is Essential, and How to Get It

Knowledge ensures that skills are applied in the right fashion. 

When I’m knowledgeable about a subject, issue, or process then I
understand what needs to be done and why. Knowledge gives me the
specific intellectual ability required to make the appropriate decisions
regarding next steps. It makes me better able to decide on the
appropriate approach, and relative worth; and gives me the ability to
make go or no go decisions based on information received, cost benefit
analyses, etc. When I’m knowledgeable I am able to be focused and
targeted, with a clear path to the most appropriate course of action.

Then I bring my skill to bear. The skill is used to enable me to achieve
the objective.

If my knowledge is faulty and my skill is high then I will go brilliantly
along the wrong path. If my knowledge is high and my skill is weak,
then I may go limpingly and haltingly in the correct direction, but never
arrive. For maximum effect I need to be both knowledgeable and skillful:
I can then move swiftly and effectively along the best course of action.

Knowledge points the way; skill walks the path.

Knowledge allows me to understand, analyze, plan, evaluate and
measure. Skill allows me to do what needs to done to achieve, to create,
to improve, to generate, to accomplish, and to deliver.

We need to ensure that we are investing both in their knowledge base
and their skill base if we are to maximize the potential of each
individual for whom we are responsible.
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CCOOMMPPEETTEENNCCYY  = KKNNOOWWLLEEDDGGEE  + SSKKIILLLL

KKNNOOWWLLEEDDGGEE
WWhhaatt  tthhee  ppeerrssoonn  

kknnoowwss

SSKKIILLLL
WWhhaatt  tthhee  ppeerrssoonn  

ccaann  ddoo

““HHeeaadd””  kknnoowwlleeddggee

TThheeoorryy

TThheeoorreettiiccaall

RRaattiioonnaallee,,  BBaacckkggrroouunndd,,  

SSppeecciiffiiccaattiioonnss

PPootteennttiiaall

““HHaanndd””  kknnoowwlleeddggee

PPrraaccttiiccee

PPrraaccttiiccaall

AAccttiioonn,,  RReessuullttss,,  

CCoonnsseeqquueennccee

TTaalleenntt

BBootthh  aarree  eeqquuaall llyy  iimmppoorrttaanntt..   

AAss  tthheeyy  ggrrooww,,   ssoo  ddooeess  iinnddiivv iidduuaall   ccoommppeetteennccyy..

Competency is the ability to do the job.
It is made up of two components:
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CCOOMMPPEETTEENNCCYY  = KKNNOOWWLLEEDDGGEE  + SSKKIILLLL

The combination of knowledge and skill provides competency. When
individuals are competent then they are able to do the job the way it is
intended to be done.

Take for example a team of firefighters rushing to the scene of a
chemical inferno in response to an emergency call. They are judged to
be competent if they know what to do in this particular situation
(chemical fire), and have the skill to execute properly. Knowing what to
do and how to do it effectively will result in successfully extinguishing
the fire – the work of a competent team.

Knowledge is something which we acquire and store intellectually. We
might have acquired it from learning or from experience, but it is
nonetheless stored away in our mind. It is there to be tapped and as such
is a potential resource on which we can draw. 

Our knowledge provides the necessary theory, rationale and background
to allow us to tackle a task. We can intellectually design a theoretical
approach based on our knowledge which will allow us to specify the
outcome. The greater our knowledge the more accurate our prediction. 

Skill on the other hand is the talent that we have which enables us to
execute that which is in our mind. The greater our skill the greater our
ability to see the theoretical plan brought flawlessly to fruition. In this
way skill is our ability to do; it’s practical, it produces results and
consequences which can be seen. Skills can be learned, and practiced,
and then stored away to be called upon when required.

Both knowledge and skill are equally important. As they grow together
so grows the competency of the individual. 
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TTRRAAIINNIINNGG  IIMMPPRROOVVEESS  CCOOMMPPEETTEENNCCYY

AAmmoouunntt

ooff  eeffffeeccttiivvee

ttrraaiinniinngg
CCOOMMPPEETTEENNCCYY

TTiimmee

TTOO  DDRRIIVVEE  CCOOMMPPEETTEENNCCYY  RREEQQUUIIRREESS  
AA  CCOONNTTIINNUUIINNGG  IINNVVEESSTTMMEENNTT  IINN  TTRRAAIINNIINNGG..

TTrraaiinniinngg  ffooccuusseedd  oonn

mmaakkiinngg  ppeeooppllee  mmoorree

kknnoowwlleeddggeeaabbllee,,   wwiitthh  aann

uunnddeerrssttaannddiinngg  ooff  

hhooww  tthhaatt  kknnoowwlleeddggee

aapppplliieess  ttoo  tthhee  jjoobb..

TTrraaiinniinngg  ffooccuusseedd  oonn

mmaakkiinngg  ppeeooppllee  mmoorree

sskkii ll lleedd  ––  aabbllee  ttoo  ddoo

mmoorree,,   ffaasstteerr,,  bbeetttteerr,,

aanndd  aatt   lleessss  ccoosstt..
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TTRRAAIINNIINNGG  IIMMPPRROOVVEESS  CCOOMMPPEETTEENNCCYY

Once a commitment to improving individual competency has been
made then training becomes a priority.

By “training” I mean those aspects of personal development which
enhance an individual’s abilities or knowledge. This could include self-
taught courses, attending school, college, university, or other outside
programs. Development initiatives sponsored by the organization,
perhaps at the corporate university, or from the development
department are also included. Similarly traditional training programs
and approaches would also fall into this category. “Training” is used as
an all-encompassing word to capture the essence of continuing to build
into individuals in a practical way. 

Many times “learning” is really only “exposure to information”. No
actual learning really occurs, in that the individual does nothing with
the material. I think of “training” as a succinct way to indicate that the
individual has actually progressed in terms of their understanding, to
the degree that they can apply their new-found understanding
effectively back on the job, at home, or wherever else the material
is relevant.

Training must be effective. Not all training results in individuals being
able to act and behave differently. For competency to improve the
education source must be an effective one. That is, it must provide the
information in comprehensible form, in bite size chunks, with
relevance, and interest.
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TTRRAAIINNIINNGG  IIMMPPRROOVVEESS  CCOOMMPPEETTEENNCCYY

““BBeeccaauussee  ooff  tthhee

ttrreemmeennddoouuss  ppootteennttiiaall   

wwiitthhiinn  eeaacchh  iinnddiivv iidduuaall  

ffoorr  ggrroowwtthh  aanndd  ccoonnttrriibbuuttiioonn,,

tthhee  iinnvveessttmmeenntt  iinn  ttrraaiinniinngg

mmuusstt  bbee  aa  ccoonnttiinnuuoouuss  oonnee..””
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TTRRAAIINNIINNGG  IIMMPPRROOVVEESS  CCOOMMPPEETTEENNCCYY

If an individual is exposed to effective training over time then their
competency level will increase. Obviously it is important to ensure that
the training provided has relevance to the work required. While it’s true
that all learning will be of some value, the priority should be to ensure
that the training and development provided is directly and visibly
aligned to the individual’s responsibilities and job requirements. 

In an organization committed to using its staff to their fullest capacity
the commitment to training must be ongoing. As people learn and apply
that learning they grow, and as they grow their ability to influence
expands, and with that their ability to make change. As this impact is felt
there is a further need for personal development; and so there is a continuing
cycle, which is driven by the investment in people through training. 

As an organization continues to develop its members those members
will continue to provide greater and greater value within their areas of
responsibility. Because of the tremendous potential within each
individual for growth and contribution, the investment in training must
be a continuous one. 

Any training and development initiative must fall into two camps:

1. Enhancing an individual’s knowledge, so that they are able to act
with more understanding.

2. Improving an individual’s skills, so that they are able to do things
most effectively, that is, faster, better, and at less cost.
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TTRRAAIINNIINNGG  TTHHAATT  IISS  NNOOTT  TTRRUULLYY  EEFFFFEECCTTIIVVEE
IISS  OOFF  LLIITTTTLLEE  OORR  NNOO  VVAALLUUEE

EEFFFFEECCTTIIVVEE::

11 .. BBeehhaavviioorr  cchhaannggee  ooccccuurrss,,  

ccaann  bbee  sseeeenn,,  aanndd  ccaann  

bbee  ssuussttaaiinneedd..

22.. KKnnoowwlleeddggee  aaccqquuiirreedd  ccaann  

bbee  tteesstteedd..

33.. CCoommppeetteennccyy  aaggaaiinnsstt

pprreeddeetteerrmmiinneedd  ssttaannddaarrddss

iimmpprroovveess..

44.. BBootthh  uunnddeerrssttaannddiinngg  

aanndd  ccoonnvviiccttiioonn  

aarree  iinnccrreeaasseedd..

AA+

+

UUnnddeerrssttaannddiinngg CCoonnvviiccttiioonn

SSttaannddaarrdd

PPRREE PPOOSSTT

SSuussttaaiinnaabbllee
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TTRRAAIINNIINNGG  TTHHAATT  IISS  NNOOTT  TTRRUULLYY  EEFFFFEECCTTIIVVEE
IISS  OOFF  LLIITTTTLLEE  OORR  NNOO  VVAALLUUEE

Training must be truly effective if it is to have the expected benefit.
If the organization is relying on training to improve individual
competency, then that training should satisfy four clear criteria in order
to be as effective as possible. 

1. Sustainability: The results of the training should occur over time,
and be sustainable. That is, the behavioral change which results
because of the training should be in evidence in the day-to-day
behavior following the training, and remain so over time. This is the
test of sustainability. If material is forgotten, or quickly falls into
disuse, then the training has not been adequately effective.

Often in order to make this happen the supervisor of the individual
who has been trained needs to be involved in the process in some
way. If the training department were to provide training that
promotes behavior not supported by the culture, or the leadership of
the organization, then there is little likelihood of that training
actually having any sustainability at all. Behavior taught in a training
course must be fully accepted throughout the organization and so
supported and modeled by line management.

Effective training is that which ensures permanently changed behavior.

2. Evaluation: Typically within organizations, the concept of “testing”
or “evaluating” the results of training is not popular. Somehow it
seems to remind the participants too much of school. However, the
organization has usually assumed the cost of providing this training,
both in the opportunity cost by freeing up the individual to attend,
and often the delivery cost, as well absorbing the costs related to
instructor, materials, classroom, etc. 
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TTRRAAIINNIINNGG  TTHHAATT  IISS  NNOOTT  TTRRUULLYY  EEFFFFEECCTTIIVVEE
IISS  OOFF  LLIITTTTLLEE  OORR  NNOO  VVAALLUUEE

““EEffffeeccttiivvee  ttrraaiinniinngg  

iiss  tthhaatt  wwhhiicchh  

eennssuurreess  ppeerrmmaanneennttllyy

cchhaannggeedd  bbeehhaavviioorr..””
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TTRRAAIINNIINNGG  TTHHAATT  IISS  NNOOTT  TTRRUULLYY  EEFFFFEECCTTIIVVEE
IISS  OOFF  LLIITTTTLLEE  OORR  NNOO  VVAALLUUEE

They have a right to expect an appropriate return for this investment,
and to be able to measure that return. Consequently I strongly
support the evaluation of competency improvements in individuals. 

Training which is focused on enhancing knowledge and understanding
can usually be evaluated relatively easily through a traditional form of
evaluation ( an “exam”) occurring immediately or soon after the delivery
of that information. Additional tests some months later are often a
good idea just to ensure that retention and application have occurred.

Skill tests on the other hand usually cannot occur immediately after
the completion of the training, but must occur on the job, and usually
several weeks after the training has been completed. This will ensure
that there is in fact a permanent change in behavior. 

I would also recommend that the evaluation of that acquired skill, the
learned behavior, be done by the line manager on the job. Adopting
this approach will engage the line manager in the process, and may
perhaps require that individual to have some preliminary training in
order to perform an effective evaluation!

In some cases the evaluation should not be given for as much as six
months after the training (for example: in advanced negotiation
courses); in other cases the evaluation may have to be completed
three or four times to ensure that the competency has truly been
acquired (for example: training on effective presentations). 

Whatever the training content the commitment must be made to
appropriately evaluate the competency of the individual who
received the training. This will both ensure the training is effective,
and guarantee its applicability.
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TTRRAAIINNIINNGG  TTHHAATT  IISS  NNOOTT  TTRRUULLYY  EEFFFFEECCTTIIVVEE
IISS  OOFF  LLIITTTTLLEE  OORR  NNOO  VVAALLUUEE

““TTrraaiinniinngg  tthhaatt   iiss  eeffffeeccttiivvee  

iiss  ttrraaiinniinngg  wwhhiicchh  eennssuurreess

tthhaatt  iinnddiivviidduuaall  ppeerrffoorrmmaannccee

mmeeeettss  tthhee  eexxppeecctteedd

ssttaannddaarrdd,,   aass  ddeeffiinneedd  

bbyy  ll iinnee  mmaannaaggeemmeenntt..””
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TTRRAAIINNIINNGG  TTHHAATT  IISS  NNOOTT  TTRRUULLYY  EEFFFFEECCTTIIVVEE
IISS  OOFF  LLIITTTTLLEE  OORR  NNOO  VVAALLUUEE

3. Standards: Effective training is driven by the desire that behavior
reach a given standard. Training that is simply done without
reference to a previously established standard has no guarantee that
it is at a high enough level. Conversely it could be at too high a level.

The organization must work with the training and development
provider to establish the appropriate standards for the skills and
knowledge which individuals need.  Once this standard is established
the individual can be assessed against it. If they fall short, then
training can be provided to bring them up to standard, or ideally even
somewhat higher (given that standards are constantly rising and it
might be some time before the individual receives further training in
this area).

After the training has been provided, the evaluation can be
administered to determine whether or not the individual’s behavior
has reached the required standard. 

In cases where organizations have not yet established standards with
regards to knowledge and skill for key aspects of job functions, then
this should become a priority. 

With reference to the comments above regarding evaluation, there is
an obvious marriage between a course evaluation, and a standard. If
the individuals setting the standard and the individuals running the
course are able to coordinate their efforts then the evaluation of the
training should mirror the standard expected.

Training that is effective is training which ensures individual
performance meets the expected standard, as defined by line management.
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TTRRAAIINNIINNGG  TTHHAATT  IISS  NNOOTT  TTRRUULLYY  EEFFFFEECCTTIIVVEE
IISS  OOFF  LLIITTTTLLEE  OORR  NNOO  VVAALLUUEE

““TTrraaiinniinngg  mmuusstt  aallssoo

ggeenneerraattee  tthhee  ccoonnvviiccttiioonn

tthhaatt  tthheerree  iiss  vvaalluuee  iinn

aappppllyyiinngg  tthhee  lleeaarrnniinngg..””
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TTRRAAIINNIINNGG  TTHHAATT  IISS  NNOOTT  TTRRUULLYY  EEFFFFEECCTTIIVVEE
IISS  OOFF  LLIITTTTLLEE  OORR  NNOO  VVAALLUUEE

4. Conviction: It’s not sufficient for training to simply provide
understanding and skill, it must also provide conviction; that is, the
importance of the application of this knowledge and skill. 

Conviction is something which takes the theoretical and makes it
personal. Training which generates conviction is that which allows
individuals to personally appreciate the value of learning material
and then applying it immediately on the job. They come to develop a
personal appreciation for the content and the degree to which it can
enhance their own performance. 

Effective training must promote this level of conviction, otherwise
the learning will quickly be overshadowed by previously established
personal habits.

Conviction produces action; and since training is intended to shape
activity, effective training must generate conviction about the value
of the new learning.
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AA  RREEAASSOONN  ““EEMMPPOOWWEERRMMEENNTT””  CCAANN  FFAAIILL

11.. EEmmppoowweerrmmeenntt  wwoorrkkss  aass  lloonngg  aass  tthhee  wwaallll   ((tthhee  cchhaalllleennggee))  iiss

lloowweerr  tthhaann  tthhee  ccoommppeetteennccyy..

22.. BBuutt  tthheessee  cchhaall lleennggeess  aarree  qquuiicckkllyy  mmeett   ––  iinn  eeffffeecctt  tthhee  wwaall ll

ccoonnttiinnuuaallllyy  ggeettss  hhiigghheerr..

33.. TToo  mmaaiinnttaa iinn  tthhee  eemmppoowweerrmmeenntt  iinniitt iiaattiivvee,,   ccoommppeetteennccyy  mmuusstt

iimmpprroovvee,,  oorr  tthhee  iinniitt iiaatt iivvee  wwii ll ll   ssttaaggnnaattee  aanndd  lleevveell  ooffff  oorr  ddiiee..

44.. SSoolluuttiioonn……TTrraaiinniinngg,,  

ii..ee..  aann  iinnccrreeaassee  iinn  ccoommppeetteennccyy..

When the challenge is greater than the competency, 
the person or team just bangs into a brick wall.
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AA  RREEAASSOONN  ““EEMMPPOOWWEERRMMEENNTT””  CCAANN  FFAAIILL

The nature of empowerment is such that it has at it heart a commitment to
utilizing the competency of each individual in the organization. In 
an empowered organization everyone is provided with clarity regarding the
framework within which they have to operate, and with the encouragement
to make changes that will further the organization’s objectives.

Over time individuals operate within that framework and make what
changes they can. They grow more and more confident, tackling more
and more of the issues that they have identified as ones which are
opportunities for improvement. Using the analogy of a sandbox, their
sandbox has been defined and they are allowed to play within it. Over
time they explore it fully, ultimately reaching out to the furthest corners.
In due course they outgrow the sandbox.

In a similar fashion a significant limitation to the empowerment
initiative is that individuals eventually learn to operate effectively
within that framework which they have been given; they make the
changes which they can, and then they collide with the framework’s
walls. They’ve outgrown their sandbox. At this point there is little
additional impact which they can make, and so their initiative to
improve the organization’s performance falters and the empowerment
initiative fails.

In order to rectify this situation, clearly the solution is to move the walls
of the sandbox, ie. enlarge their framework. However, with this comes
risk to the organization as individuals now have a larger framework and
consequently greater opportunity for change, but also greater
opportunity for significant error. 
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AA  RREEAASSOONN  ““EEMMPPOOWWEERRMMEENNTT””  CCAANN  FFAAIILL

““WWhheenn  tthhee  cchhaalllleennggee  

iiss  ggrreeaatteerr  tthhaann  

tthhee  ccoommppeetteennccyy,,   

tthhee  iinnddiivviidduuaall  oorr  tteeaamm  

iinn  eeffffeecctt   

‘‘hhiittss  aa  bbrriicckk  wwaallll ’’..””
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AA  RREEAASSOONN  ““EEMMPPOOWWEERRMMEENNTT””  CCAANN  FFAAIILL

To address this issue, individual competency needs to be addressed. As
investment is made in each individual, by enhancing their knowledge
and skills, they are then able to operate as well within a larger
framework as they did earlier in the more confined environment.
Enhancing competency is a necessary prerequisite to expanding the
framework. As a consequence, empowerment will continue and the
organization will continue to see benefit.

An organization committed to empowerment must be committed to the
ongoing development of each individual employee, enhancing their
knowledge and enhancing their skill through training, development,
and education. This ensures the benefits realized from empowering the
workforce continue without loss of momentum.

Another way to look at this issue is to consider empowerment as the
freedom for individuals to make positive change. As they encounter
changes of increasing magnitude they will ultimately be blocked and
unable to go further, unless their competency has kept pace with the
challenge. When the challenge is greater than the competency the
individual, or team, in effect “hits a brick wall.”

As long as the wall, or the challenge, is lower than the individual’s
competency they will continue their forward momentum; but inevitably
as they move forward they will meet increasingly higher and higher
walls. To ensure that they have the capability to continue to move
forward, and without being blocked, improvement in individual
competency must be a priority.
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SSTTAAYY  OOPPEENN  TTOO  NNEEWW  IIDDEEAASS

RREEMMAAIINN  SSEENNSSIITTIIVVEE,,  OOPPEENN,,  RREECCEEPPTTIIVVEE  

TTOO  NNEEWW  IIDDEEAASS..
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SSTTAAYY  OOPPEENN  TTOO  NNEEWW  IIDDEEAASS

Having a “willingness to learn new ideas” is different from being
sensitive, open and receptive to new ideas. 

Consciously seek out new ideas with the possibility of applying them –
this gives them the opportunity to make headway in your mind. Be
sensitive to new ideas, as they are all around – they come from those
you lead, they come from colleagues, they come from other leaders,
competitors, books, magazines, articles, movies.

Consider all new input, evaluate new ideas, take advantage of them, and
use them to alter your behavior and your way of thinking. 

This ability to learn from those around us, the ability to reach out and
constantly be searching for new ideas, to make our minds a fertile
ground into which worthwhile seeds can fall, is an absolutely crucial
skill in any leader.
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LLEEAARRNN  FFRROOMM  EEVVEERRYY  SSOOUURRCCEE

LLOOOOKK  FFOORR,,  AANNDD  LLEEAARRNN  

FFRROOMM,,  TTHHEE  SSUUCCCCEESSSSEESS  OOFF  OOTTHHEERRSS..
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LLEEAARRNN  FFRROOMM  EEVVEERRYY  SSOOUURRCCEE

Look for and learn from the success of others. One way to remain open
to new ideas is to aggressively and specifically learn from the things
that other people have done well. This can be in your own area of expertise,
or in areas outside but parallel to your own. Learning the thinking and
approaches of these individuals helps a great deal. The more we know,
the more competent we become, and the more we are able to effect
change. Learning, especially learning from those who have been
successful and have a proven track record, can be extremely powerful. 

There are people doing jobs comparable to ours in other organizations,
in non-competitive areas. Making contact with them, investing time to
find out how they do things, exchanging ideas with them and copying
their successes, is another excellent way to focus on being receptive.

Look at something, an activity, a result, a process, any observation and
ask – “What can I learn from this?” Often people attending seminars
walk away with the feeling that they did not learn from the session; i.e.
“a different industry was discussed”; “the company discussed was
much larger than the company I work for”, etc. What they do not realize
is that even though the circumstances may differ somewhat, the
principles can still be applied.

Look for principles, and then apply them accordingly. There are also
great skills which can be learned by copying from the successes of
others such as: public speaking from recognized orators, teamwork
from mountain climbers, time management from those successfully
managing large projects, etc.

Again, it requires that we remain open and aggressively looking. These
things are there if we are willing to invest the time to seek them out and
learn from them.
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PPRRAACCTTIICCEE  LLEEAARRNNIINNGG  NNEEWW  TTHHIINNGGSS

Commit to learning about new things 
(not more about something you already know about); 
not necessarily to learn them, but rather to keep 

the faculty for learning open, effective, and powerful.

TToo  bbeeccoommee  ““sseett  iinn  yyoouurr  wwaayyss””  

iiss  ttoo  cclloossee  tthhee  ppoorrttaallss  ooff  lleeaarrnniinngg  ffoorreevveerr..   

IIff   tthheeyy  aarree  nnooww  sshhuutt  ––  pprryy  tthheemm  ooppeenn!!  

TThheeyy  sshhoouulldd  wwoorrkk  oonn  wweell ll--ooii lleedd  hhiinnggeess..
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PPRRAACCTTIICCEE  LLEEAARRNNIINNGG  NNEEWW  TTHHIINNGGSS

Learn new things to become a master of learning.

Hinges that are not oiled ultimately rust and become immovable. The
mind is very much like those hinges; and acquiring new information,
new skills, new ideas – is the oil.

Unless we commit to keeping the hinges oiled, they will ultimately rust.
Similarly, unless we commit to regularly learning things, our minds will
grow rusty and insensitive to learning new things.

The constant introduction of new ideas and new thoughts, as a matter
of principle, is what keeps the mind supple, flexible, and well oiled.
Practice it.

When new information is available that is relevant to your needs, 
it becomes easier to absorb that information if you are in the habit
of learning.
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CCOONNSSTTAANNTTLLYY  RREEAASSSSEESSSS  CCUURRRREENNTT  
WWAAYYSS  OOFF  DDOOIINNGG  TTHHIINNGGSS

EEvvaalluuaattee  yyoouurr  ccuurrrreenntt  wwaayyss  ooff

ddooiinngg  tthhiinnggss  iinn  tthhee  ll iigghhtt  ooff  ootthheerr  wwaayyss..

TThheenn::

DDiissccaarrdd  tthhee  pprreevviioouuss  wwaayy

oorr  

RReesshhaappee  tthhee  pprreevviioouuss  wwaayy

oorr

RReeaaffffiirrmm  tthhee  mmeerriittss  ooff   tthhee  pprreevviioouuss  wwaayy..

VVSS..

IItt   iiss  hhaarrdd  ttoo  bbeenndd  aa  ggrroowwnn  ttrreeee  ttrruunnkk..   

SSoo  rreeccooggnniizzee  tthhaatt  iitt  mmaayy  nnoott  bbee  eeaassyy  ttoo  hhoonneessttllyy  aappppllyy  

aa  nneeww  tteemmppllaattee  ttoo  yyoouurr  eexxiissttiinngg  ppaatttteerrnn..
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CCOONNSSTTAANNTTLLYY  RREEAASSSSEESSSS  CCUURRRREENNTT  
WWAAYYSS  OOFF  DDOOIINNGG  TTHHIINNGGSS

It is hard to bend a grown tree trunk. So recognize that it may not be
easy to honestly apply a new template to your existing pattern.

One of the specific applications of being receptive is that you will pick
up new information which requires action. In fact, the information you
pick up may not only require action, but may be disquieting in and of
itself. This might be because it indicates that your way of doing things
in the past has been wrong, or could be improved. We must overcome
complacency, tradition, and pride and move ahead to learn a new way.
This can often be extremely tough on the ego!

We may discover that our current way of doing things is completely “off
base” – it might have been effective, and had merit at one time; but is
now no longer relevant and needs to be replaced with an alternative
approach. Often the new approach is “staring us in the face” and it was
this that made us realize that the current way is no longer successful!

Alternatively, looking at another approach might indicate that our
current approach is fine and with minor reshaping could be even better
and more productive.

Perhaps our approach is already at the forefront, setting the pace; in
which case this reaffirmation is well worthwhile.

Whatever the reaction to the evaluation of our current way of doing
things may be, we need to be willing to respond appropriately.

Being highly receptive is a skill. It takes practice…persevere.
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MMAANNAAGGEEMMEENNTT  OOFF  AA  FFUUNNCCTTIIOONN

Managing a department or area requires 
a focus on two things:

PPEEOOPPLLEE
PPRROOCCEESSSS

RRiigghhtt  PPeerrssoonn  11

FFuullllyy   TTrraaiinneedd  22

BBrrii ll ll iiaanntt llyy  MMaannaaggeedd  33

11.. HHiirree  wwiisseellyy

22.. CCoommmmiitt  ttoo  oonnggooiinngg  ttrraaiinniinngg

33.. PPrroovviiddee  oouuttssttaannddiinngg

lleeaaddeerrsshhiipp

DDeeffiinneedd  PPrroocceedduurreess  44

QQuuaannttiiffiieedd  MMeeaassuurreess  55

CCoonnttiinnuuoouuss  PPrroocceessss

IImmpprroovveemmeenntt  66

44.. HHaavvee  cclleeaarr  sstteeppss  ttoo  bbee

ffooll lloowweedd

55.. MMeeaassuurree  eevveerryytthhiinngg  ppoossssiibbllee

66.. CCoonnttiinnuuoouussllyy  iimmpprroovvee  tthhee  wwaayy

tthhiinnggss  aarree  ddoonnee  uunnttiill   tthheeyy  aarree

bbeesstt  iinn  ccllaassss  ((aass  aa  rreessuulltt  ooff

ddooiinngg  oouuttssiiddee  ccoommppaarriissoonnss  ––

““bbeenncchhmmaarrkkiinngg””))
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MMAANNAAGGEEMMEENNTT  OOFF  AA  FFUUNNCCTTIIOONN

Those responsible for managing or leading a given function must focus
on: people and process. 

“People” refers to those individuals who look to the manager for
leadership and direction.

“Process” refers to several sequential steps which must be followed in
order to get a given result. 

Sometimes the process under consideration is huge – for example, the
supply chain process begins with the procurement of raw materials
through their conversion to the finished product, warehousing,
distribution invoicing, and ultimately delivery to a customer – a
mammoth process. Or the process could actually be quite a short one –
for example, opening an email file, reading the email, drafting a
response, and sending it to the appropriate party. Both examples though
constitute a “process”.

The effective leader understands the distinction between people and
process and works to maximize both areas. When a problem occurs the
question should be “Is it a people issue or a process issue?”

Attempting to resolve a people problem with a process change will be
futile; similarly attempting to resolve a process issue by changing a
person or disciplining an individual will be counter productive.

the book_updated_1109.qxd:the book.qxd  11/11/09  10:54 AM  Page 261



262
EXECUTIONAL EXCELLENCE

The 10,000 Foot Look at How to Maximize the Productivity of Your Organization

MMAANNAAGGEEMMEENNTT  OOFF  AA  FFUUNNCCTTIIOONN

““WWhheenn  aa  pprroobblleemm  ooccccuurrss

tthhee  qquueesstt iioonn  sshhoouulldd  bbee::

‘‘ IIss  iitt  aa  ppeeooppllee  iissssuuee  

oorr  aa  

pprroocceessss  iissssuuee??’’””
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There are three elements to effective people management: 

1. Have the right person in the job. In order to ensure maximum
productivity in any environment the right person needs to be in place.
Understand clearly what the criteria are for the job, what skills and
abilities are necessary, and select wisely. There are times when an
individual must be hired from without, and times when an individual
can be selected from within the organization, perhaps by promotion
into the position. Whatever the circumstances, having the right
person in the job is an important first step.

2. An individual needs to be fully trained. In many cases training can
be broken down into several categories, such as functional training
(e.g. a finance person that requires a CA designation); skills training
(e.g. listening or leadership); and operational training (e.g. how to
use the organization’s intranet). The proper training and orientation
is crucial. 

If you’re operating within an empowered environment, the training
will be ongoing and continuous. Managing people requires a
commitment to this ongoing training, and requires care to ensure that
the training time is being spent in the most appropriate fashion, and
on the most relevant topics.
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MMAANNAAGGEEMMEENNTT  OOFF  AA  FFUUNNCCTTIIOONN

““WWhhoomm  yyoouu  wwoorrkk  ffoorr  

ppllaayyss  aa  hhuuggee  rroollee  iinn  ddeetteerrmmiinniinngg

yyoouurr  oovveerraallll   pprroodduucctt iivv iittyy,,   

aabbii ll iittyy  ttoo  iimmppaacctt ,,

ddeeggrreeee  ttoo  wwhhiicchh  yyoouu  ccaann  mmaakkee  

aa  ddiiffffeerreennccee,,   

aammoouunntt  ooff  ssuuppppoorrtt  yyoouu  ggeett,,  

aanndd  ffeeeeddbbaacckk  yyoouu  rreecceeiivvee  

iinn  oorrddeerr  ttoo  iimmpprroovvee..””
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3. Leadership. I believe that whom a person works for is often more
important to the outcome then what a person does, or the culture of
the organization. Whom you work for plays a huge role in
determining your overall productivity, ability to impact, degree to
which you can make a difference, amount of support you get, and
feedback you receive in order to improve. 

The brilliantly managed individual will eventually become brilliant,
assuming they are the right person with access to the necessary
training. Consequently you as the leader need to provide outstanding
leadership. This creates the necessary environment in which your
team can flourish.

When managing a process issue there are three areas which must
always be considered. 

1. The procedures for the process must be clearly defined. This is
sometimes called a Standard Operating Procedure, or SOP. Unfortunately
writing SOP’s is a boring, tedious and time-consuming task. Not every
process requires clear operating procedures, but most do and certainly all
the important ones do. 

The value of a Standard Operating Procedure is that it allows
individuals who are executing the process to do it in the most
efficient fashion, as has been previously determined and documented
in the Standard Operating Procedure. SOP’s provide the line
manager with the confidence that the task will be done in a particular
fashion and allows other processes to link with that one. As processes
become linked together, each with its own SOP, there is now
predictability of outcome.
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MMAANNAAGGEEMMEENNTT  OOFF  AA  FFUUNNCCTTIIOONN

““SSmmaallll   iinnccrreemmeennttaall  cchhaannggeess

wwhhiicchh  aaccccuummuullaattee  oovveerr  ttiimmee

ccaann  uullttiimmaatteellyy  pprroodduuccee  vveerryy

ssiiggnniiff iiccaanntt   iimmpprroovveemmeennttss  

ttoo  tthhee  ff iinnaall  oouuttccoommeess..””
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When processes are changed, as they inevitably will be in an
organization committed to continuous process improvement, then
the procedure needs to be rewritten to reflect that process change.
Clear steps to be followed by everyone in a process ensures that
minimal errors occur, folklore is not part of the process, and “band-
aid work-arounds,” which are idiosyncratic in nature, are eliminated.
A world-class process has procedures that are well defined, predictable,
replicable, and which are known to generate the desired results. 

Whether the task is to create a series of gala evenings for opening
concerts, or record heart rate readings, there should be a defined
procedure in place for doing it in the correct and most efficient fashion. 

2. Processes need quantified measures. Measure everything possible.
The more effective you become at measuring, the more effective you will
become at predicting outcomes, and changing outcomes where necessary.

Because processes are intended to produce results they can be
measured. These quantified measures allow those responsible for
executing various steps of the process to monitor how well they are
doing, and adjust as required. Once the target is clear it is much
easier to determine how close you are to dead centre. 

Every process needs to have quantified measures. They can be simple
(number of customers served per hour) or complex (net deviation
from standard per item); but they need to be there.
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MMAANNAAGGEEMMEENNTT  OOFF  AA  FFUUNNCCTTIIOONN

““TThhee  eeffffeeccttiivvee  lleeaaddeerr

uunnddeerrssttaannddss  tthhee  ddiissttiinnccttiioonn

bbeettwweeeenn  ppeeooppllee  

aanndd  pprroocceessss,,  aanndd  wwoorrkkss  

ttoo  mmaaxxiimmiizzee  bbootthh  aarreeaass..””
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3. Once a process is defined clearly with measures in place, then steps
should be taken to continuously improve that process. Small
incremental changes which accumulate over time can ultimately
produce very significant improvements to the final outcomes. 

Individuals who believe that there is no better way to do what they
are doing should invest time in benchmarking their processes with
those of other non-competitive organizations. 

By identifying other world-class organizations engaged in a comparable
process, and determining how they do what they do, you can bring
back what you learned to your own organization. If this
benchmarking exercise only serves to reinforce that in fact there is
no better way to do it, then that is also of value – it allows you to
concentrate on other processes which could be improved. 

If on the other hand new ways of doing things are seen which can be
applied, the organization has benefitted and has a target for process
improvement in that particular area. 

When responsible for managing a function, check to ensure that the
right person is fully trained and is being properly managed. Also ensure
that each of the individuals know what steps they need to follow and are
measuring their outcomes. In this way they will be able to determine
whether they are on target, and set new targets for process
improvement. This combination of focus on people and process will
maximize the output of your function.
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PPEEOOPPLLEE  AANNDD  PPRROOCCEESSSS::   UUSSIINNGG  TTHHEE  CCOONNCCEEPPTT

Because all management issues are a combination 
of people and process, this breakdown 

provides a Leadership Diagnostic to figure out 
what’s wrong, and then how to fix it.

PPEEOOPPLLEE

PPRROOCCEESSSS+

TThhee  iinnddiivviidduuaallss

iinnvvoollvveedd  iinn  tthhee  wwoorrkk

TThhee  sstteeppss  wwhhiicchh  tthhee

ppeeooppllee  ttaakkee  ttoo  ggeett  tthhee

jjoobb  ddoonnee

TTHHEE  ((99  SSTTEEPP))  ““PPRROOCCEESSSS””

11 .. TTaallkk

22.. DDeecciiddee

33.. GGeett  LLeeaasshh

44.. GGeett  DDoogg

55.. PPuutt  LLeeaasshh  OOnn

66.. GGoo  OOuuttssiiddee

77.. WWaallkk

88.. RReettuurrnn

99.. TTaakkee  LLeeaasshh  OOffff

Example:
Barb and Jim agree
to take Patches, 
their pet spaniel, 
for a walk.
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Why didn’t something work?

YYoouu  ccaann’’tt  ffiixx   aa  ppeeooppllee  pprroobblleemm  wwiitthh  aa

pprroocceessss  ssoolluuttiioonn;;   aanndd  yyoouu  ccaann’’tt  ffiixx  aa

pprroocceessss  pprroobblleemm  wwiitthh  aa  ppeeooppllee  ssoolluuttiioonn..

OORR

IItt ’’ss  aa  ppeeooppllee  pprroobblleemm,,   oorr

IITT  WWIILLLL  BBEE  OONNEE,,  OORR  BBOOTTHH  --   AALLWWAAYYSS..

iitt’’ss  aa  pprroocceessss  pprroobblleemm..

““PPEEOOPPLLEE””

BBaarrbb  oorr  JJiimm  ddiiddnn’’tt  ddoo  iitt..

PPEEOOPPLLEE

PPRROOCCEESSSS

Example:
It’s 11 PM and the dog still isn’t walked.

“You said 
you would. Why
didn’t you?”

“Hey honey! 
where’s the 
leash?”

““PPRROOCCEESSSS””

TThhee  pprroocceessss  bbrrookkee  ddoowwnn

ssoommeewwhheerree::  

--   TThheeyy  ddiiddnn’’tt  ttaallkk

--  TThheeyy  ddiiddnn’’tt  aaggrreeee

--  TThheeyy  ccoouullddnn’’tt  ffiinndd  tthhee  ddoogg

--  OOrr  tthhee  lleeaasshh,,   eettcc..
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PPoossssiibbllee  ““PPEEOOPPLLEE””  ccaauusseess::

••   HHee  ffoorrggoott  ttoo  sseett  tthhee  aallaarrmm

••  HHee  ddeecciiddeedd  ttoo  ssttoopp  ffoorr

bbrreeaakkffaasstt

••   HHee  ggoott   ccaauugghhtt   uupp  iinn  aa

ffaammiillyy  pprroobblleemm

••  HHee  ssppeenntt  ttoooo  lloonngg  rreeaaddiinngg  

tthhee  ppaappeerr

PPoossssiibbllee  ““PPRROOCCEESSSS””  ccaauusseess::

••   TThhee  aallaarrmm  cclloocckk  bbaatttteerryy  

ggaavvee  oouutt

••   TTrraaffff iicc  ll iigghhttss  wweerree  oouutt,,

ccaauussiinngg  aann  aacccciiddeenntt

••   HHiiss  ccaarr  rraann  oouutt   ooff  ggaass

••   AA  wwrr iinnkk lleedd  sshhii rr tt   nneeeeddeedd

pprreessss ii nngg

SSoolluuttiioonnss::

••   HHaarrrryy  ccoouu lldd  ssiimmppllyy

bbeehhaavvee   dd ii ffffeerreenntt ll yy   ((oorr

lleeaarrnn  aa   ddiiffffeerreenntt  bbeehhaavviioorr))

ttoo  rreessoollvvee  tthhee  pprroobblleemm

SSoolluuttiioonnss::

••  HHaarrrryy  wwoouulldd  hhaavvee  ttoo

cchhaannggee  tthhee  sstteeppss  hhee  ttooookk

eg. Change batteries every 6
months, on schedule

Listen to radio reports of
traffic rather than his CD
of Mozart. etc.

Harry came to work late. Why?

OORR

IItt ’’ss  aa  ppeeooppllee  pprroobblleemm,,   oorr iitt’’ss  aa  pprroocceessss  pprroobblleemm..

PPEEOOPPLLEE

PPRROOCCEESSSS
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PPEEOOPPLLEE  AANNDD  PPRROOCCEESSSS::  UUSSIINNGG  TTHHEE  CCOONNCCEEPPTT

Mabel has been coming to work late
a great deal recently. Why?

IItt ’’ss  aa  ppeeooppllee  pprroobblleemm,,   oorr iitt’’ss  aa  pprroocceessss  pprroobblleemm..

OORR

PPEEOOPPLLEE

PPRROOCCEESSSS

PPoossssiibbllee  ““PPEEOOPPLLEE””  ccaauusseess::

••   SShhee  iiss  hhaavviinngg  ssttrreessss--

rreellaatteedd  wwoorrrriieess  bbeeccaauussee  ooff

wwoorrkk  pprreessssuurree

•• SShhee  iiss  aaffrraaiidd  ooff  mmeeeettiinngg  hheerr

bboossss  eeaarrllyy  iinn  tthhee  mmoorrnniinngg  

iinn  ll iigghhtt  ooff  hhiiss  rreecceenntt

uunnwweellccoommee    aaddvvaanncceess

••  SShhee  hhaass  rreecceenntt llyy  jjoo iinneedd aa  

llaattee  nniigghhtt  eexxeerrcciissee  ccllaassss

aanndd  iiss  oovveerrsslleeeeppiinngg

••   SShhee  hhaatteess  hheerr  jjoobb  ssiinnccee  

tthhee  ddeeppaarrttmmeenntt  hhaass  bbeeeenn

ddoowwnnssiizzeedd

PPoossssiibbllee  ““PPRROOCCEESSSS””  ccaauusseess::

•• TThhee  bbaannkk  rreeppoosssseesssseedd  hheerr  

ccaarr  aanndd  sshhee  hhaass  aann  iirrrreegguullaarr

bbuuss  sscchheedduullee

••   HHeerr  ssttoovvee  iiss  ddeeffeeccttiivvee,,

ssoo  pprreeppaarriinngg  bbrreeaakkffaasstt

ssoommeettiimmeess  ttaakkeess  mmuucchh

lloonnggeerr

••   CCoonnssttrruuccttiioonn  ccrreewwss

wwoorrkkiinngg  iinn  hheerr  aarreeaa  aarree

ccaauussiinngg  ttrraaffffiicc  ttaanngglleess

•• SShhee  nnooww  hhaass  aa  bbooyyffrriieenndd  

ssoo  iiss  oofftteenn  oouutt  llaattee..   SSiinnccee

tthhee  llaauunnddrryy  uusseedd  ttoo  bbee  ddoonnee

iinn  tthhee  eevveenniinngg,,  sshhee  nnooww  

hhaass  ttoo  ddoo  iitt  iinn  tthhee  mmoorrnniinngg

bbeeffoorree  wwoorrkk
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Finding a solution.

FFiirrsstt   ddeetteerrmmiinnee

iinn  wwhhiicchh  aarreeaa  tthhee

ssoouurrccee  ooff   tthhee

pprroobblleemm  ll iieess..

TThheenn  wwoorrkk  

oonn  ddeevveellooppiinngg  

aa  ssoolluuttiioonn..

TThhiiss  pprriinncciippllee  iiss  ttrruuee  wwhheetthheerr  tthhee  iissssuuee  

iiss  rreeaassoonnaabbllyy  ccoonnffiinneedd  ((eegg..   aa  llaattee  eemmppllooyyeeee));;   

oorr  mmaajjoorr  ––  ssuucchh  aass  ppoooorr   ccuussttoommeerr  sseerrvviiccee..

IIss  iitt  ppeeooppllee  pprroovviiddiinngg  ppoooorr  sseerrvviiccee;;   

oorr  iiss  tthhee  pprroocceessss  kkeeeeppiinngg  ggoooodd  ppeeooppllee   ffrroomm  

ddeelliivveerriinngg  ggoooodd  sseerrvv iiccee??

PPEEOOPPLLEE

PPRROOCCEESSSS

+
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11.. RRIIGGHHTT  PPEERRSSOONN

••  KKnnooww  wwhhaatt  tthhee  jjoobb  rreeqquuiirreess,,  

iinn  ddeettaaii ll

••  RReeccrruuiitt  aaccccoorrddiinnggllyy,,  oorr  ttrraaiinn

22.. FFUULLLLYY  TTRRAAIINNEEDD

••  JJoobb  rreeqquuiirreemmeennttss

––  SSkkii ll ll

––  KKnnoowwlleeddggee

••  CClloossee   ppeerrffoorrmmaannccee   ggaappss   

wwiitthh  ttrraaiinniinngg

33.. PPRROOPPEERRLLYY  MMAANNAAGGEEDD

••  IInnddiivviidduuaall  ppootteennttiiaall   ccaann  bbeesstt  bbee

ffuullllyy  rreeaall iizzeedd  bbyy  wwoorrlldd--ccllaassss

lleeaaddeerrsshhiipp

If a “people” issue:

OORR

33  PPRRIIOORRIITTIIEESS

PPEEOOPPLLEE

PPRROOCCEESSSS
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11.. BBuuii lldd  aa  ggrriidd  ll iikkee  tthhiiss  

oonnee  sshhoowwnn  oonn  tthhee  rriigghhtt

hhaanndd  ssiiddee

22.. AAsssseessss  aallll   ssttaaffff  
eg.  � already has it

� needs it this year
� needs it next year

33.. BBuuii lldd  aa  ttrraaiinniinngg  ppllaann

44.. RReeaasssseessss  aannnnuuaallllyy

Building a training plan: 
Whenever possible – recruit with as many of 

these skills as possible to avoid training costs once
the individual is on the job.

SSTTEEPPSS::

PPEEOOPPLLEE Ha
rry

Sa
lly

�
�
�

�
�
�

�
�
�

�
�

�

�
�
�

�
�
�

�
�
�

�
�

�

Job Related Skills
eg. Computer literacy

Order entry
Order fulfillment
etc.

Job Knowledge
eg. Cost per error

Reading inventory reports
Current items on 
promotion
etc.

General Skills
eg. Telephone etiquette

Negotiations skill – level 1
Listening skill
etc.

Supervisory Skill
eg. Setting goals

Managing performance
gaps
Annual performance
appraisals
etc.

••   RRiigghhtt  ppeerrssoonn

••   FFuullllyy  ttrraaiinneedd
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11.. DDEEFFIINNEEDD  PPRROOCCEEDDUURREESS

TThhee  bbeesstt  aanndd  pprrooppeerr  wwaayy  ttoo  

aaccccoommpplliisshh  tthhee  iinnddiivviidduuaall  

aaccttiivviittiieess  ssoo  tthhee  pprroocceessss  iiss  aass  

ffaasstt  aanndd  eerrrroorr  ffrreeee  aass  ppoossssiibbllee..

22.. QQUUAANNTTIIFFIIEEDD  MMEEAASSUURREESS

WWhhaatt  iiss  tthhee  pprroocceessss  ssuuppppoosseedd

ttoo  ddeelliivveerr,,  bbyy  wwhheenn,,  aatt  wwhhaatt

ccoosstt,,   wwiitthh  wwhhaatt  lleevveell  ooff   qquuaalliittyy??

33.. BBEENNCCHHMMAARRKKEEDD  CCOONNTTIINNUUOOUUSS

PPRROOCCEESSSS  IIMMPPRROOVVEEMMEENNTT

If a “process” issue:

OORR

33  PPRRIIOORRIITTIIEESS

PPEEOOPPLLEE

PPRROOCCEESSSS

How do other organizations 
perform a similar process? 
Are they more efficient?
Why?

How can your process be changed to
give a competitive advantage, reduce 
or eliminate waste, reduce cost, 
improve quality, or increase speed?
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Analyzing a process:

33  PPRRIIOORRIITTIIEESS

PPRROOCCEESSSS

NN

YY

11.. PPRROOCCEEDDUURREESS::  mmuusstt  bbee

ddeeffiinneedd  wwiitthh  nnoo  ddeevviiaattiioonnss

22.. MMEEAASSUURREESS:: mmuusstt  bbee  iinn  ppllaaccee
e.g. Time: start � end is 13

minutes Efficiency: 86%

33.. BBEENNCCHHMMAARRKKEEDD::

e.g. Our competitor does it in 
11 minutes, 93% efficient
with no loss of quality

PPRROOCCEESSSS  IIMMPPRROOVVEEMMEENNTT::
e.g. Replace this loop with 

a computer program

CCOONNTTIINNUUOOUUSS  PPRROOCCEESSSS

IIMMPPRROOVVEEMMEENNTTSS::
Keep looking for ways to improve

SSTTAARRTT

EENNDD
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Peter ordered an all dressed hot dog from “Dave’s Dogs”.

The result was so bad he vowed never to return – 
and from then on purchased his “dogs” from another 

street vendor. Why?

OORR

IItt ’’ss  aa  ppeeooppllee  pprroobblleemm,,   oorr iitt’’ss  aa  pprroocceessss  pprroobblleemm..

PPEEOOPPLLEE

PPRROOCCEESSSS

PPoossssiibbllee  ““PPEEOOPPLLEE””  ccaauusseess::

••   DDaavvee  wwaass  rruuddee

••   DDaavvee  wwaass  ssllooppppyy  aanndd

ssppii ll lleedd  ccoonnddiimmeennttss

eevveerryywwhheerree

••   DDaavvee  ggaavvee  tthhee  wwrroonngg

cchhaannggee,,  tthheenn  aarrgguueedd  

tthhee  ppooiinntt

SSoolluuttiioonnss::

••   TThheessee  ccoouulldd  aallll   bbee  ssoollvveedd

wwiitthh  ttrraaiinniinngg,,   oorr  bbyy

rreeppllaacciinngg  DDaavvee!!

PPoossssiibbllee  ““PPRROOCCEESSSS””  ccaauusseess::

••   TThhee  bbuunnss  wweerree  ssttaallee

••   TThhee  ddooggss  wweerree  ccoolldd

••   TThhee  ccoonnddiimmeennttss  wweerree  

ddrriieedd  uupp

SSoolluuttiioonnss::  

••   TThheessee  aallll   rreeqquuiirree  aa  cchhaannggee

iinn  tthhee  sstteeppss  ttaakkeenn  ttoo  ggeett

ddooggss  ttoo  ccuussttoommeerrss  
eg. • Buy buns daily
• Start stove earlier
• Purchase and install
sealable storage units 
for buns and condiments
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MMEEEETTIINNGGSS  CCAANN  BBEE  MMAAXXIIMMAALLLLYY  PPRROODDUUCCTTIIVVEE

11.. KKnnooww  WWHHAATT  iiss  ttoo  bbee  ccoovveerreedd::

••   ““WWhhaatt’’ss  tthhee  rreeaassoonn  wwee’’rree  ttooggeetthheerr??””

= TThhee  OObbjjeeccttiivvee,,  TThhee  AAggeennddaa

22.. GGeett  IINNPPUUTT::

••   AAsskk  ffoorr  OOppiinniioonnss

33.. UUssee  KKNNOOWWLLEEDDGGEE::

••   RReeffeerreennccee  FFaaccttss  

44.. MMaakkee  DDEECCIISSIIOONNSS::  

••   TToo  aacctt,,   oorr

••   TToo  ggeett  mmoorree  iinnffoo,,  oorr

••   TToo  ddoo  nnootthhiinngg  

uunnttii ll   ________________________ ((yyoouurr  ddaattee))

55.. AASSSSIIGGNN  TTaasskkss::

••   WWhhoo  wwii ll ll   ddoo  wwhhaatt,,  bbyy  wwhheenn

66.. CCoommmmiitt  ttoo  FFOOLLLLOOWW  UUPP::

••   DDiidd  iitt  ggeett  ddoonnee??

••   CCoonnsseeqquueennccee  = ??
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MMEEEETTIINNGGSS  CCAANN  BBEE  MMAAXXIIMMAALLLLYY  PPRROODDUUCCTTIIVVEE

Meetings are often accused of being one of the great time wasters of
modern civilization. And this is often true! 

However, it need not be so. A well-run meeting can not only save time,
but can serve to get everyone focused, put information on the table, and
allow for rapid progress toward an end result. 

Because these benefits are so valuable we often put up with all the waste
that also accompanies the benefit! There are six steps that can be followed to
make meetings maximally productive, and so eliminate the waste.

1. Everyone needs to understand what the objective is. An opening
question like, “What are we here to achieve?” often serves to focus
people’s attention.

Similarly, putting out an agenda in advance helps keep the meeting
focused and helps to provide clarity on the tasks to be accomplished
(assuming, of course, you have the discipline to stick to the agenda!).

2. Be careful not to bring people together when a memo, or video
would accomplish the same thing. When information is one-way out
to others, then often there are more effective vehicles than meetings.

Therefore meetings should be used when you wish to solicit the
opinions of others, or get their feedback on the information which
has already been sent out.

3. Make sure that the information discussed is based on fact.To spend
time on issues only to subsequently discover that the original data
were faulty is extremely frustrating. Ensuring that items are fact-
based tends to eliminate the need to go back and reconsider information
at another meeting later on.
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MMEEEETTIINNGGSS  CCAANN  BBEE  MMAAXXIIMMAALLLLYY  PPRROODDUUCCTTIIVVEE

““AA  wweellll--rruunn  mmeeeett iinngg  

ccaann  nnoott   oonnllyy  ssaavvee  tt iimmee,,  

bbuutt  ccaann  sseerrvvee  ttoo  

ggeett  eevveerryybbooddyy  ffooccuusseedd,,  

ppuutt  iinnffoorrmmaattiioonn  oonn  tthhee  ttaabbllee,,

aanndd  aallllooww  ffoorr  rraappiidd  pprrooggrreessss  

ttoowwaarrddss  aann  eenndd  rreessuulltt..””
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MMEEEETTIINNGGSS  CCAANN  BBEE  MMAAXXIIMMAALLLLYY  PPRROODDUUCCTTIIVVEE

4. Productive meetings are ones which result in decisions. Not all
decisions have to be to do something; sometimes the decision can simply
be to gather more data, or to wait until some other event occurs, etc.
However clarity about decisions that have been arrived at during the
course of the meeting significantly enhances their productiveness.
Keeping track of the decisions should be done in the minutes of 
the meeting. 

5. Any work that follows as a result of the meeting should be assigned
to the appropriate individuals.

This work assignment should be clearly stated in terms of what is to
be expected, what resources will be used, and when the work should
be accomplished. Providing this degree of clarity “on the spot” when
everyone is clear on the issues discussed is one of the powerful
benefits of discussing issues at meetings in the first place.

6. Commit to follow- up on the commitments made at the meeting.

Individuals need to know that they will be held accountable for the
work assigned to them, or that they’ve agreed to do. Others will now
be dependent on the consequences of the discussions made, or action
agreed to, so following up to ensure it gets done is crucial.

Committing to action, and demonstrating the accompanying follow-
up, is motivating to those attending as they see progress being made
as a result of meeting together.
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OONNEE--OONN--OONNEE  MMEEEETTIINNGGSS  RREEQQUUIIRREE  SSKKIILLLL  AANNDD  CCAARREE

11.. CCLLEEAARR  FFOOCCUUSS

AA  mmuuttuuaallllyy   uunnddeerrssttoooodd

oobbjjeecctt iivvee

22.. MMUUTTUUAALL  LLIISSTTEENNIINNGG

44.. CCLLEEAARRLLYY  AAGGRREEEEDD

NNEEXXTT  SSTTEEPPSS

33.. CCHHEECCKK  AANNDD  RREECCHHEECCKK

““IIff   II   uunnddeerrssttoooodd  yyoouu

ccoorrrreeccttllyy  yyoouu  ssaaiidd  ......””

RReemmaaiinn  PPaattiieenntt,,   RReessppeeccttffuull,,   aanndd  FFooccuusseedd..
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OONNEE--OONN--OONNEE  MMEEEETTIINNGGSS  RREEQQUUIIRREE  SSKKIILLLL  AANNDD  CCAARREE

When meetings occur between individuals (rather than in larger groups)
different skills are required. There are four clear steps that significantly
improve one-on-one interaction.

1. Have a clear focus. The reason that two people are together needs to
be clear to both parties. Consequently a few moments up front
making absolutely clear what is looked for as an outcome, is both
crucial and key to an effective one-on-one interchange.

2. Commit to effective mutual listening. Often two people together find
themselves with one dominating as the speaker, and the other more
passive as the listener. The “speaker” appears to be there to tell the
“listener” what they want them to hear. Inevitably, the individual
intended to be the listener will also have a point of view and
something to contribute. 

Consequently, it’s vital that both parties enter into a one-on-one
meeting with the intent to listen clearly to the other as the meeting
progresses, in order to maximize the value of the time together.

3. Check and recheck. We often assume that, because there are only two
of us talking in a meeting, there can be no possible misunderstanding.
Often though, misunderstandings are more likely between two people
when there are no others in the room to check, validate, or probe
another’s comments.

As a result, one of the keys to successful one-on-one meetings is to
frequently check and then recheck to ensure that what was heard was
what was said. An excellent way of doing this is simply by using the
phrase, “If I understood you correctly you said...”. This allows the listener
to politely check to ensure that the message they received was the one that
was intended.
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OONNEE--OONN--OONNEE  MMEEEETTIINNGGSS  RREEQQUUIIRREE  SSKKIILLLL  AANNDD  CCAARREE

““OOnnee  ooff  tthhee  kkeeyyss  

ttoo  ssuucccceessssffuull   oonnee--oonn--oonnee

mmeeeettiinnggss  iiss  ttoo  

ffrreeqquueennttllyy  cchheecckk  aanndd  eennssuurree

tthhaatt  wwhhaatt  wwaass  hheeaarrdd  

wwaass  wwhhaatt  wwaass  ssaaiidd..””  
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OONNEE--OONN--OONNEE  MMEEEETTIINNGGSS  RREEQQUUIIRREE  SSKKIILLLL  AANNDD  CCAARREE

4. Agree on next steps. At the end of the discussion something will
have occurred. Sometimes it’s an action plan, sometimes it’s simply
an understanding to move forward. Whatever the case both parties
need to agree on what steps were committed to, and what will occur
as a result of having met together.
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CCOOOORRDDIINNAATTIINNGG  IINNPPUUTT  FFRROOMM  OOTTHHEERRSS::   
KKEEEEPP  IITT  FFOOCCUUSSEEDD

AAtt  tthhiiss  ppooiinntt  iinnppuutt   iiss  rreeqquuiirreedd  ttoo  ggeett  iitt  

bbaacckk  oonn  ttrraacckk  ttoo  eennssuurree  tthhaatt  tthhee  ffooccuuss  rreemmaaiinnss  oonn  

aarrrriivv iinngg  aatt  tthhee  aaggrreeeedd  uuppoonn  oouuttccoommee..

TThhee  ppaatthh  yyoouu  

kknnooww  mmuusstt  bbee

ffooll lloowweedd  ttoo  ggeett  

ttoo  tthhee  oouuttccoommee

TThhee  ppaatthh  tthhee  

ccoonnvveerrssaattiioonn  oorr

ddiissccuussssiioonn  ooff

tthhee  ggrroouupp  ttaakkeess

TThheessee  aarree  ccrruucciiaall

ppooiinnttss  --   tthhee  iinnppuutt   iiss

ssttaarrttiinngg  ttoo  ttaakkee  oonn  aa

ll iiffee  ooff  iittss  oowwnn  ::   IItt’’ss

GGooiinngg  OOffff   TTrraacckk!!
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CCOOOORRDDIINNAATTIINNGG  IINNPPUUTT  FFRROOMM  OOTTHHEERRSS::  
KKEEEEPP  IITT  FFOOCCUUSSEEDD

It often falls to the leader to be responsible for managing input in group
meetings or team meetings. This input needs to be managed and
coordinated in order to ensure the most desirable outcome.

I recall sitting on a board of volunteers where everyone had a willing
and enthusiastic spirit, was keen to contribute, and keen to be heard.
The Chair’s job was to coordinate all that input and ensure that time and
resources were used in the most efficient fashion. We all share this
challenge when responsible for coordinating input from others! 

A primary objective is to keep the input focused. As the leader you will
have some feel for the task or the steps to be followed in order to ensure
that the outcome is achieved as required. Clearly it is inappropriate for
you to dictatorially drive the group in that direction – this inhibits
involvement, and blocks the opportunity to reap the benefit of the
experience and viewpoints of the others in the group. But as the
discussion progresses, you do need to be able to get from the starting
point to the end.

Allow the discussion to flow, and when you feel it’s deviating too far
from the path then nudge it back on track. As long as you feel the
general direction is aligned with the path you feel is appropriate, then
let the discussion go on. However, once you believe it’s taking on a life
of its own, or veering away from that which you feel to be the most
effective path, a nudge is then appropriate.

Clearly this is the longer approach. It would be much faster to simply
force the discussion to an end; but then you lose all the benefits which
come from effectively coordinating the inputs of others; and have failed
to provide the quality of leadership that is expected by the group.
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CCOOOORRDDIINNAATTIINNGG  IINNPPUUTT  FFRROOMM  OOTTHHEERRSS::   
WWAATTCCHH  RREELLAATTIIVVEE  VVAALLUUEE

AAtt  tthhiiss  ppooiinntt  ttiimmee  iiss  bbeeiinngg  lleessss  wweellll   ssppeenntt,,   

aarrgguummeennttss  aarree  bbeeiinngg  rreeppeeaatteedd,,   aanndd  iitt’’ss  ttiimmee  ttoo

bbrriinngg  cclloossuurree  ttoo  tthhiiss  ppoorrttiioonn  ooff  tthhee  ddiissccuussssiioonn..

VVAALLUUEE

TTIIMMEE

When value starts to go down 
(relative to the earlier discussions) it’s time 

to limit further discussion.

the book_updated_1109.qxd:the book.qxd  11/11/09  10:54 AM  Page 290



291
EXECUTIONAL EXCELLENCE

How to Have Really Productive Meetings

CCOOOORRDDIINNAATTIINNGG  IINNPPUUTT  FFRROOMM  OOTTHHEERRSS::  
WWAATTCCHH  RREELLAATTIIVVEE  VVAALLUUEE

In meetings or teams where several individuals are giving points of
view, discussion tends to flow around a given topic or series of subjects.
You as the leader need to manage the flow. Typically in the early stages
of a discussion the input received is of considerable value; however, as
the discussion progresses it can become repetitive, ultimately spiraling
down into a waste of time for all concerned.

This can be difficult to handle if individuals in the group do not realize
that they are perpetuating the spiral, or feel that they are adding new
information when in your judgement, they are not.

The challenge as a leader is to know how far to let this kind of
discussion go before tactfully moving on with a statement such as:
“Allow me to summarize what we’ve discussed so far; and then I
suggest we move on to the next point, after Sally has finished with her
current thoughts.”

In order to identify when to move a conversation forward think in terms
of a graph with “time” on the “X” axis and “value” on the “Y” axis. In
the early stages of the discussion there is high value, but as it
degenerates into repetitive comments the value is low. As you see this
point approaching move the group off the subject. 

Relative value is a key guide to knowing how to coordinate the input
from others. There is always value in everything anyone says, but
relatively there can be significant less value once the subject has been
examined and discussed thoroughly. At that point there will be greater
value in moving on to the next topic, and you as a leader need to be
sensitive to this truth and manage the process accordingly.

the book_updated_1109.qxd:the book.qxd  11/11/09  10:54 AM  Page 291



292
EXECUTIONAL EXCELLENCE

How to Have Really Productive Meetings

CCOOOORRDDIINNAATTIINNGG  IINNPPUUTT  FFRROOMM  OOTTHHEERRSS::   
RREECCAAPP  PPEERRIIOODDIICCAALLLLYY

PPaauussee    ttoo

rreevviieeww    aanndd

rreeccaapp    wwhhaatt

wwaass  ssaaiidd

AAggaaiinn,,  ppaauussee  aanndd

rreeccaapp  ––  kkeeeeppiinngg  

tthhee  wwoorrkk

aaccccoommpplliisshheedd,,  oorr

iissssuueess  ddiissccuusssseedd

ttoopp  ooff  mmiinndd

EEttcc..

Periodically provide a short recap. 
This accelerates progress, and avoids unnecessary 

duplication or loss of group focus.
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CCOOOORRDDIINNAATTIINNGG  IINNPPUUTT  FFRROOMM  OOTTHHEERRSS::  
RREECCAAPP  PPEERRIIOODDIICCAALLLLYY

One of the most effective ways to coordinate input from others is to
periodically exercise your authority as leader and recap what has been
said. This has several benefits.

It keeps people on track so that their comments and input do not
meander and stray from the topic at hand. It also serves to reinforce
progress made to date and conclusions already arrived at.

Frequent recapping tends to inhibit repetitive comments as people
realize, from your recap, that perhaps what they were about to say has
already been said in another way. Lastly, recapping is a powerful way to
move from the theoretical to the practical – it allows you to summarize
what has been said, what has been agreed to, and what action will be
taken. This provides people with a sense of accomplishment, and also
clarifies the decisions and thoughts that have been articulated clearly
and on which people have agreed.

As you pause periodically to recap what has been said do not neglect to
recap your own earlier recaps! You need to provide the group with your
summary relative to the most recent discussions, and also keep them
apprised of earlier discussions that you previously recapped. This
builds a sense of growing achievement and ensures that the group
remains focused on the topic at hand. 

Group focus is crucial in these kinds of discussions, and recapping is a
key tool in making that happen.
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CCOOOORRDDIINNAATTIINNGG  IINNPPUUTT  FFRROOMM  OOTTHHEERRSS::
AASSKK  FFOORR  AADDDDIITTIIOONNAALL  IINNPPUUTT

MMOORREE
IINNPPUUTT

AANNYYOONNEE??

OOrriiggiinnaall  DDiissccuussssiioonn CClloossuurreeRReeqquueesstt

ffoorr  MMoorree

IInnppuutt

SSoommee

EExxttrraa

IInnppuutt

TTHHIISS  SSTTEEPP  DDOOEESS  SSEEVVEERRAALL  TTHHIINNGGSS::

11.. EEnnssuurreess  lleessss  oouuttggooiinngg  iinnddiivviidduuaallss  ddoo  hhaavvee  aa  cchhaannccee  

ttoo  ccoonnttrriibbuuttee

22.. AAvvooiiddss  aannyy  aappppeeaarraannccee  ooff  ““rraaii ll rrooaaddiinngg””  aa  ccoonncclluussiioonn  

bbyy  aannyyoonnee

33.. OOfftteenn  bbrriinnggss  oouutt  eexxcceelllleenntt  iinnppuutt  tthhaatt  wwaass  ssllooww  iinn  ggeerrmmiinnaattiinngg

44.. SShhoowwss  ccoouurrtteessyy  ttoo  aallll   ––  aanndd  tthheerreeffoorree  ssttrroonngg  lleeaaddeerrsshhiipp

TThhaannkk

YYoouu
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CCOOOORRDDIINNAATTIINNGG  IINNPPUUTT  FFRROOMM  OOTTHHEERRSS::
AASSKK  FFOORR  AADDDDIITTIIOONNAALL  IINNPPUUTT

Once the group has come to resolution the last thing you as leader want
to do is ask for more input!

In part, asking for more input may appear to be opening the gate for
further discussion; and it may seem to be unnecessary and time
consuming. Personally, you may simply be glad that the discussion has
finally come to an end and that you can now move on! 

However, there are many times when asking for additional input would
be of great value. Once you believe the discussion has wound down, and
you have made your “final” summary for the group, then pause and say
something like, “Before we move on, perhaps we should just take a
moment to see whether there is any additional input from anyone.” This
does several things:

1. It provides those less outgoing individuals with a chance to provide
their input, if they had not been able to do so to their satisfaction
earlier. Sometimes the more extroverted members of the group carry
the discussion, and it comes to closure before the quieter ones have
had a chance to really express their points as they wish. Often their
input is very valuable and worth hearing. Asking for additional input
after the more vocal ones have been heard and summarized provides
an opportunity for those who are somewhat more shy to contribute, if
they still have something to say.
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CCOOOORRDDIINNAATTIINNGG  IINNPPUUTT  FFRROOMM  OOTTHHEERRSS::
AASSKK  FFOORR  AADDDDIITTIIOONNAALL  IINNPPUUTT

““TThhee  mmaarrkk  ooff  aa  lleeaaddeerr  

iiss  tthheeiirr  aabbii ll iittyy  ttoo  ddrraaww  oouutt  

tthhee  bbeesstt  ffrroomm  aallll   tthhoossee  

wwhhoo  aarree  

ppaarrtt  ooff  tthhee  ggrroouupp..””
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CCOOOORRDDIINNAATTIINNGG  IINNPPUUTT  FFRROOMM  OOTTHHEERRSS::
AASSKK  FFOORR  AADDDDIITTIIOONNAALL  IINNPPUUTT

2. It avoids any appearance that the conclusion was railroaded by some
members of the group. If there is still strong opposition, or a
dissenting voice, then this is an opportunity for them to speak and to
allow you as a leader to hear those concerns if they have not been
effectively expressed before this point.

Individuals who disagree, but have had their say, may perhaps speak
up with a comment like: “Well I don’t agree, but you know how I
feel,” in which case you are already aware of that point of view and
have taken it into account.

Going forward it is of great value for people to feel that they have had
a chance to truly express their points of view, and not feel they are
being driven into something which they don’t fully support without
first having had a chance to voice their concerns.

3. Very often individuals will have a germ of an idea that will take a
while to come to fruition. They’re thinking something through,
preparing their thoughts, maybe even mentally organizing some
information to present. While they are doing this the discussion is of
course continuing, and may even be drawing to a conclusion. If you as
the leader move on without asking for any further comment you may
miss that idea which has now crystallized and is ready to be presented. 

This may not happen often, but it does happen periodically and it
would be a shame to lose these gems, as they are often of
considerable value. The individual putting them forward has, after
all, given quite a bit of thought to the matter before speaking.
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CCOOOORRDDIINNAATTIINNGG  IINNPPUUTT  FFRROOMM  OOTTHHEERRSS::
AASSKK  FFOORR  AADDDDIITTIIOONNAALL  IINNPPUUTT

““VVeerryy  oofftteenn  iinnddiivv iidduuaallss  

wwii ll ll   hhaavvee  aa  ggeerrmm  ooff  aann  iiddeeaa

tthhaatt  wwii ll ll   ttaakkee  aa  

wwhhii llee  ttoo  ccoommee  ttoo  ffrruuiittiioonn..””
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CCOOOORRDDIINNAATTIINNGG  IINNPPUUTT  FFRROOMM  OOTTHHEERRSS::
AASSKK  FFOORR  AADDDDIITTIIOONNAALL  IINNPPUUTT

4. It allows you to demonstrate courtesy to the group, and sensitivity to
each individual around the table. This is respected and seen as a mark
of leadership. Being courteous is clearly key in any leader, and
sensitivity to others needs to be top of mind when you have a group
of people in discussion, especially when your objective is to
coordinate their input, or lead it through to a viable conclusion.

There are times when asking for addition input is inappropriate or
unnecessary; but not always. You need to be sensitive to this and act in
accordance with your own best judgement. Once any additional input is
called for and heard, then include it with your final wrap-up and bring
closure to the topic.

The mark of a leader is their ability to draw the best out from all those
who are part of the team or group. Being sensitive in this fashion will
allow you to do so.
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Passing on Your Own Strengths to Others

SSTTRREENNGGTTHHEENNIINNGG  OOTTHHEERRSS

If the people you work with are weak, 
then you will be weakened.

If the people you work with are strong, then you 
will be strengthened.

YYoouurr  rreegguullaarr,,  ccoonnssiisstteenntt  iinnppuutt  iinnttoo  aannootthheerr,,  oovveerr  ttiimmee

DDOO  AALLLL  YYOOUU  CCAANN  TTOO  SSTTRREENNGGTTHHEENN  
TTHHOOSSEE  AARROOUUNNDD  YYOOUU..
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Passing on Your Own Strengths to Others

SSTTRREENNGGTTHHEENNIINNGG  OOTTHHEERRSS

The effort made to strengthen others pays back many times over, as it not
only builds confidence and skill on the job, but also results in improvement
to overall, long term capability. Further, strong people strengthen those
around them, as well as the teams of which they are a part.

There are some things which might be seen as hindrances to investing
time in strengthening others: feeling too busy; being threatened that
your job may be taken by the one you strengthened; personal ego – the
person is unwilling to learn; and, your own fear of failure. However, in
each case, this hurdle needs to be addressed head on, and dealt with, and
not allowed to block the initiative, given its importance. 

Employees need to be competent in each area of their jobs. So
identification of the key job components establishes a job profile which
then serves as a base against which to assess relative strengths and
weaknesses. In areas of weakness a supervisor’s responsibility is to
close the gaps, which is called “gap management.” As it is critical to the
success of the organization to have each person competent in all their key
areas this requires a fundamental commitment to training and development.

Strengthening others, however, goes beyond gap management and
takes an individual beyond their required competence level; the object
is to unleash their potential.

Each person has the potential to be better than they currently are, and
leaders are responsible for developing this. This then sets two ongoing
priorities for leaders:

1. Close gaps – develop the required skills.

2. Release human potential by building in abilities even greater than
what is immediately required – build for the future.
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Passing on Your Own Strengths to Others

SSTTRREENNGGTTHHEENNIINNGG  OOTTHHEERRSS

““EEaacchh  ppeerrssoonn  hhaass  tthhee

ppootteenntt iiaall  ttoo  bbee  bbeetttteerr  

tthhaann  tthheeyy  ccuurrrreennttllyy  aarree,,   

aanndd  lleeaaddeerrss  aarree  

rreessppoonnssiibbllee  ffoorr  hheellppiinngg  

ttoo  ddeevveelloopp  tthhiiss..””
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Passing on Your Own Strengths to Others

SSTTRREENNGGTTHHEENNIINNGG  OOTTHHEERRSS

The six steps required to make this happen are:

1. A commitment from both parties to make it happen. 

2. The identification of what could be strengthened.

3. The subsequent identification of a suitable strength to be passed on
to another.

4. Frequent and ongoing communication.

5. A recognition and appreciation that different people will learn at a
different pace, and in different ways.

6. An appreciation by both parties of the importance of this effort and
how it fits into the bigger picture.

Success will be achieved if the leader is committed to strengthening
others. This initiative though must be done “along the way,” i.e. as
circumstances allow during the course of day-to-day activities,
“teaching by inclusion.” 

If the commitment is there, and the effort is made as opportunities
present themselves, i.e., it’s kept “top of mind”, then successes will
follow and individuals will grow stronger.
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Passing on Your Own Strengths to Others

PPAASSSS  OONN  YYOOUURR  GGRREEAATTEESSTT  SSTTRREENNGGTTHH

DDeetteerrmmiinnee  tthhee  oonnee  tthhiinngg  tthhaatt  iiss  yyoouurr  

ggrreeaatteesstt  ssttrreennggtthh,,

TThheenn  ccoommmmiitt  yyoouurrsseellff  ttoo  bbuuiillddiinngg  tthhiiss  ssttrreennggtthh  

iinnttoo  ootthheerrss..
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Passing on Your Own Strengths to Others

PPAASSSS  OONN  YYOOUURR  GGRREEAATTEESSTT  SSTTRREENNGGTTHH

Imagine an individual beginning as a mailroom clerk, and bringing a
number of skills to this job. As they rise through the organization
additional skills are acquired. This is natural as one progresses through
a career.

Suppose now this mail clerk has a supervisor who, for example, is very
strong at reading a Profit and Loss Statement. The supervisor
recognizes that the clerk will not probably need this skill in the
mailroom, however identifies this as their own personal strength and
decides to pass it on to the mailroom clerk anyway, and does so, in
addition to providing the necessary help to close any knowledge or skill
gaps required for the job (gap management). As a result of this
additional strengthening the mailroom clerk now has the ability to read
a Profit and Loss Statement; and they have it for life! 

Assume the clerk later gets promoted and has a new supervisor. This
new boss is very strong at negotiation skills and in addition to closing
any gaps, passes this negotiation strength on to the clerk...and so on
throughout the clerk’s career.

Over time this individual advances, now carrying each of these
additional strengths as personal competencies. When given their own
team of people to lead, they are then able to pass the acquired additional
strengths on to this team!
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Passing on Your Own Strengths to Others

PPAASSSS  OONN  YYOOUURR  GGRREEAATTEESSTT  SSTTRREENNGGTTHH

““LLeeaaddeerrss  wwhhoo  

ccoonnssiisstteennttllyy  ppaassss  oonn  tthheeiirr

ssttrreennggtthhss  aarree  mmeeaanniinnggffuullllyy

iinnccrreeaassiinngg  tthhee  

oovveerraallll   iinntteelllleeccttuuaall  ccaappiittaall  

ooff  tthhee  oorrggaanniizzaattiioonn..””
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Passing on Your Own Strengths to Others

PPAASSSS  OONN  YYOOUURR  GGRREEAATTEESSTT  SSTTRREENNGGTTHH

If an organization has 1,500 employees, all of whom are closing gaps and
strengthening others in this way, then over an extended period of time:

1. Lower levels will have the skills that in the past were only at the
senior level.

2. An incredibly strong organization results.

Your greatest strengths may be technical, and related to day-to-day
activities on the job; they may be in the area of leadership or
supervision; they may be in the area of personal skills, such as getting
along well with people. They may be simple, insightful, attitude based
or philosophical. Whatever your strengths, pass them on, in addition to
providing the necessary gap management.
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Passing on Your Own Strengths to Others

HHEELLPP  OOTTHHEERRSS  LLOOOOKK  GGOOOODD

People are always striving either to be better, 
or to be perceived as better.

If you are seen as someone who accelerates 
this process in others, then you yourself will be 

considered as extremely valuable.

BBee  tthhee  ffoorrccee  tthhaatt  iiss  iinnssttrruummeennttaall   

iinn  ccaauussiinngg  tthhiiss  ttoo  hhaappppeenn!!

WWoorrkk  hhaarrdd  ttoo  mmaakkee  ootthheerrss  llooookk  ggoooodd!!
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Passing on Your Own Strengths to Others

HHEELLPP  OOTTHHEERRSS  LLOOOOKK  GGOOOODD

Most people are always striving to either be better, or be perceived as
better. We should try to accelerate this process by working hard to make
others look good.

Setting aside those who are complacent and lack real ambition, there
remain two different types of individuals:

1. Those who are good, yet who may believe that they are not being
perceived as good. They don’t believe they have the visibility or the
exposure to be properly appreciated. (They know they are good and
it’s the perception and visibility that they are after.)

2. Those who feel they have potential to be better. They would say,
“Give me the opportunity and I’ll really be able to perform!” They
want to be stronger.

When told, “I believe in you and will help you get the appropriate
visibility and exposure,” people’s performance will generally rise to
meet that degree of confidence expressed in them.

Making the effort to show the true value of others and providing
encouragement instills confidence. They are being given the opportunity
to develop in areas which they feel are their strengths.

As a person’s self-confidence and self-image improves then they are
willing to take greater risks, speak with more conviction, and often express
themselves more fully. They will contribute many of the things which
usually remain hidden inside for fear of ridicule, or lack of confidence.
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Passing on Your Own Strengths to Others

HHEELLPP  OOTTHHEERRSS  LLOOOOKK  GGOOOODD

““MMaakkiinngg  tthhee  eeffffoorrtt  

ttoo  mmaakkee  ootthheerrss  llooookk  ggoooodd,,

aanndd  pprroovviiddiinngg

eennccoouurraaggeemmeenntt,,   

iinnssttii ll llss  ccoonnffiiddeennccee..””
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Passing on Your Own Strengths to Others

HHEELLPP  OOTTHHEERRSS  LLOOOOKK  GGOOOODD

By addressing this – by working hard to make apparent the true worth
of others -you allow them the opportunity to really demonstrate that
they do have worth. You are providing the framework that allows them
to rise to high expectations. There are three distinct things leaders can
do to instill this degree of confidence.

Give Credit

This is a process whereby if an individual does a good job they receive
appropriate credit and, when possible, in front of others. 

Note: This is not giving credit away. Be sure you “keep” appropriate
credit for your own contribution. This enhances your overall credibility
and reduces the risk of appearing insincere.

Give Way (Listen)

Allow individuals the opportunity to press forward with their point of
view, their opinion or their idea. This is analogous to a powerful motor
boat meeting up with a small sail boat and the motor boat “giving way”
to the smaller boat: allowing it to continue on course, at the “expense”
of the motor boat having to adjust its own course somewhat.

There are other circumstances where that same sailboat may find itself
in a situation where it must give way, for example, to a canoe. So there
are times when you need to give way to others, and there are times when
others will need to give way to you. But the way to make others look
good is to allow them passage, when it is clear that their approach has
some merit.
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Passing on Your Own Strengths to Others

HHEELLPP  OOTTHHEERRSS  LLOOOOKK  GGOOOODD

““BByy  wwoorrkkiinngg  hhaarrdd  

ttoo  mmaakkee  ootthheerrss  llooookk  ggoooodd

yyoouu  aallllooww  ootthheerrss  

tthhee  ooppppoorrttuunniittyy  ttoo  rreeaallllyy

ddeemmoonnssttrraattee  tthhaatt  

tthheeyy  ddoo  hhaavvee  wwoorrtthh..   

YYoouu  aarree  pprroovviiddiinngg  tthhee

ffrraammeewwoorrkk  tthhaatt  aalllloowwss  tthheemm  ttoo

rriissee  ttoo  hhiigghh  eexxppeeccttaattiioonnss..””
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Passing on Your Own Strengths to Others

HHEELLPP  OOTTHHEERRSS  LLOOOOKK  GGOOOODD

This “allowing of passage” is fundamental to allowing other people to
have an opportunity to present their ideas, concepts, beliefs, and
convictions. The one in authority must be willing to be swayed if the
suggestions are valid.

This at times can be difficult: for example, when an employee has a
“great new idea” – but it is an idea that has previously been tried and
subsequently been found wanting. The problem with rejecting the idea
outright is that the individual may feel as though they have little worth
and may be hesitant to bring forward any ideas again, and their next idea
may be priceless!

In these circumstances listen completely, ask why it is felt this idea will
work (perhaps they’re suggesting a new twist to the idea not tried
before), and if appropriate collaborate more fully – now or later.
Sometimes after the individual has thought things through they will
conclude the idea will not work after all. But they were heard! And by
so doing: 

1. They are stronger as a result.

2. Confidence, trust and respect have been instilled in them.

3. This individual recognizes that you are open and approachable, and
so they will be willing to bring forward their next idea.
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Passing on Your Own Strengths to Others

HHEELLPP  OOTTHHEERRSS  LLOOOOKK  GGOOOODD

““AAss  aa  ppeerrssoonn’’ss  

sseellff--ccoonnff iiddeennccee  iimmpprroovveess

tthheeyy  wwii ll ll   ccoonnttrriibbuuttee  

mmaannyy  ooff  tthhee  tthhiinnggss  wwhhiicchh

uussuuaallllyy  rreemmaaiinn  

hhiiddddeenn  iinnssiiddee  ffoorr  llaacckk  

ooff  ccoonnff iiddeennccee..””
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Passing on Your Own Strengths to Others

HHEELLPP  OOTTHHEERRSS  LLOOOOKK  GGOOOODD

Give Support

Giving support is another way in which others can be made to look
good. This is a process whereby an individual is supported in an
activity. Everything reasonable is done to make them successful, which
can include your own experience; providing them with access to
resources; and your time as coach or mentor.

Note:

Giving credit is strengthening in the past tense... you are giving credit
for something already done. 

Giving way is future tense... you are allowing them to pursue an idea or
approach, something they would like to do in the future.

Giving support is present based... you are providing them with a “safety
net,” support for a current activity. This support could be advice,
encouragement, money, coaching, etc.
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Passing on Your Own Strengths to Others

BBEE  PPAATTIIEENNTT  WWHHEENN  HHEELLPPIINNGG  OOTTHHEERRSS  TTOO  GGRROOWW

SSHHOORRTT  TTEERRMM  EEFFFFOORRTTSS SSHHAALLLLOOWW  RREESSUULLTTSS

LLOONNGG  TTEERRMM,,  SSUUSSTTAAIINNEEDD LLIIFFEE  CCHHAANNGGIINNGG  

EEFFFFOORRTT  AANNDD  CCOOMMMMIITTMMEENNTT RREESSUULLTTSS

People are strengthened, and significant things are built 
into their lives, only over an extended period of time.

Recognize this, be patient, 
and understand it to be a long term process.
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Passing on Your Own Strengths to Others

BBEE  PPAATTIIEENNTT  WWHHEENN  HHEELLPPIINNGG  OOTTHHEERRSS  TTOO  GGRROOWW

Once you embark upon the journey of strengthening others, then
patience must always remain top of mind.

People take a long time to learn, new ideas are not readily accepted, old
patterns and old ways are not immediately discarded in favor of new
ones. Consequently, one must be patient as a builder into people, and
must expect that life changing learning will not occur quickly. Continue
to be patient, and supportive; and persevere.

Rome was not built in a day. If you plan to build Rome into the life of
an individual expect it to take longer than a day!

If a cup of water is poured on the carpet today it will be soaked up, dry
out, and tomorrow there will be no evidence that water had been poured
onto it. Pouring water on the carpet will darken it temporarily, but will
not change it permanently.

India ink, on the other hand, if poured onto the carpet will never come
out. It becomes a part of the fabric. Literally, to get it out requires a
knife. The portion of the carpet with the stain would have to be cut away
from the rest of the carpet.

People are the same way.

The really significant things – like India ink – reach down into the heart
and latch on to the inner commitment and values – those areas which drive
an individual. These things inevitably take a long time to sink that deep.

Superficial things – like the water – can be taught and learned quite
quickly but make little impact.
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Passing on Your Own Strengths to Others

BBEE  PPAATTIIEENNTT  WWHHEENN  HHEELLPPIINNGG  OOTTHHEERRSS  TTOO  GGRROOWW

““TThhee  rreeaallllyy  ssiiggnniiff iiccaanntt

tthhiinnggss  rreeaacchh  ddoowwnn  iinnttoo  

tthhee  hheeaarrtt   aanndd  llaattcchh  oonn  ttoo

iinnnneerr  ccoommmmiittmmeenntt  

aanndd  vvaalluueess..  TThheessee  tthhiinnggss

iinneevviittaabbllyy  ttaakkee  aa  lloonngg  ttiimmee

ttoo  ssiinnkk  tthhaatt  ddeeeepp..””
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BBEE  PPAATTIIEENNTT  WWHHEENN  HHEELLPPIINNGG  OOTTHHEERRSS  TTOO  GGRROOWW

Some examples:

1. Amateur musicians can be born overnight with the acquisition of a
small electronic organ. However, world-class musicians who are able
to enthrall vast audiences require years of training.

2. It’s easy to walk into the grocery store, buy a frozen entrée, and pop
it in the oven; but to become a world-class chef takes years and years
of training and practice. It takes a long time to develop someone who
can prepare a product that tastes that good so consistently. Chefs take
a long time to develop.

3. A phrase book is easily purchased allowing one to speak a word or
two in a foreign language. But to master a language with its
inflections and pronunciations, colloquial jargon, grammar and
vocabulary requires a long period of time. Only at the end of that
time will one have complete mastery of the language.

Life changing results and meaningful things are accomplished only in
the long term with sustained and patient effort.
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TTEEAACCHHIINNGG  SSKKIILLLLSS::  
BBUUIILLDD  IINNTTOO  TTHHEE  MMIINNDDSS  OOFF  OOTTHHEERRSS

YYOOUURR  MMIINNDD TTHHEEIIRR  MMIINNDD

TTeeaacchheerrss  aarree  aarrcchhiitteeccttss  bbuuii llddiinngg  

ccoonncceeppttss  aanndd  iiddeeaass  iinnttoo  tthhee  mmiinnddss  ooff  tthheeiirr  ll iisstteenneerrss..   

DDoonn’’tt  jjuusstt  ttaallkk  ––  bbuuii lldd;;   ccoonnssttaannttllyy  cchheecckkiinngg  

yyoouurr  pprrooggrreessss  aaggaaiinnsstt  tthhee  bblluueepprriinntt  iinn  yyoouurr  oowwnn  mmiinndd..

There will always be the need to “teach” others.
Perhaps not in the traditional “education” 

or “training” sense – but certainly in the “passing 
of information” sense.

These skills are usually weak, yet the information 
being passed is important. 

Hence the need to improve your teaching skill.
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TTEEAACCHHIINNGG  SSKKIILLLLSS::  
BBUUIILLDD  IINNTTOO  TTHHEE  MMIINNDDSS  OOFF  OOTTHHEERRSS

Teachers are architects building concepts into the minds of their
listeners. They don’t just talk, they build constantly checking progress
against the blueprint in their mind.

To understand why learning to “teach” is important for any leader in an
organizational setting requires a better understanding of the differences
between communication, teaching and training. They form a continuum,
and the approach depends on what you are trying to achieve.

If you are simply passing on information: Communication.

If you are trying to achieve behavioral change: Teaching.

If you want to ensure that the behavior is learned: Training.

Consider an example that demonstrates that what is traditionally
considered “communication” is really “teaching”. Your supervisor is
supposed to attend a very important conference and something has now
occurred which makes it impossible for him to attend. He asks you to
attend in his place. The supervisor communicates what he hopes to share
and learn from the conference, so you can go and represent him. You
listen to what has been communicated and you go to the conference.
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TTEEAACCHHIINNGG  SSKKIILLLLSS::
BBUUIILLDD  IINNTTOO  TTHHEE  MMIINNDDSS  OOFF  OOTTHHEERRSS

““TToo  uunnddeerrssttaanndd  wwhhyy  

lleeaarrnniinngg  ttoo  ‘‘tteeaacchh’’   iiss  iimmppoorrttaanntt  

ffoorr  aannyy  lleeaaddeerr  iinn  aann  

oorrggaanniizzaattiioonnaall  sseettttiinngg  rreeqquuiirreess  aa

bbeetttteerr   uunnddeerrssttaannddiinngg  ooff  tthhee

ddiiffffeerreenncceess  bbeettwweeeenn  ccoommmmuunniiccaattiioonn,,

tteeaacchhiinngg  aanndd  ttrraaiinniinngg..   

TThheeyy  ffoorrmm  aa  ccoonnttiinnuuuumm,,  aanndd  tthhee

aapppprroopprriiaattee  aapppprrooaacchh  ttoo  bbee  uusseedd

ddeeppeennddss  oonn  wwhhaatt  yyoouu

aarree  ttrryyiinngg  ttoo  aacchhiieevvee..””
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TTEEAACCHHIINNGG  SSKKIILLLLSS::
BBUUIILLDD  IINNTTOO  TTHHEE  MMIINNDDSS  OOFF  OOTTHHEERRSS

The supervisor considers this to be communication and has in fact been
very effective at it – he has provided you with the key points. The
supervisor believes that because he has communicated, you will
demonstrate a behavioral change as a result, and act as he would while
you’re there. He communicates, hands over the flight tickets, and says,
“Okay, do it.” 

By communicating in this way you will be only partially effective. 
You might know what to say and do, but will not be as skilled at
implementing it as you could be. If the supervisor had said, “I want to
communicate and teach you,” then you would have been very much more
effective. In this second situation the supervisor would have had to see
this not as a communication exercise, but rather as a teaching exercise,
and so ensured the desired behavior occurs by using different skills (those
of a “teacher” rather than a “communicator”) to prepare you.

Since we are usually looking for behavior change most “communication”
sessions should really be treated as if they were teaching situations.

Another example –

I once moved to a new home that had a pool, something I had never had
before. I needed to close the pool for the winter so I called an expert to
see how much it would cost. He informed me that it would cost
approximately $250, which I was not willing to spend. I asked him if he
could just provide me the equipment and then explain the process to me.
As he began to talk I ferociously tried to take notes. At this point the
pool expert informed me that it was simply common sense and notes
really were not required.
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TTEEAACCHHIINNGG  SSKKIILLLLSS::
BBUUIILLDD  IINNTTOO  TTHHEE  MMIINNDDSS  OOFF  OOTTHHEERRSS

““WWee  oofftteenn  bbeelliieevvee  

tthhaatt  wwee  sshhoouulldd  ccoommmmuunniiccaattee,,   

wwhheenn  iinn  ffaacctt  iitt  iiss  

tteeaacchhiinngg  tthhaatt  iiss  rreeqquuiirreedd..

CCoommmmuunniiccaattiioonn  iiss  

ssiimmppllyy  ppaassssiinngg  oonn  iinnffoorrmmaattiioonn,,   

bbuutt  ssiinnccee  wwee  oofftteenn  

wwaanntt   ttoo  cchhaannggee  bbeehhaavviioorr,,   

wwee  sshhoouulldd  bbee  tteeaacchhiinngg..””
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TTEEAACCHHIINNGG  SSKKIILLLLSS::
BBUUIILLDD  IINNTTOO  TTHHEE  MMIINNDDSS  OOFF  OOTTHHEERRSS

The key observation in this example is that the pool expert saw this
process as communication, whereas I saw it as a teaching exercise. If he
had his own way he would have communicated the information, and I
would not have benefitted to the degree that I needed.

He should have recognized that it wasn’t communication that was
needed, rather it was teaching. He had no concept in his mind about the
difference between communication and teaching. He just thought that
he needed to pass on the information and in doing this, the job would be
done. I, though, needed to learn new behaviors and this could not be
effectively achieved by communication skills only. It also needed
teaching skills.

We often believe that we should communicate when in fact it is teaching
that is required. Communication is simply passing on information, and
since we often want to change behavior, we should be teaching.

Communication: “You are going to learn to fly.”

Teaching: “I will teach you to fly and to understand the
principles. We’ll work together to learn how
it’s done and how it works.”

Training: “I will not let you fly until you sit in a simulator
and fly it successfully.”

The CEO wants “to communicate” that we need to achieve a 10% profit
increase. In this case teaching is required, not communication, because
we want people to generate a conviction so strong that behavior then
changes, resulting in 10% improvement to profit.
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TTEEAACCHHIINNGG  SSKKIILLLLSS::
BBUUIILLDD  IINNTTOO  TTHHEE  MMIINNDDSS  OOFF  OOTTHHEERRSS

““YYoouu  ddoo  nnoott  nneeeedd  

ggrreeaatt  ccoommmmuunniiccaattiioonn  sskkii ll llss

ttoo  bbee  aann  

eeffffeeccttiivvee  tteeaacchheerr..””
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TTEEAACCHHIINNGG  SSKKIILLLLSS::
BBUUIILLDD  IINNTTOO  TTHHEE  MMIINNDDSS  OOFF  OOTTHHEERRSS

If you apply great communication skills to your teaching you would
certainly be more impactful, but you do not need great communication
skills to be an effective teacher. Those being taught will still learn
without your applying great communication skills. 

Some may be able to teach quickly and with greater ease because of
their communication ability. The real objective though is to ensure that
whatever words are used during the teaching, the learning occurs. That
simply requires acquiring the specific, mechanical skills of teaching.

Understand that teachers are architects building concepts and ideas into
the minds of the listener. Do not just leave the listener with a feeling,
but rather a mental blueprint of what the finished behavior will be.
When you teach, have a blueprint in your own mind and teach
according to this blueprint. Don’t just talk – build – constantly checking
your progress against the blueprint in your mind.

To create this blueprint ask yourself the following:

1. What is the goal?

2. How will the finished product look?

3. What is the reason for the task? (Provide an understanding of the
big picture.)
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TTEEAACCHHIINNGG  SSKKIILLLLSS::
TTEEAACCHH  OONNLLYY  OONNEE  TTHHIINNGG  AATT  AA  TTIIMMEE

#22

#33

FFooccuuss  yyoouurr  eeffffoorrtt..   CCoovveerr  oonnllyy  oonnee  tthhiinngg  aatt   aa  ttiimmee,,  

uunnttii ll   iitt  iiss  ““bbuuii lltt””  aanndd  sseeccuurree..   

AAvvooiidd  ttrryyiinngg  ttoo  tteeaacchh  eevveenn  ttwwoo  tthhiinnggss  aatt  oonnccee,,   

oorr  ssttaarrttiinngg  aa  sseeccoonndd  

bbeeffoorree  tthhee  ffiirrsstt  iiss  ccoommpplleetteellyy  ffiinniisshheedd..

#11  ––  DDOONNEE
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TTEEAACCHHIINNGG  SSKKIILLLLSS::
TTEEAACCHH  OONNLLYY  OONNEE  TTHHIINNGG  AATT  AA  TTIIMMEE

Cover only one thing at a time, until it is “built” and “secure”. Avoid
trying to teach even two things at once, or beginning a second before
the first is completely finished.

Take one thing at a time and go through it. 

Do not move to the next point until you have taught one thing and you
are convinced that the individual has learned that point. Thenmove on
to the next point.

To prepare yourself for teaching another person the following questions
should be asked:

1. Which point will you teach first?

2. When will this point be completed?

3. How will you know when this point has been learned?
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TTEEAACCHHIINNGG  SSKKIILLLLSS::  BBUUIILLDD  AA  FFOOUUNNDDAATTIIOONN  FFIIRRSSTT

NNEECCEESSSSAARRYY  BBAACCKKGGRROOUUNNDD

TTHHEEIIRR  VVIIEEWWPPOOIINNTT

BBUUIILLDD  AA  FFOOUUNNDDAATTIIOONN

KKnnooww  tthheeiirr  vviieewwppooiinntt;;

GGiivvee  tthheemm  aannyy  nneecceessssaarryy  bbaacckkggrroouunndd;;

SSuummmmaarr iizzee  wwhhaatt  yyoouu  aarree  aabboouutt  ttoo  ssaayy;;

TThheenn  ssttaarrtt!!

CCOONNTTEENNTT  SSUUMMMMAARRYY
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TTEEAACCHHIINNGG  SSKKIILLLLSS::  BBUUIILLDD  AA  FFOOUUNNDDAATTIIOONN  FFIIRRSSTT

Build a foundation:

1. Know their viewpoint.

2. Give them any necessary background information.

3. Summarize what you are about to say, then start!

Before beginning the teacher must understand what the learner’s
current level of knowledge and understanding is relative to the topic.

Doing this requires you:

1. Listen to the learner, make notes and understand – what are their 
key thoughts?

2. Determine what is the background information that they need to
know before beginning the task.

3. Summarize for them the key steps in the process that they will shortly
learn, without the detail.
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TTEEAACCHHIINNGG  SSKKIILLLLSS::
FFRREEQQUUEENNTT  CCHHEECCKKIINNGG  IISS  EESSSSEENNTTIIAALL

Step 1

2

3

4

5

6

7

PPaauussee  ffrreeqquueennttllyy  aanndd  cchheecckk  yyoouurr  pprrooggrreessss..   

TThhee  iiddeeaass,,   bbiiaasseess,,  ccrreeaattiivv iittyy,,   eexxppeerr iieenncceess,,  aanndd  

pprreejjuuddiicceess  aallrreeaaddyy  iinn  eeaacchh  ppeerrssoonn’’ss  mmiinndd  

ccaann  ccaauussee  tthhee  ““lleeaarrnneerr””  ttoo  uussee  yyoouurr  bbuuii llddiinngg  bblloocckkss  

ttoo  ppuutt  iinn  wwaallllss  aanndd  wwiinnddoowwss  wwhheerree  yyoouu  

nneevveerr  iinntteennddeedd,,  aanndd  wwhheerree  yyoouu  mmaayy  nnoott  sseeee  tthheemm..

CCHHEECCKK  YYOOUURR  PPRROOGGRREESSSS  CCOONNSSTTAANNTTLLYY..
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TTEEAACCHHIINNGG  SSKKIILLLLSS::
FFRREEQQUUEENNTT  CCHHEECCKKIINNGG  IISS  EESSSSEENNTTIIAALL

Pause frequently and check your progress. The ideas, biases, creativity,
experiences and prejudices already in each person’s mind can cause the
“learner” to use your building blocks to put in walls and windows where
you never intended, and where you may not see them.

Check your progress constantly.

The architect building a lighthouse must check the blueprint to ensure
they are on track. You have to check your progress along the way when
you are teaching (building into the mind of another) since this will
allow you to identify any gaps, and the areas requiring further
reinforcement to ensure the learning occurs. Ask yourself how you plan
to check progress regularly?

Teaching Skills Summary

1. As an architect:

a) What is the goal?

b) Describe the finished product. How will it look?

c) What is the reason for the task? Provide them with understanding
of the big picture.

2. Teach only one thing at a time:

a) Which point will you teach first?

b) When will this point be completed?
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TTEEAACCHHIINNGG  SSKKIILLLLSS::
FFRREEQQUUEENNTT  CCHHEECCKKIINNGG  IISS  EESSSSEENNTTIIAALL

““AAsskk  yyoouurrsseellff  

hhooww  yyoouu  ppllaann  ttoo  

rreegguullaarr llyy  cchheecckk  pprrooggrreessss..””
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TTEEAACCHHIINNGG  SSKKIILLLLSS::
FFRREEQQUUEENNTT  CCHHEECCKKIINNGG  IISS  EESSSSEENNTTIIAALL

3. Foundation:

a) Listen to them, make notes and understand. What are their 
key thoughts?

b) What is the background information that they need to know before 
you begin the task?

c) Summarize, without any detail, the key steps in the process that
they will learn shortly.

4. Check your progress:

a) How do you plan to check progress regularly?
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::  SSHHAARREE  VVIISSIIOONN

LLEEAADDEERR’’SS  VVIISSIIOONN

.... ..BBUUIILLTT  IINNTTOO  .... ..EEMMPPOOWWEERRSS  TTHHEE  
OOTTHHEERRSS EENNTTIIRREE    TTEEAAMM!!

A team need not be driven only by the leader’s vision – 
although that may be the predominant one.

IIff   yyoouu  sseeee  wwhhaatt  ccoouulldd  bbee,,   

oorr  hhaavvee  aa  vv iissiioonn  ooff  aa  ccoommpplleetteedd  pprroojjeecctt,,  

yyoouu  nneeeedd  ttoo  bbuuii lldd  tthhiiss  vviissiioonn  iinnttoo  ootthheerrss..   

AAss  tthheeyy  sshhaarree  yyoouurr  vv iissiioonn,,   

tthheeyy  wwii ll ll   bbeeccoommee  ppaarrtt  ooff  tthhee  tteeaamm..
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::   SSHHAARREE  VVIISSIIOONN

To any group of people, the leader is the organization. For this group to
truly become “champions,” the leader is key. Leadership is extraordinarily
important to releasing and harnessing the talent, energy, and potential
stored up in people.

If you see what could be, or have a vision of a completed project, you
need to build this vision into others. If they share your vision, they
become a part of the team. A team need not be driven only by the
leader’s vision, although that will probably be the predominant one.

Assume you are with a group of people at the bottom of the mountain,
and the goal is to get to the top. You are half way there and the leader
punctures a lung and has to be airlifted away. What will happen to the
group? What type of discussion will take place?

Probably something like: “What do we do now? Do we continue?”
Some may feel that it would be too risky to continue. Some may want to
continue. Others may not be too sure what they want to do. The reason
behind this lack of focus is that the group was leader dependent and
goal oriented. The situation is now confusing with many new goals
proposed (quit, go on, wait, etc.). Very often when you only have a goal
that goal is very easy to change, especially when you lose the leader.

The alternative is for the leader to share the goal and the vision prior to
climbing the mountain. The goal is perhaps to get to the top of the
mountain (versus learn to work as a team, etc.), but the vision is quite
different. The leader might express the vision as, “When you get there
you will see further than you have ever seen before! You will breathe air
like you have never breathed before.”
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::  SSHHAARREE  VVIISSIIOONN

““TThhee  ddiiffffeerreennccee  

bbeettwweeeenn  vv iissiioonn  aanndd  ggooaall  

iiss  tthhaatt  aa  ggooaall   iiss  ssoommeetthhiinngg

ttoowwaarrddss  wwhhiicchh  yyoouu  aarree  

aallll   wwoorrkkiinngg,,  wwhheerreeaass  aa  vviissiioonn

iiss  ssoommeetthhiinngg  wwhhiicchh  

ffiirreess  tthhee  iimmaaggiinnaattiioonn..””
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::   SSHHAARREE  VVIISSIIOONN

The experience of reaching the mountain top is going to be worth the
effort, but more importantly, once you get to the top of the mountain you
will look down and will realize what it took to get there. You will realize that
despite hurdles, the cold, and possibly despite injuries you will have
achieved something that no person can ever take away from you.

“This sense of accomplishment will be with you the rest of your life.
From that point on whenever you have a major hurdle to overcome you
will be able to say to yourself ‘I climbed that mountain. Therefore I can
overcome this obstacle also.’”

The leader in this example has given the group a vision, which is a
motivation, a reason, for the goal. So now when the leader punctures a
lung and has to be airlifted away, the discussion amongst the team will
be very different. The reason for this is that vision empowers. It
provides the rationale and the motivation, whereas the goal simply
provides direction… there is no passion in a goal.

Champions are those who “take initiative,” “pick up the ball and run
with it,” “excel at getting it done,” “can be sent on a mission and then
fulfill it,” “drive towards and ultimately achieve a given objective,” etc.
Each of these phrases has as its common thread the fact that they
describe someone who is clearly able to articulate the end product.
Having articulated it, these kinds of people are also motivated towards
achieving the goal, and as such drive towards it. 

The skilled leader produces champions. They do this by taking their
own vision, the enthusiasm which they feel for that vision, the
excitement and drive which they feel, and build that into other people.
If the people with whom they are working are able to articulate that
vision, which includes more than simply the goal, then those people
will themselves become champions.
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::  SSHHAARREE  VVIISSIIOONN

““VViissiioonn  iiss  ccaauugghhtt,,   

nnoott  ttaauugghhtt..””
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::   SSHHAARREE  VVIISSIIOONN

The only limits are those of vision!

When you go to the altar to get married, you can have a goal or you can
have a vision. If your goal is to come together, have a house and two
cars, and so live your lives together in this way, your relationship may suffer
later on. There may be a career change, you mature, or you realize that you
disagree on how to raise your children, and may ultimately part ways.

On the other hand as you go to the altar you may have a vision that says
you will commit to live together sharing the joys, but knowing also that
there will be hurdles and disagreements along the way. The vision is to
live and share your lives together for life; with this in mind when you
encounter obstacles you do not respond with “We do not agree and
therefore we need to rethink the relationship.” Rather you respond by
acknowledging that the vision is to live your lives together regardless of
circumstances, and therefore you must address how you are going to
overcome these obstacles together.

The difference between vision and goal is that a goal is something
towards which you are all working, whereas a vision is something
which fires the imagination. A vision is something which carries with it
a component not only of what needs to be done, but also the impact of
what will be accomplished once the task is done. A goal will produce
“robots”, and align behavior. A vision will produce champions, by
providing motivation for the goal. Individuals are better able to act
independently when given a long-term vision.
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::  SSHHAARREE  VVIISSIIOONN

““VViissiioonn  iiss  tthhee  

WWhhyy..   

GGooaall   iiss  tthhee  WWhhaatt ..””
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::   SSHHAARREE  VVIISSIIOONN

Vision is the Why. Goal is theWhat.

Vision is something which goes far beyond mission, mandate, or
objective. Rather, it is something which helps you persevere when the
going gets tough, because you are fired by the impact of the task’s
completion. To produce champions you must share vision.

As a group becomes stronger, the people within that group will have
their own visions, perhaps for an ultimate objective, but more likely for
steps along the way. They will have visions as to how those steps can
contribute to the overall vision. These are also powerful, exciting and
important; don’t neglect them.

Vision – empowers; Goal – directs. Both are important, but very different.

It is also important to note that the vision must be: explained, believed,
lived, and modeled. Vision is caught, not taught. Vision is marketing the
goal. Vision must be shared. Vision sets the tone for everything else.
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::  PPLLAANNTT  FFLLAAGGSS

SSUUCCCCEESSSS!!

SSUUCCCCEESSSS!!

SSUUCCCCEESSSS!!

PPllaanntt  ffllaaggss  ttoo  mmaarrkk  ssuucccceessss  oonn  tthhee  jjoouurrnneeyy  

ttoowwaarrdd  tthhee  ggooaallss..  SShhaarree  pprrooggrreessss..   

SSppeenndd  ttiimmee  oonn  vv iiccttoorriieess;;   oorr  ssuucccceesssseess;;   oorr   tthhee  

rreeaacchhiinngg  ooff  mmii lleessttoonneess  ttoowwaarrddss  ggooaallss..

WWhhii llee  tthheerree  iiss  nnootthhiinngg  wwrroonngg  wwiitthh  llooookkiinngg  aatt  pprroobblleemmss

aanndd  iissssuueess,,   tthheerree  iiss  eevveerryytthhiinngg  wwrroonngg  wwiitthh  

nnoott  ddwweellll iinngg  eexxtteennssiivveellyy  oonn  ppoossiittiivvee  aacchhiieevveemmeennttss..

TTRRAACCKKIINNGG  SSUUCCCCEESSSS  BBUUIILLDDSS  AA  WWIINNNNIINNGG  SSPPIIRRIITT!!

LLEEAADDEERR’’SS
VVIISSIIOONN
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::   PPLLAANNTT  FFLLAAGGSS

While there is nothing wrong with looking at problems and issues, there
is everything wrong with not dwelling extensively on positive
achievements as this builds a winning spirit.

Unfortunately, most of the time leaders must spend time addressing
things that are not going as planned. They do, however, need to keep the
vision in focus, and along the path recognize that it is important to
discuss the progress not only in light of failures, hurdles and obstacles,
but also in light of victories.

People gain greatly by looking back and seeing what they have
accomplished. Looking ahead, the task may seem very difficult and
almost overwhelming; but to look back and see how far one has come
along that overwhelming path is motivating, rewarding, and gives one a
sense of accomplishment. The leader who produces champions spends
time discussing the progress made to date, why the progress has been
made, and what can be done to replicate those successes and carry them
into the future.

Victories, successes, and milestones toward the ultimate goal or
objective contribute toward fulfilling the vision. So – “plant flags” at
each milestone.

One of the great untapped resources of motivation is the individual who
has had an unrecognized success. That success can go relatively
unnoticed, and so the overall team or group doesn’t have the
opportunity to recognize and appreciate the victories which are
occurring, and so may become discouraged by apparent lack of
progress. This could be changed simply by checking regularly, looking
for victories, and then sharing them with all the others.
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::  PPLLAANNTT  FFLLAAGGSS

““AA  wwiinnnniinngg  ssppiirriitt  

iiss  ssoommeetthhiinngg  tthhaatt   iiss  bbuuii lltt  

oovveerr  ttiimmee  bbyy  tthhee  

sshhaarriinngg  ooff  mmaannyy  ssuucccceesssseess

aanndd  vviiccttoorriieess..   

IItt  iiss  wwhhaatt   ccoonnttrriibbuutteess  ttoo  aa

tteeaamm  ooff  cchhaammppiioonnss..””
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::   PPLLAANNTT  FFLLAAGGSS

When discouragement hits it must be already prepared for – have been
already counteracted – by having shared the previous successes, by
having built into people an awareness of the victories which have led
them to the point they are now at; and so provide motivation and
encouragement to persevere.

It is naive to think that in stretching towards a vision, especially one that
is difficult to obtain, there will not be discouragements, set-backs,
problems, and hindrances for any number of reasons. These
discouragements can tend to loom large and become overwhelming.
Planting flags helps prepare for these setbacks.

Recognition is a powerful motivator, and is one way to plant flags.
Recognition is something which we give to people who have achieved
or done well, or worked hard. They may not as yet have worked all the
way to the goal, or to the successful completion, but they are effectively
working towards that goal. The recognition of both individual effort,
and team, occur during the sharing of victories and the sharing of
successes along the way.

Celebrate victories – not only within yourself, but also in your own
group, in your own organization, and as far out as makes sense. This
celebration contributes to a winning spirit and shows that the entire
organization is working toward the same ultimate goal. It is important
to note that a “celebration” does not necessarily need to be a “party.” It
could simply be a handshake, written note, or a pat on the back.

A winning spirit is something that is built over time by the sharing of many
successes and victories. It is what contributes to making a team of champions.
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::  CCRREEAATTEE  BBEELLIIEEFF

BBEELLIIEEVVEE  YYOOUU  CCAANN  OOVVEERRCCOOMMEE  OOBBSSTTAACCLLEESS

EEmmoott iioonnss  mmaayy  bbee  aatt  aa  llooww  eebbbb..  

IInntteelllleeccttuuaall  eevvaalluuaattiioonn  mmaayy  jjuuddggee  cciirrccuummssttaanncceess  ttoo  

bbee  ttoouugghh..  BBuutt   tthhee  wwaayy  yyoouu  rreeaacctt  ttoo  tthhiiss,,  tthhee  

wwaayy  yyoouu  ttaacckkllee  tthhiiss,,   iiss  aa  rreefflleeccttiioonn  ooff  yyoouurr  aattttiittuuddee..

BBeell iieevvee  aanndd  ppeerrsseevveerree  

aanndd  eennccoouurraaggee  ootthheerrss  ttoo  ddoo  ll iikkeewwiissee..

Positive attitude is key. At all times. In all circumstances.
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::   CCRREEAATTEE  BBEELLIIEEFF

Believe you can overcome obstacles.

Positive attitude is key. At all times. In all circumstances. Emotions may
be at a low ebb, intellectual evaluation may judge circumstances to be
tough, but the way you react to this, the way you tackle this, is a
reflection of your attitude.

Believe and persevere, and encourage others to do likewise. In the
course of your attempt to get from your starting point to your vision you
are going to hit hurdles. The important thing is what you believe when
you encounter these hurdles.

This may appear to be “the power of the positive attitude” but in reality
is quite different. The difference is that you can create this sense of
confidence by sharing how. If you believe you know how to overcome
the problem, out of that skill and confidence you will build conviction
in others, which will then lead to action.

The concept of sharing victories is a tool towards achieving vision.
However faith is also a tool. There must be a conviction on the part of
every member that obstacles can be overcome. Every hurdle seems
insurmountable until it has been overcome. Fatigue, emotional drain,
concern, worry, anger, frustration, an argumentative spirit, lack of faith,
lack of experience, lack of hope, lack of insight – all these things can
contribute to making hurdles or obstacles appear to be insurmountable.

However, confidence, strength, strong leadership, a string of successes,
a tremendous inner resource or energy, successful path finding – these
things demonstrate that hurdles can be overcome. It is important in the
producing of champions that you as leader focus on providing the
things which can overcome hurdles.
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::  CCRREEAATTEE  BBEELLIIEEFF

““IIff  yyoouu  bbeelliieevvee  yyoouu  kknnooww

hhooww  ttoo  oovveerrccoommee  

tthhee  pprroobblleemm,,  oouutt  ooff  tthhaatt

sskkii ll ll   aanndd  ccoonnff iiddeennccee  yyoouu  wwii ll ll

bbuuii lldd  ccoonnvviicctt iioonn  iinn  ootthheerrss,,   

wwhhiicchh  wwii ll ll   tthheenn  lleeaadd  

tthheemm  ttoo  aaccttiioonn..””
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::   CCRREEAATTEE  BBEELLIIEEFF

Obstacles must not be seen as roadblocks, but rather as things to be
hurdled, as things to be conquered. In pursuing a vision, champions
must have an indestructible spirit. They must have built within them a
sense that nothing can stand in their way, that all things can be
overcome. It is this faith rooted in knowledge that is so critical.

Generate conviction that leads to action in the hearts of the individuals
you are leading.

Hurdles are not as big to the leaders - your ability to achieve the vision
by clearing this hurdle must be seen by the team, be credible and
include how it will be done.

Life is made up of hurdles and obstacles. There are many different ways
to overcome them other than simply running at them full force and
banging into them until you have knocked them down. Sometimes these
obstacles must be climbed over, walked around, or dug under.
Sometimes alternate pathways have to be found, sometimes a guide is
necessary, sometimes patience or different timing is required. In order
to take all these different paths, to try all these different ways, a positive
attitude is essential. There must be continuity of attitude. There must be
consistent faith and regular belief. It is this constant, consistent, regular
faith in the tools being appliedwhich helps one overcome hurdles.

There are many other things which can contribute to this positive
approach, such as: being in sound physical condition, having a sound
marriage, feeling comfortable in the job, and not having undue pressure
because of family or personal finances. Each of these can significantly
influence our personal attitude. 
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::  CCRREEAATTEE  BBEELLIIEEFF

““GGeenneerraattee  ccoonnvviiccttiioonn

tthhaatt   lleeaaddss  ttoo  

aacctt iioonn  iinn  tthhee  hheeaarrttss  

ooff  tthhee  iinnddiivviidduuaallss  yyoouu  

aarree  lleeaaddiinngg..””
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::   CCRREEAATTEE  BBEELLIIEEFF

Despite circumstances, despite emotion, despite the fact that the task
intellectually seems gigantic, or that circumstances seem to be against
you, it is how you respond that determines attitude. Each of these things
in and of itself is an obstacle and a hurdle. It is the way in which they
are tackled which is important. If you believe your approach is correct,
trust the process.

Producing champions requires instilling within others a sense that they
should believe and persevere, and that they should encourage their team
to do the same.
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::  NNUURRTTUURREE  AANNDD  PPRRUUNNEE

LLEEAADDEERRSSHHIIPP LLEEAADDEERRSSHHIIPP

TTeenndd  yyoouurr  oowwnn  ggaarrddeenn  aanndd,,   

wwhheerree  ppoossssiibbllee,,  hheellpp  tthhoossee  aarroouunndd  yyoouu..

WWiitthhiinn  eeaacchh  uunniiqquuee  aanndd  ppootteenntt  iinnddiivviidduuaall   ll iieess  tthhee  

ppootteennttiiaall    ffoorr  ggrreeaatt   iimmppaacctt..

FFoosstteerr  tthhee  ddeessiirree  ffoorr  tthhiiss  iinn  yyoouurrsseellff ;;   

aanndd  ccoonnttrriibbuuttee  ttoo  iittss  ffuullffii ll llmmeenntt  iinn  ootthheerrss..

Seeds abound. Many seeds within each individual: 
some productive, and some wasted. 

How they grow and the fruit they yield has much to do 
with pruning, fertilizing and nurturing.
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::   NNUURRTTUURREE  AANNDD  PPRRUUNNEE

Every individual carries within themselves the potential for great good,
or great evil. You see great good in circumstances where people are
called upon to help others in times of famine, plague, or civil strife. You
also see great evil when people are misled by evil, wicked individuals,
where power is given ruthlessly, or where people sink to an abhorrent
level of inhumanity that then goes unchecked.

However, the same individuals who sink to great depths of evil can also
move in the opposite direction given the right example, the right
leadership, the right cultivation, the right checks and balances at the
right times in their lives.

As a leader you have people working for you that have seeds within
them that will grow to be either great, ineffective, or disruptive. What
develops – in a work context – is a function of how the leader prunes
and nurtures along the way. Within each individual is the ability to do
many different things. Each can learn, and grow; what comes out of our
mind is generated by what went in. A talented musician who is not
taught discipline will never be a great musician.

In the producing of champions you must believe and understand that
within every individual are many, many different seeds. Some seeds
will lead to destruction, discouragement, despair, lack of faith, lack of
commitment, lack of contribution to the whole team, lack of personal
development, backbiting, condemnation of others, and a critical spirit.
Other seeds can lead to support, to help, to encouragement, to
motivation, to commitment, to innovation, to constructive behavior, to
guidance, and to great leadership.
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::  NNUURRTTUURREE  AANNDD  PPRRUUNNEE

““‘‘NNuuddggiinngg’’   iiss  

ggeennttllyy  hheellppiinngg  tthhee  ppeerrssoonn

uunnddeerrssttaanndd  

wwhhiicchh  bbeehhaavviioorrss  ttoo  

kkeeeepp  aanndd  ssttrreennggtthheenn,,   aanndd  

wwhhiicchh  ttoo  eell iimmiinnaattee..””
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::   NNUURRTTUURREE  AANNDD  PPRRUUNNEE

These seeds do exist. They can be groomed one way or another.  The good
can be encouraged to flourish and the bad eliminated, or the bad can be
allowed to grow and spread; left unchecked they will choke out the good.

Your challenge as a leader is to make others into champions, to cultivate
in others the specific seeds which you want to see nurtured. Cultivation
is not easy, it requires hard work, it requires faithful watering, faithful
pruning, faithful weeding, faithful fertilizing, and faithful nurturing.

To produce champions, you must guard the small seedlings, caring for
them in the right direction. You must nurture them, providing them with
encouragement, direction, and reinforcement, and you must discourage
the things of which you disapprove.

You, in producing champions, must constantly encourage the things
that you value. This clearly has the corollary that you know what you
value, and that you are committed to fostering these things.

Great people do not simply appear. Circumstances, individuals, and
events shape our lives to turn them into greatness. Mediocre people
have been given only mediocre leadership. Average people receive
average leadership.

In short, you must see within each individual tremendous potential.  You
must see within each individual a number of seeds which can all
develop and you must be committed to enhancing that potential by
creating a suitable climate, through everything you say, and everything
you do. You must also be committed to growing the seeds that you
value, and to plucking out the seeds that you don’t.
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::  NNUURRTTUURREE  AANNDD  PPRRUUNNEE

““IInn  sshhaappiinngg  ootthheerrss,,   

ddoo  nnoott  nneegglleecctt  ttoo  

sshhaappee  yyoouurrsseellff ..””
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PPRROODDUUCCIINNGG  CCHHAAMMPPIIOONNSS::   NNUURRTTUURREE  AANNDD  PPRRUUNNEE

In shaping others, do not neglect to shape yourself. Tend your own
garden. Develop the things within yourself that are important and which
you value. Care for yourself as you care for others, for by so doing you
will “set the pace” which they can then follow.

How to prune and how to nurture is summed up in the term “nudging.”
You are trying to produce a champion. “Nudging” is gently helping the
person understand which behavior to keep and strengthen, and which to
eliminate, by providing thoughtful feedback as suitable opportunities
present themselves. “Nudging” is making this individual a champion in
the direction of your vision: bit by bit, helping them grow strong, with
careful, appropriate pruning, done over the long term.
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CCRREEAATTIINNGG  CCHHAAMMPPIIOONNSS  IINN  AANN  OORRGGAANNIIZZAATTIIOONN::   
TTHHEE  DDEETTAAIILL

Consider having a number of “champions” in 
your organization as a way of maximizing your results.

AA.. QQUUAALLIITTIIEESS  OOFF  CCHHAAMMPPIIOONNSS

11.. HHiigghh  ppeerrffoorrmmeerr

22.. WWeell ll   qquuaalliiffiieedd

33.. SShhoowwss  ggoooodd  jjuuddggeemmeenntt

44.. DDeemmoonnssttrraatteess  sseennssiittiivviittyy  ttoo  ppeeooppllee

55.. MMaakkeess  iitt  hhaappppeenn

66.. SSuucccceessssffuull

77.. AAllwwaayyss  lleeaarrnniinngg

88.. IInnnnoovvaattoorr

99.. VViissiioonnaarryy

1100.. BBrrii ll ll iiaanntt  lleeaaddeerr  ((iiff  rreessppoonnssiibbllee  ffoorr  ootthheerrss))

BB.. DDEEFFIINNIITTIIOONN  OOFF  AA  CCHHAAMMPPIIOONN

11.. AA  cchhaammppiioonn  iiss  oonnee  wwhhoo’’ss  bbeehhaavviioorr  aanndd  rreessuull ttss  

aarree  aa  rroollee  mmooddeell   ffoorr  ootthheerrss..

22.. TThhee  aabboovvee  iiss  aa  pprrooggrreessssiivvee  ll iisstt  ooff  aattttrriibbuutteess,,  

ii ..ee..  yyoouu  mmuusstt  hhaavvee  11  ffiirrsstt,,  tthheenn  22,,  eettcc..

33.. AA  cchhaammppiioonn  mmuusstt  ppoosssseessss  aall ll   tthheessee  aattttrriibbuutteess;;  

nnoott  nneecceessssaarrii llyy  iinn  eeqquuaall  aammoouunnttss,,  bbuutt  tthheeyy  mmuusstt  aallll   

bbee  tthheerree  aatt  aann  ooppeerraattiioonnaallllyy   eeffffeeccttiivvee  lleevveell..
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CCRREEAATTIINNGG  CCHHAAMMPPIIOONNSS  IINN  AANN  OORRGGAANNIIZZAATTIIOONN::  
TTHHEE  DDEETTAAIILL

ATTRIBUTE WHAT IT MEANS HOW WE RECOGNIZE IT

1. High Performer • Exceeds expectations with • Consistently high ratings
respect to personal on performance reviews
accountabilities

• Does the entire job well

2. Well Qualified • Has all the skills necessary • Completion of the skill
to do the job set identified for that job

• Includes technical, people,
and experience skills

3. Shows Good • Consistently doing the right • Best possible consequences
Judgement thing at the right time are  consistently experienced

• Effectively listens and 
evaluates

4. Demonstrates • Inspires trust and confidence • Reputation within the
Sensitivity to in others company
People • Demonstrates a true care • Degree to which others

for the opinions of others feel their opinions
are considered

5. Makes it Happen • Commitments occur on time, • Track record
on budget every time

6. Successful • Effective at making it happen • Comparatively better

• Makes it happen well results - track record

7. Always Learning • Not making the same mistake • You can clearly point to
twice the things they’ve learned

• Pride does not inhibit learning (fruit)

new competencies

8. Innovator • Initiates new ways of doing • Track record
things

• Initiates new things to do

9. Visionary • Able to see, feel, share what • Others articulate it, and 
could be commit to it

10. Brilliant Leader • Provides outstanding leadership • Results of team members
which maximizes the potential
contribution of each team member
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CCRREEAATTIINNGG  CCHHAAMMPPIIOONNSS  IINN  AANN  OORRGGAANNIIZZAATTIIOONN::   
TTHHEE  DDEETTAAIILL

CC.. TTHHEE  EENNVVIIRROONNMMEENNTT  RREEQQUUIIRREEDD  FFOORR  
CCHHAAMMPPIIOONNSS  TTOO  EEXXCCEELL

11.. MMaannaaggeedd  bbyy  aa  cchhaammppiioonn

22.. EEmmppoowweerreedd  ttoo  aacctt

33.. IInnffoorrmmaattiioonn  rriicchh

44.. CClleeaarr  oobbjjeeccttiivveess

55.. VViissiibbllee  rreeccooggnniittiioonn

66.. MMeeaanniinnggffuull  rreewwaarrddss

77.. CCoommppeetteenntt  ccoolllleeaagguueess

DD.. TTHHEE  EENNVVIIRROONNMMEENNTT  DDEEFFIINNEEDD

11.. AAllll   eelleemmeennttss  ooff  tthhee  eennvviirroonnmmeenntt  mmuusstt  bbee  iinn  ppllaaccee..

22.. TThhiiss  iiss  aa  pprrooggrreessssiivvee  ll iisstt  ooff  eelleemmeennttss  ooff  wwhhiicchh  bbeeiinngg

mmaannaaggeedd  bbyy  aa  cchhaammppiioonn  iiss  bbootthh  tthhee  mmoosstt  iimmppoorrttaanntt,,  

aanndd  tthhee  mmoosstt  cchhaalllleennggiinngg  ttoo  ppuutt  iinn  ppllaaccee..
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CCRREEAATTIINNGG  CCHHAAMMPPIIOONNSS  IINN  AANN  OORRGGAANNIIZZAATTIIOONN::  
TTHHEE  DDEETTAAIILL

ELEMENT DEFINITION

1. Managed by a • One who has successfully demonstrated world-class leadership
Champion • One who builds strong teams

• One who puts the “right people in the right job”

2. Empowered • “Define the Framework”-the extent of their authority and 
to Act decision making is clearly defined; within that framework they

are free to act
• Note that the limits of the framework must be large enough 
to challenge the champion, yet constraining enough to avoid
disruption to the corporate entity
• Risk taking within the framework must be encouraged 
• More involvement by all employees in decision-making at their
level through explanation of clear operational priorities
• Enhanced personal accountability

3. Information • An organization in step with corporate priorities and visions
Rich • Meetings management program to allow employees to stay current

• Understanding of the long-term corporate plan: 
strategy, expectations, priorities
• Rationale for direction and decisions
• Corporate progress report: in terms relevant to them
• Opportunities to: make comments, give suggestions, and raise
questions, actively encouraging input
• Divisional and departmental “fit” into the organizational whole
• Personal fit in the overall plan
• Communication about this plan
• The impact of the Champion’s objective on the company
• The Champion’s future within the organization

4. Clear Objectives • The results required must be clearly articulated and, where
appropriate, quantified

5. Visible • Visible recognition of Champions
Recognition • Visible recognition of employees who excel

• Public recognition of a commitment to the impact that can be
made by individuals and teams

6. Meaningful • Champion’s individual worth to be recognized by the organization,
Rewards frequently in ways beyond only salary considerations (eg. access

to advanced training, key strategy meetings, etc.). Champions to
have some input on the shaping of their package

7. Competent • Poor performance not tolerated within the organization
Colleagues • A commitment to improve individual competence (knowledge

and skill)
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Becoming the Best of the Best

BBEECCOOMMEE  TTHHEE  GGOOLLDD  SSTTAANNDDAARRDD

LLeett  tthhee  qquuaalliittyy  ooff  yyoouurr  wwoorrkk  aanndd  ddeecciissiioonnss  

bbee  tthhee  ggoolldd  ssttaannddaarrdd  aaggaaiinnsstt   wwhhiicchh  

tthhee  ppeerrffoorrmmaannccee  ooff  ootthheerrss  ccoommeess  ttoo  bbee  mmeeaassuurreedd..
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BBEECCOOMMEE  TTHHEE  GGOOLLDD  SSTTAANNDDAARRDD

The “gold standard” should be something towards which we strive.
There are two aspects to be considered in this regard.

1. Your work – That is, the activities you perform, the things which
you do.

2. Your decisions – That is, the judgement which you exercise, and the
consequences of that judgement.

It is important to distinguish between these two and address each as you
strive for mastery.

Mastery is being the best that can be – personally striving to achieve the
“gold standard” in your work and decisions. It is important to recognize
that striving to have the quality of your work be at the gold standard
does not have as its objective to “set you apart” i.e., encourage
inappropriate pride or an immodest sense of self-centeredness. Rather,
it is an encouragement to behave in such a way that others see your
performance, respect it, and come to be measured by it because of it’s
innate quality.

Your performance must be of such a quality that other people, on their
own initiative, want to replicate your behavior for themselves. The
focus is not on being so good that others are measured against you.
Rather, the focus is on you – your determination to work hard to be the
best that can be.

You should see yourself as a person on a desert island thinking only of
how you can be the best that can be, as opposed to trying to be “great”
solely in order to be emulated by others. By thinking in this fashion we
keep our ego in check, which is critical to our overall success as a leader.
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BBEECCOOMMEE  TTHHEE  GGOOLLDD  SSTTAANNDDAARRDD

““IIff  iinn  eevveerryy  ccaassee  

wwee  oouuttppeerrffoorrmm  oonn  aann

iinnddiivv iidduuaall  bbaassiiss,,  tthheenn  

oouurr  oorrggaanniizzaattiioonn  wwiill ll

bbeeccoommee  aa  wwoorr lldd  lleeaaddeerr   

oonn  aa  ccoommbbiinneedd  bbaassiiss..””
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BBEECCOOMMEE  TTHHEE  GGOOLLDD  SSTTAANNDDAARRDD

To achieve mastery we must often reach beyond our immediate sight. If
I want to be strong at controlling budgets, then typically I will turn to
the person within my organization who is strong in that area. However,
by doing this I am confining myself to that particular level of expertise,
when in fact a much higher level of expertise may be found elsewhere. I
should not limit my standards only to those around me. Today we are all
competing globally, and hence skills and competencies must be
compared to the best in the world in a similar function. 

If in every case we outperform on an individual basis, then our
organization will become a world leader on a combined basis.
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TTHHIINNKK  AA  LLOOTT  BBEEFFOORREE  DDOOIINNGG

Spend considerable time thinking before acting.

By so doing you avoid numerous pitfalls, 
and improve the quality of the finished product.

TTHHIINNKKIINNGG  .. ....

.... ..   BBEEFFOORREE  AACCTTIINNGG
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TTHHIINNKK  AA  LLOOTT  BBEEFFOORREE  DDOOIINNGG

The brain works far more quickly than the hands. Thus we need to sit
down and work through any process mentally first, and then execute it.

There are two things we all do: we think; and we act. We need to blend
these two and to think about our work before we act, and then act. This
allows for numerous “wrong turns,” “omissions,” “errors,” and “Oops, I
forgot...” mentally, hence there is no loss of materials or wasted effort.
Further, the finished result is much better because of the thinking and
the ideas which went into the project before it was ever begun.

In order to really achieve mastery, to be as effective as possible in the
shortest period of time, the critical component is sitting down well
before the activity begins and thinking it through in as much detail, and
as thoroughly as possible: anticipate!

While this may seem like a heavy use of time, it is negligible compared
to the time which would be required to correct mistakes or address
problems. To really achieve mastery one must be absolutely committed
to the power behind thinking before acting; be as thorough as possible,
not “winging it”, that is, giving something only a cursory thought.
Every pitfall or dead-end which is identified mentally represents a huge
saving in time and resources on the execution side, and is a move
towards personal mastery.
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SSTTRRIIVVEE  FFOORR  EEXXCCEELLLLEENNCCEE;;  
AANNDD  AALLSSOO  SSTTRRIIVVEE  FFOORR  MMAASSTTEERRYY

SSTTRRIIVVEE  FFOORR  MMAASSTTEERRYY

CCoommppaarriinngg  yyoouurr  ppeerrffoorrmmaannccee

aaggaaiinnsstt  tthhee  bbeesstt  tthhaatt  ccoouulldd  bbee,,  aanndd

nnoott  aaggaaiinnsstt  tthhee  nnoorrmmaall  ssttaannddaarrdd

SSTTRRIIVVEE  FFOORR  EEXXCCEELLLLEENNCCEE

CCoommppaarriinngg  yyoouurr  ppeerrffoorrmmaannccee  ttoo

tthhee  bbeesstt  yyoouu  hhaavvee  ttoo  ooffffeerr,,  aanndd

nnoott  ttoo  tthhee  ppeerrffoorrmmaannccee  ooff  ootthheerrss

TTHHEE  BBEESSTT

BBUUTT    AALLSSOO

YYOOUU

YYOOUURR  BBEESSTT

YYOOUURR  BBEESSTT
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SSTTRRIIVVEE  FFOORR  EEXXCCEELLLLEENNCCEE;;   
AANNDD  AALLSSOO  SSTTRRIIVVEE  FFOORR  MMAASSTTEERRYY

Assume you have hired a sales representative who is fresh out of
college. She says that she is going to be the best sales representative that
you have ever had. She then does an outstanding job. At the end of the
year the results of her effort are tremendous. There was a dramatic
increase in sales and this rookie has in fact outperformed any first year
sales representative that you have ever had.

The above scenario is an example of an individual who has
demonstrated excellence – not mastery. Mastery is not just being the
best rookie sales representative in the company. It is being among the
best of the best in the world.

You may have a rookie sales person who has done an exceptional job,
but that does not demonstrate mastery. She still has a lot to learn. This
junior sales representative must initially work at demonstrating
excellence – being the best that she can be. She must then work hard at
looking at how the best of the best – those with years of experience –
do the same job, and then work towards that to achieve mastery.

We should strive to be excellent, but not be content with that. We must
strive for mastery of our chosen profession. This is true in every job in
every area. Absolute mastery indicates that you could “write the book”
on the topic or profession in which you are engaged.

Striving for mastery means searching out guidance wherever you can
and committing to learn from that. 
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““WWee  sshhoouulldd  ssttrriivvee  

ttoo  bbee  eexxcceelllleenntt,,   bbuutt  nnoott

bbee  ccoonntteenntt  wwiitthh  tthhaatt ..  

WWee  mmuusstt  ssttrriivvee  ffoorr

mmaasstteerryy  ooff  oouurr  cchhoosseenn

pprrooffeessssiioonn..””
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SSTTRRIIVVEE  FFOORR  EEXXCCEELLLLEENNCCEE;;   
AANNDD  AALLSSOO  SSTTRRIIVVEE  FFOORR  MMAASSTTEERRYY

To use the sales representative example, if you make heavy use of
referrals in your sales function then you should be looking in the library,
meeting other sales people, and chatting with clients.  You should be
doing everything you can, and as much as you can, to learn about
referrals until there is virtually nothing left to know. You then bring this
knowledge into your life. To do so would be striving for mastery in the
area of referrals.

Three things impact mastery, and each is explained below:

1. The impact of being a “natural”.

2. Context (versus the absolute). Mastery can be relative.

3. Balance of life.

Being a “Natural”

Once you reach a certain level of world-class performance there can be
“built in” differences. Each of us has natural human limitations in terms
of skills, resources and experience. Our ability to achieve mastery must
be within these built in limitations. 

Context

I learned to play squash from a person who was in the world rankings.
Given my circumstances I could not come close to beating him. But
there are other factors involved when you assess my degree of “mastery”. 
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““SSttrriivviinngg  ffoorr  mmaasstteerryy

mmeeaannss  sseeaarrcchhiinngg  oouutt

gguuiiddaannccee  wwhheerreevveerr  

yyoouu  ccaann  aanndd  ccoommmmiittttiinngg

ttoo  lleeaarrnn  ffrroomm  tthhaatt..””

SSTTRRIIVVEE  FFOORR  EEXXCCEELLLLEENNCCEE;;   
AANNDD  AALLSSOO  SSTTRRIIVVEE  FFOORR  MMAASSTTEERRYY
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Look at the context. He plays squash all day. I have a 9 -5 job. His job is
teaching squash all day long. I have family responsibilities that take up
a considerable amount of time, he does not. I have household
responsibilities, he does not. There is a significant difference between
what I do in my waking hours and what he does in his. It is important
that we take these factors into consideration when assessing mastery.
Mastery is relative.

Balance

Imagine yourself seeking a serious corporate position and deciding to
model yourself on a successful corporate executive. Before stopping
there, there is more to consider!

If the person has achieved this level but at a cost – i. e. divorced three
times, children are delinquent, and physically this “model” executive is
very unhealthy – this then paints a very different picture. Perhaps a
more complete one. This life is not in balance. All aspects of life are not
in harmony. The other areas of life must also be taken into consideration
in addition to business performance, leading perhaps to another model
being sought. 

So when we think in terms of mastery it is important that we take these
three elements into consideration: natural gifts, total context, and balance
of life. Within this framework it is possible to achieve relative mastery.
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BBRRIINNGG  PPEERRSSOONNAALL  DDIISSCCIIPPLLIINNEE  TTOO  BBEEAARR

DDIISSCCIIPPLLIINNEE

TThhee  ppaatthh  oouurr  sskkii ll ll   aanndd  kknnoowwlleeddggee  mmuusstt

ffooll llooww  ttoo  aacchhiieevvee  mmaasstteerryy  iiss  tthhee  ppaatthh  

ooff  ddiisscciipplliinnee..

DDEETTEERRMMIINNAATTIIOONN

TThhee  bbuuiillddiinngg  bblloocckkss  ooff  tthhiiss  ppaatthh  aarree

bblloocckkss  ooff  ddeetteerrmmiinnaatt iioonn,,  oorr  ccoommmmiittmmeenntt..

DDEESSIIRREE  

TThheessee  bblloocckkss,,  iinn  ttuurrnn,,  aarree  ccoommppoosseedd  ooff

oouurr  ddeessiirree  ––  tthhee  iinniittiiaall  ffoorrccee  ddrriivviinngg  oouurr  

ffiinnaall  aacchhiieevveemmeenntt ..
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Mastery, while made up of a determination to perform at the gold
standard, to think before acting, and to constantly strive for personal
excellence, also carries with it one further component which influences
all of these.

The importance of discipline.

Action is driven by discipline.

The will is driven by determination.

The emotion is driven by desire.

These three things are necessary to become masters of any given area. 

Imagine you wake up in the morning, look at yourself in the mirror, and
you say to yourself “I really need to lose weight”. You go to work and at
the end of the day you stop to talk to a co-worker. You tell her that you
really want to lose weight and are beginning to exercise tonight. The
next day you see this co-worker again and she asks, “How did you do
with your weight program last night?” If your response is that yesterday
was a long day and your favorite TV show was on last night, so
therefore you spent the evening watching TV, then when you said you
wanted to lose weight what you were in fact saying was “I want to lose
weight, but I want to watch TV more.” The dominant desire wins. Always.

Desire

Imagine you wake up one morning and remember that you have a heavy
schedule today. You quickly get ready in order to get to work early and
get a good start on the day. When you arrive at work you plan your day and
discover that your schedule is going to take you until approximately 6:00 p.m.
While working through your plan you also notice a little note at the
bottom, right-hand corner of your time planner – “spouse’s birthday.”
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““DDeetteerrmmiinnaattiioonn  

iiss  aann  

aacctt  ooff  tthhee  wwii ll ll..””
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You have forgotten your spouse’s birthday! You have no card, present
or plan for the evening. To top it all you are not going to get home until
7:00 p.m., and this would be disastrous! You don’t want this disaster, so
you determine to leave work at 4:00 in order to buy a card, a present,
and to have some time together that evening.

You have identified that you really want to do this – you have 
now instituted desire. Nothing has happened yet, but desire has 
been harnessed, and this desire is an emotion which can bear 
fruit – determination.

Determination

The next step is determination. Determination is an act of the will; and
so you look at your daytimer and you reschedule according to your
desire, i.e. recognizing your spouse’s birthday. Juggling your schedule
is an act of the will based on determination. You have now done
something which causes the desire to have the potential to be fulfilled.
Now your rescheduled day has begun and you must discipline yourself
to follow that which desire has initiated (the new schedule). 

Discipline

Discipline is the fruit of commitment. If you are truly committed to
something and really want to see it happen, that is if your one desire is
to see some particular activity achieved, then you will enter into a
mental pact with yourself to be highly disciplined in order to achieve
that particular goal.
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““DDiisscciipplliinnee  

iiss  tthhee  ffrruuiitt  ooff

ccoommmmiittmmeenntt..””
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Discipline is not that difficult in that we do discipline ourselves to do
some things whether we want to or not – for example, going to work
every day. In many ways that discipline is motivated by the need for the
consequences (money and self-fulfillment) but it is also motivated by
the commitment which we have made to our organization.

On any other day you would have not been able to get away from the
office early enough to pick up a present. When you know however that
you must have a birthday present, somehow you make the time. This is
simply another form of discipline. You have determined that you will
do something and then you do it.

This example gives us considerable insight into the nature of discipline.
We can be disciplined, and we do discipline ourselves.

Discipline is a part of life already. It is not something new; it is not
something which we have to embrace as a particularly large hurdle; nor
is it something at which we should look and then groan because it
carries with it unreasonable self-sacrifice.

Once we understand the nature of discipline and the fact that it is tied
very heavily to commitment – the fact that we want to achieve
something – then we can focus our energies in new directions. To
achieve anything, we must be disciplined. To achieve any particular
goal, discipline must accompany it.

Discipline is an interesting quality. It rightly carries the connotation of
not doing something else. If I discipline myself to do one thing, then I
am not doing another thing.
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BBRRIINNGG  PPEERRSSOONNAALL  DDIISSCCIIPPLLIINNEE  TTOO  BBEEAARR

““DDeessiirree  ffeeeeddss  

ddeetteerrmmiinnaatt iioonn  ((ccoommmmiittmmeenntt))

wwhhiicchh  iinn  ttuurrnn  ddrriivveess  

ddiisscciippll iinnee..   

DDeessiirree  iiss  aatt  tthhee  hheeaarrtt  

ooff  ddiisscciipplliinnee..””
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Inevitably when the thing that I have disciplined myself to do is
completed, I feel good.  I feel strong because of it; and I am glad that I
did not fall into the temptation of doing the other things which I might
possibly have done. 

Discipline is not a mean, nasty thing, which in some way is keeping us
from doing the things which we want to do. Rather, it is a friend, an ally,
something on which we can draw which helps us to do the things we
really want to do, rather than falling into doing things which would be
nice to do but which are not as close to our hearts.

The more highly committed we are to one particular goal, the more we
will be disciplined towards achieving that goal. In order to maximize
your discipline you need to maximize your commitment.

If we understand that commitment leads to discipline – then we could
use another word for this concept of commitment: determination. That
is, I am “determined” to achieve something – I am determined to get
this birthday present – I am determined to be the best that I can be – I
am determined to think this thing through. So discipline really flows 
from determination. 

But where does this determination come from? It comes from wishing
or wanting something to occur. You want to have a present so you are
determined to get one – you are committed to getting it. An individual
athlete desperately wants to win a gold medal and so determines to train
day after day. Out of that determination, discipline follows, and so when
we trace back the real root of discipline through determination we arrive
at desire – what you want – what you really want – the thing which you
really, really want.
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BBRRIINNGG  PPEERRSSOONNAALL  DDIISSCCIIPPLLIINNEE  TTOO  BBEEAARR

““TThhee  mmoorree  hhiigghhllyy  ccoommmmiitttteedd  

wwee  aarree  ttoo  oonnee  ppaarrttiiccuullaarr  ggooaall ,,  

tthhee  mmoorree  wwee  wwii ll ll   bbee  

ddiisscciippll iinneedd  ttoowwaarrddss  aacchhiieevviinngg

tthhaatt  ggooaall..   IInn  oorrddeerr   ttoo  

mmaaxxiimmiizzee  yyoouurr  ddiisscciippll iinnee  

yyoouu  nneeeedd  ttoo  

mmaaxxiimmiizzee  yyoouurr   ccoommmmiittmmeenntt ..””
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In fact, we always get what we want. If you think about brushing your
teeth, but you do not want to do that as much as something else you’d
rather do at the same time (e. g. going to bed now) you don’t do it. If you
want to brush your teeth, you do. In other words we never do things we
don’t want to do – we often do things we would rather not do – but we
do them because we want the result or the consequence, or in some way
we desire what the activity is going to give us – clean teeth, good breath
– whatever it might be. So we do it. Again, it is important to understand
that we strive for the things that we want.

We may say that we want to be fit, but tonight we are just a little tired.
So even though we “Don’t really want to,” we watch TV; in fact we
want to watch TV more than we want to exercise. There may be a good
reason for that – we may, for example, be too tired to exercise; but for
whatever reason, and these reasons may change, we end up watching
TV and not exercising.

That is why we often feel frustrated, because we don’t do things that we
wish to do. Because in fact what we want are things that take a lot of
work, a lot of effort, and the results are seen only in the long term. We
want the long-term results but at any given point in time – today,
tomorrow – what we really want is a life of ease or something which is
less stressful. Consequently we surrender and go for the thing which is
immediately gratifying – for example, watching the TV, rather than the
thing which is immediately taxing, but in the long term far more
satisfying – to be fit.

Desire feeds determination (commitment) which in turn drives
discipline. Desire is at the heart of discipline. 
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TTHHEE  LLEEAADDEERR  AASS  PPAACCEESSEETTTTEERR

11.. IINNFFLLUUEENNCCEE
TThhee  iinnfflluueennccee  tthhaatt  tthhee  eexxaammppllee  sseett  bbyy
tthhee  lleeaaddeerrsshhiipp  hhaass  oonn  tthhee  oorrggaanniizzaattiioonn
sshhoouulldd  aa llwwaayyss  bbee  ttoopp  ooff  mmiinndd..

22.. KKNNOOWWLLEEDDGGEE
OOnnee  ooff   tthhee  mmoosstt   eeff ffeecctt ii vvee   wwaayyss   ttoo
lleeaadd  iiss  ttoo  ooppeerraattee  ffrroomm  ssttrreennggtthh  ––  aanndd
tthhaatt   ssttrreennggtthh  iiss  iinn  tthhee  eeffffeeccttiivvee  uussee   ooff
wwhhaatt   yyoouu  kknnooww..   SSoo  sseeeekk   iinnffoorrmmaattiioonn
aanndd  kknnoowwlleeddggee..

33.. FFOOCCUUSS
FFooccuuss  yyoouurr  lleeaarrnniinngg  oonn  tthhoossee  aassppeeccttss  
ooff  tthhee  bbuussiinneessss  wwhheerree  yyoouu  kknnooww  tthhaatt   
aaddddiittiioonnaall   kknnoowwlleeddggee  wwoouulldd  mmaakkee  aa  
bbiigg  ddiiffffeerreennccee..

44.. CCOOMMMMUUNNIICCAATTEE
SShhaarree  wwhhaatt  yyoouu  kknnooww..  TThhiiss  aalllloowwss  ootthheerrss
ttoo  aallssoo  ooppeerraattee  ffrroomm  ssttrreennggtthh  ––  tthhee
ssttrreennggtthh  yyoouu  pprroovviiddee..  SSttrroonnggeerr  ppeeooppllee
mmeeaann  bbeetttteerr  rreessuullttss..

55.. MMAASSTTEERRYY
DDeevveelloopp  aa  ppeerrssoonnaall  aaccttiioonn  ppllaann,,  ppeerrssoonnaall
mmeeaassuurreemmeennttss,,   aanndd  ppeerrssoonnaall   aaccccoouunntt  --
aabbii ll ii tt iieess   iinn   tthh ii ss  aarreeaa  ooff  lleeaaddeerrsshhiipp   ––
ootthheerrwwiissee  tthh iiss  uunnddeerrssttaannddiinngg  yyoouu  nnooww
hhaavvee   ww ii ll ll   nnoott   tt rraannss llaa ttee   ii nnttoo  ddaaii llyy   
wwoorrlldd--ccllaassss  lleeaaddeerrsshhiipp..

PPrriioorriittyy
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The concept of the leader as pacesetter is an intriguing one. The
pacesetter is usually seen as an individual who runs beside an athlete in
training – “setting the pace” for the athlete. As the athlete works to grow
more fit and skilled, there’s a pacesetter always beside them moving
them to higher and higher levels of accomplishment by setting a pace
which is both challenging yet attainable.

I once worked for a leader who was the consummate pacesetter. He
never asked anything of me or any of his other direct reports that he was
not willing to do himself. In fact he went beyond simply asking, to
personally modeling the behaviors which he expected of us. He truly
“set the pace.” In many ways this defines the ultimate in leadership.

If, for example, you decide to implement a set of behaviors around
bottom-up feedback, where individuals give their managers feedback
on the manager’s behavior, the leader must be the first to initiate the
process – not just do it, but do it first! The leader must then be the first
to respond to the feedback, proactively, by asking for ways in which to
improve the scores that were weaker, and by asking for suggestions on
how their behavior could be improved. The leader can then ask their
own team to do the same with their people. The leader sets the example,
sets the pace, and demonstrates behaviors such that others can grow and
learn by being beside that calibre of role model, and having that kind of
coaching always at hand.

The pacesetter not only leads by example, but leads by being beside,
and by coaching. There are five specific components to being a leader
who pacesets.
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““EEnnssuurree  tthhaatt  tthhee  aarreeaass  

iinn  wwhhiicchh  yyoouu  aarree  ppaacceesseettttiinngg

aarree  aarreeaass  wwhhiicchh  

yyoouu  aarree  ccoonnffiiddeenntt  wwii ll ll   bbuuiilldd

lloonngg--tteerrmm  ssttrreennggtthh,,

aanndd  tthhee  eexxppeecctteedd  rreessuullttss,,  

iinnttoo  tthhee  oorrggaanniizzaattiioonn..””
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1. Influence: A company is influenced far more by the behavior of the
leadership than is often realized. Leadership which recognizes that
their own behaviors are setting the pace for the rest of the company
watch carefully how they go, what they say, and what they do.

This is true whether the leader is a CEO, or the supervisor of a
regional distribution centre. Every leader – whether at the most
senior level, or at the most junior level – sets the pace for those who
watch and are seeking to learn, copy, and grow. 

Influence is that subtle quality which results in outcomes being
closely aligned with desires and expectations. When the influence is
strong, effective, and in support of the desired outcomes, then
the rest of the organization follows that pace and the desired
outcomes follow.

2. Knowledge: Effective pacesetters operate from strength. It’s difficult
to set the pace in an area where you are weak. Even as you coach others
in your area of strength they will grow stronger as they learn from you,
and comparatively you will weaken. Consequently, you must continue
to operate from strength and strength has its roots in knowledge.

Consequently, as a pacesetter be committed to seeking information
and knowledge, translating it into action in your own life so that you
remain strong, able to pass your strengths on, and coach others. 
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““AA  lleeaaddeerr  wwhhoo  ppaacceesseettss  

hhaass  aatt  tthheeiirr   hheeaarrtt  

aa  ddeetteerrmmiinnaatt iioonn  ttoo  ddeevveelloopp,,   

ttoo  tthhee  ffuullll,,   

tthhee  ppootteennttiiaall   ooff  tthhoossee  wwiitthh

wwhhoomm  tthheeyy  ccoommee  iinn  ccoonnttaacctt..””
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3. Focus: There are many options available to leaders as they seek to
increase in their understanding, grow in their knowledge, and gather
relevant information. The priority must be to focus your learning on
aspects of the enterprise where additional knowledge, or skill, would make
a big difference. Remember that you are pacesetting for others and
they will learn and grow from you. Consequently, ensure that the areas
in which you are pacesetting are areas which you are confident will build
long-term strength, and the expected results, into the organization. 

In the earlier example, if the leader was convinced that highly
effective leadership would result in improvements to the bottom line,
this conviction might have led to the support of a bottom-up feedback
process, allowed the organization to aggressively learn from it, grow
from it, and improve. The leader would have made the decision to
paceset in an area that was felt to significantly impact on the
commitment made to shareholders. As a result of this focus the
scores on these evaluations should also be consistently among the
highest in the company, another example of pacesetting.

4. Communicate: Pacesetters must do more than just live by example,
they must share what they know. Lighthouses have both a light and a
foghorn. At times the light is sufficient, but at many other times the
light is ineffective and the lighthouse must rely on its foghorn, because
the environment is so turbulent that the light cannot be seen clearly.

Similarly pacesetting leaders communicate what they know.  They
take the time to help those who are running beside them to
understand and to grow, and so themselves become strong.

A leader who pacesets has at heart a determination to develop, to the
full, the potential of those with whom they come in contact.
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TTHHEE  LLEEAADDEERR  AASS  PPAACCEESSEETTTTEERR

““PPaacceesseetttteerrss  mmuusstt

ddoo  mmoorree  tthhaann  jjuusstt  ll iivvee  

bbyy  eexxaammppllee,,   

tthheeyy  mmuusstt  sshhaarree  wwhhaatt  

tthheeyy  kknnooww..””
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TTHHEE  LLEEAADDEERR  AASS  PPAACCEESSEETTTTEERR

5. Mastery: Elsewhere in this book mastery is discussed in some detail.
However, it’s important to understand here that being an effective
pacesetter is not something which necessarily comes naturally.
Rather it comes as a result of constant self-evaluation, regular
feedback, and a personal determination to excel at it; in short, to
achieve mastery. 

To facilitate this, develop a personal action plan in this area with
measurements and accountabilities. Recognize the need to influence
others and determine the degree to which your influence is consistent
with what you want to achieve.

Commit to learning, growing and applying what you learn, being
fully aware that what you learn and where you lay your strokes must
have significant impact on the organization’s overall objectives.

Commit to communicating what you know so that others can learn
from you; be available, be sensitive and be patient.

Achieving mastery in anything is not easy. You are pacesetting one
way or another within your organization if you are in a leadership
position. The question is whether your pacesetting is as impactful as
possible. To do so requires mastery, it requires a commitment on your
part to work at being world-class in this area. This is a commitment
you should make.
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The Importance of Creating an Environment That Includes Fun

HHAAVVEE  FFUUNN!!

SSuurrrroouunndd  tthhee  ttaasskk,,  aanndd  tthhee  ppeeooppllee  ppeerrffoorrmmiinngg  

tthhee  ttaasskk,,   wwiitthh  aa  ccll iimmaattee  ooff  ffuunn..

TThhiiss  ccll iimmaattee  pprroommootteess  tteeaammwwoorrkk,,   

eennccoouurraaggeess  ccoommmmiittmmeenntt,,  aanndd  mmoorree  ffuullllyy   eennggaaggeess  

tthhee  wwhhoollee  ppeerrssoonn..

TTAASSKK FFUUNN

FFUUNN FFUUNN

FFUUNN

No matter what the task, there’s no reason 
not to add enjoyment to it.

People like to play.

Play enhances creativity.

Communication flows freely during play.
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The Importance of Creating an Environment That Includes Fun

HHAAVVEE  FFUUNN!!

Imagine yourself running a department in a building where a hallway
connects your department to another nearby, managed by Mortimer. You
both work in the same company, but manage different departments.

Because you believe everyone likes to have fun, and that fun and work
are not incompatible, individuals in your department are encouraged to
laugh, and integrate the enjoyment that can come from social interaction
with the work that needs to be done.

If one day Mortimer comes storming into your office, furious because:
“Your people are having too much fun over here and are disturbing my
people!” you‘d be amazed! Further, chances are you’d find your group to
be more productive than Mortimer’s, because part of the reason people are
productive is because fun is included as an element of the job.

The point of the above illustration is simply to reinforce the absurdity
of not having fun on the job. Fun is not incompatible with productivity,
and there’s no reason for it not to be part of the normal workplace. In
fact, given the incredible stress and pressure in today’s economy, and
society, the freedom to release this stress through humour, good-natured
banter, and creative activities is a tremendous boon. People can
“decompress” more readily through fun, and more frequently, and so
enjoy coming to work.

As an example, something simple I once did was to have a white board
prominently displayed in the centre of our department on which people were
encouraged to write whatever they wished. It was usually erased at the end
of each day and so became a central spot for notices of parties, jokes,
welcome to new employees, reminders of key company dates, interesting
graffiti, etc. Items which appeared there tended to spawn other comparable
activity elsewhere in the department (posters, more cartoons, etc.).
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The Importance of Creating an Environment That Includes Fun

HHAAVVEE  FFUUNN!!

““TThhee  rreessuullttss  ooff  oouurr

aaccttiivviittyy  aarree  

aallwwaayyss  bbeesstt  wwhheenn  wwee  

lloovvee  wwhhaatt  wwee  ddoo,,   

aanndd  iitt’’ss  eeaassiieerr  ttoo  lloovvee  

ssoommeetthhiinngg  tthhaatt’’ss  ffuunn..””
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The Importance of Creating an Environment That Includes Fun

HHAAVVEE  FFUUNN!!

Clearly those who enjoy their work, have the freedom to be themselves,
and the opportunity to integrate enjoyment into the job will be more
productive than those who are forced, straightjacket-like, to stay heads
down, bottled up, and to totally separate their after work life (which
usually includes fun!) from their at work life.

In addition to being an effective way to manage people, encouraging
fun in the workplace serves to promote interaction among individuals
working together, which then facilitates communication, expression,
and teamwork. The creativity which is an automatic element of any fun
environment – because people are thinking of creative ways to have fun –
spills over into the work being done and additional creativity flows
from that.

The challenge to the leader is to create the appropriate environment. This
is not an issue of balance. The objective is not to balance work and fun;
rather the objective is to focus on the work, but create a climate in which
individuals are allowed to have appropriate fun. It is the “appropriate”
which requires the management skill so the overall climate is maximally
productive – including work and fun.

Clearly nothing will be accomplished if people come to work to party.
This is not the intent. People should come to work to work and
furthermore the work they do should be at the highest possible standard
(world-class) in the shortest possible time, error free and with absolute
quality and service. Individuals need to perform their tasks
competently, interact effectively with others, and continually improve
those processes with which they are involved in order to reduce cost and
eliminate waste. 
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SETTING THE PACE

The Importance of Creating an Environment That Includes Fun

HHAAVVEE  FFUUNN!!

““TThhee  cchhaalllleennggee  

ttoo  tthhee  lleeaaddeerr  iiss  ttoo  

ccrreeaattee  tthhee  aapppprroopprriiaattee

eennvviirroonnmmeenntt..””
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SETTING THE PACE

The Importance of Creating an Environment That Includes Fun

HHAAVVEE  FFUUNN!!

But there’s no reason why this cannot be done in a climate where people
are allowed to laugh, joke amongst themselves, not take themselves or
their work more seriously than they should, and have about them the
same kind of enjoyment of life that they demonstrate after work hours
in their leisure time. This is the climate that needs to be created. 

The results of our activity are always best when we love what we do,
and it’s easier to love something that’s fun.
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The Leader as Motivator - The Specific Steps to Follow

MMOOTTIIVVAATTIINNGG  OOTTHHEERRSS  RREEQQUUIIRREESS  TTHHAATT  TTHHEEYY  
BBEE  PPEERRSSOONNAALLLLYY  EENNGGAAGGEEDD,,  II ..EE..  ““LLOOCCKKEEDD  IINN””

For others to be truly engaged, this requires that they…

UUNNDDEERRSSTTAANNDD

UUnnddeerrssttaanndd  tthhee

tthhiinnggss  iinn  ppllaaccee  tthhaatt

ggiivvee  ccoonnffiiddeennccee

tthhaatt  tthhee  oobbjjeeccttiivvee  iiss

ttrruullyy  aattttaaiinnaabbllee..

UUnnddeerrssttaanndd  tthhee  

iimmppoorrttaannccee,,  oorr  

ssiiggnniiffiiccaannccee,,  

ooff  aacchhiieevviinngg  

tthhee  oobbjjeeccttiivvee..

UUnnddeerrssttaanndd  iinn

wwhhaatt  wwaayy  tthheeyy  ccaann

mmaakkee  aa  ppeerrssoonnaall

ddiiffffeerreennccee  ttoo  tthhee

oouuttccoommee..

PPeeooppllee  ccaannnnoott  ffuullllyy  ccoommmmiitt  tthheemmsseellvveess  ttoo

ssoommeetthhiinngg  tthheeyy  ddoonn’’tt  ffuullllyy  uunnddeerrssttaanndd..
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MMOOTTIIVVAATTIINNGG  OOTTHHEERRSS  RREEQQUUIIRREESS  TTHHAATT  TTHHEEYY  
BBEE  PPEERRSSOONNAALLLLYY  EENNGGAAGGEEDD,,  II..EE..   ““LLOOCCKKEEDD  IINN””

For people to be fully supportive of a task or an initiative they must be
emotionally engaged, or “locked in”, to what is to be accomplished and
the approach being taken. It is the leader’s responsibility to provide the
team with this motivation which comes from ensuring that they are truly
engaged in this fashion. It is very difficult to be motivated when one
does not feel personally committed to the overall task and objective.

To get this form of motivation requires that each member of the team
understand three specific things:

1. People will be committed to an outcome if they can personally make
a difference. They need to believe that their contribution, talents, and
skills are such that, once applied, the outcome is more assured; and
so is dependent on their contribution. 

The outcome is in fact clearly dependent on their contribution, to
varying degrees depending on their experience, skills, etc. However,
often little time is taken to explain to people the way in which their
contribution is so crucial to the outcome. Rarely is a team brought
together with members who are unnecessary! Rather, every member
is important and this thinking needs to be communicated to each
individual with respect to their own contribution. 

2. People need to understand that the objective is obtainable. Very
often an objective that to many might seem out of reach or beyond
achievement to others is in fact attainable, given the approach the
leader has in mind, the resources that the leader knows to be
available, and the leader’s experience.
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The Leader as Motivator - The Specific Steps to Follow

MMOOTTIIVVAATTIINNGG  OOTTHHEERRSS  RREEQQUUIIRREESS  TTHHAATT  TTHHEEYY  
BBEE  PPEERRSSOONNAALLLLYY  EENNGGAAGGEEDD,,  II ..EE..  ““LLOOCCKKEEDD  IINN””

““‘‘UUnnddeerrssttaannddiinngg’’   iiss  aa

ppoowweerrffuull  mmoottiivvaattoorr   iinn  tthhaatt  

iitt  aall lloowwss  iinnddiivv iidduuaallss  ttoo  

ppeerrssoonnaall iizzee  ffoorr  tthheemmsseellvveess

tthhee  vvaalluuee  aanndd  iimmppoorrttaannccee  

ooff  tthheeiirr  aaccttiivviittiieess..””
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The Leader as Motivator - The Specific Steps to Follow

MMOOTTIIVVAATTIINNGG  OOTTHHEERRSS  RREEQQUUIIRREESS  TTHHAATT  TTHHEEYY  
BBEE  PPEERRSSOONNAALLLLYY  EENNGGAAGGEEDD,,  II..EE..   ““LLOOCCKKEEDD  IINN””

It’s crucial to ensure that each individual is fully aware that the
objective is indeed attainable, and so the effort about to be expended
will bear fruit. This eliminates the sense of futility which can often
overwhelm a team when individuals believe that it can’t be done in
the first place. Usually the initiator has a good reason for the
conviction that the goal is attainable, often based on a wealth of
experience and sound judgement. This needs to be clearly explained,
and fully understood by those involved in fulfilling the assignment.

3. Each individual needs to understand the importance of achieving
the objective. Within any given context the task, objective, mission,
or vision has some inherent value and relevance within a larger
context. The importance of successfully arriving at the conclusion
may be seen by a few, but not by the many; yet the many are being
depended on to deliver the outcome. Consequently, it is crucial that
those who understand the importance of a task communicate clearly
why it is important, and the difference it will make, to all concerned.

“Understanding” is a powerful motivator in that it allows individuals to
personalize for themselves the value and importance of their activities.
It can also be a powerful demotivator when it is lacking.

It is very difficult for individuals to fully commit themselves to
something which they do not fully and clearly understand. 

the book_updated_1109.qxd:the book.qxd  11/11/09  10:55 AM  Page 407



408
SETTING THE PACE

The Leader as Motivator - The Specific Steps to Follow

MMOOTTIIVVAATTIINNGG  OOTTHHEERRSS  IISS  EEAASSIIEERR  
IIFF  TTHHEE  LLEEAADDEERR  HHAASS  CCHHAARRIISSMMAA

AA  LLEEAARRNNAABBLLEE  SSKKIILLLL

CCHHAARRIISSMMAA

1100  TTEECCHHNNIIQQUUEESS::

11 .. SSmmii llee  aa  lloott,,  bbee  ffrriieennddllyy..

22.. BBee  ddeecciissiivvee..   DDeecciiddee,,   tthheenn  lleett  ““yyeess””  bbee  yyeess,,   

aanndd  ““nnoo””   bbee  nnoo..

33.. BBee  kknnoowwlleeddggeeaabbllee..  DDoo  yyoouurr  hhoommeewwoorrkk..

44.. LLiisstteenn,,   ll iisstteenn,,  ll iisstteenn..  LLeett  ootthheerrss  ffuull llyy  eexxpprreessss

tthheemmsseellvveess,,   aallwwaayyss,,   bbeeffoorree  rreessppoonnddiinngg..

55.. HHaavvee  iiddeeaass..   CCoommee  pprreeppaarreedd..

66.. SSppeeaakk  cclleeaarrllyy,,  aanndd  wwiitthh  ccoonnvviiccttiioonn..

77.. EEnnccoouurraaggee  ootthheerrss..

88.. CCrreeaattee  aann  aattmmoosspphheerree  ooff  ffuunn..  PPeeooppllee  eennjjooyy  

bbeeiinngg  hhaappppyy..

99.. SSppeeaakk  ttrruutthh  aallwwaayyss..

1100.. HHaavvee  aanndd  sshhaarree  eenntthhuussiiaassmm..
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MMOOTTIIVVAATTIINNGG  OOTTHHEERRSS  IISS  EEAASSIIEERR  
IIFF  TTHHEE  LLEEAADDEERR  HHAASS  CCHHAARRIISSMMAA

Individuals would prefer to follow someone who has “leadership
qualities.” Many things are often considered to define “leadership,”
such as the ability to articulate a vision, or create an exciting objective
really worth working towards. In addition to these qualities, one which
is often sought after is the elusive “charisma”. This is more difficult to
define; and yet those who have it are often called “natural leaders” and
tend to be more readily followed.

In it’s simplest terms, charisma in a leader is that quality which attracts
others and creates within them the desire to follow, or be part of, the
visions or plans of that leader. Although charisma is often considered to
be something with which people are born, it can be broken down into
component pieces, each of which can individually be learned, making it
possible for each of us to project this level of leadership and magnetism.

There are ten specific behaviors which together combine to create a
charismatic personality; and while each taken individually will have a
significant influence, taken together they create this overall leadership
quality which draws others to be part of your team.

1. Smiling frequently in a friendly manner, and being quick to show
happiness is important. It projects a sense of personal confidence and
well being, and tends to make others feel positive about the
environment in which they find themselves at the moment.

2. Being decisive is key, in that others feel confident that action is being
taken, and being taken without undue deliberation.

3. Being knowledgeable as a result of being well-prepared breeds
confidence. It allows the decisions that are being made to be done so
decisively, and on the basis of relevant facts; decisions can then be
readily and effectively defended if necessary.
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MMOOTTIIVVAATTIINNGG  OOTTHHEERRSS  IISS  EEAASSIIEERR  
IIFF  TTHHEE  LLEEAADDEERR  HHAASS  CCHHAARRIISSMMAA

““CChhaarr iissmmaa  iinn  aa  lleeaaddeerr   

iiss  tthhaatt  qquuaall iittyy  

wwhhiicchh  aattttrraaccttss  ootthheerrss  aanndd  

ccrreeaatteess  wwiitthhiinn  tthheemm  tthhee

ddeessiirree  ttoo  ffoollllooww,,   

oorr  bbee  ppaarrtt  ooff,,   tthhee  vviissiioonnss

oorr  ppllaannss  ooff  tthhaatt  lleeaaddeerr..””
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MMOOTTIIVVAATTIINNGG  OOTTHHEERRSS  IISS  EEAASSIIEERR  
IIFF  TTHHEE  LLEEAADDEERR  HHAASS  CCHHAARRIISSMMAA

4. Being skilled at listening is important since each of us appreciates
being heard, and being listened to. If we know that our thoughts are
being considered, we feel more free to express our ideas, opinions
and perspective.

5. Being prepared with ideas, alternatives, and perhaps innovative
solutions that others have not considered, naturally allows people to
turn to the one with the ideas for suggestions and direction. Be
prepared by thinking in advance of possible ideas which are creative
or innovative, and certainly different from those which are usually
put forward.

6. Speak with conviction and clarity. Acquiring the ability to
communicate in a fashion that can be understood by others is
important if you wish to be understood! Further, having the personal
conviction which often comes from doing effective prework is an
effective tool for harnessing the still unformed convictions of others.

7. The ability to encourage is a little used quality but one which is
greatly appreciated by those being encouraged. Encouraging others
is demonstrating the ability to spot something positive in the midst of
a task, or at its completion, and then speaking an encouraging word
or comment at the appropriate moment. This has the effect of
providing an outside, objective, view of the person’s activity, and so
providing encouragement to the individual to continue.

8. Create an atmosphere of fun around you in the task and activities with
which you are involved. People enjoy working in a fun filled environment,
and often a little bit of creative thought and energy focused on
creating this environment can result in ideas or activities which make
the environment a pleasant one in which to work, and a fun one.

the book_updated_1109.qxd:the book.qxd  11/11/09  10:55 AM  Page 411



412
SETTING THE PACE

The Leader as Motivator - The Specific Steps to Follow

MMOOTTIIVVAATTIINNGG  OOTTHHEERRSS  IISS  EEAASSIIEERR  
IIFF  TTHHEE  LLEEAADDEERR  HHAASS  CCHHAARRIISSMMAA

““AAlltthhoouugghh  cchhaarriissmmaa  iiss  oofftteenn

ccoonnssiiddeerreedd  ttoo  bbee  ssoommeetthhiinngg  wwiitthh

wwhhiicchh  ppeeooppllee  aarree  bboorrnn,,   

iitt  ccaann  bbee  bbrrookkeenn  ddoowwnn  iinnttoo

ccoommppoonneenntt  ppiieecceess,,  

eeaacchh  ooff  wwhhiicchh  ccaann  iinnddiivv iidduuaallllyy  

bbee  lleeaarrnneedd,,   mmaakkiinngg  iitt  

ppoossssiibbllee  ffoorr  eeaacchh  ooff  uuss  ttoo  pprroojjeecctt

tthhiiss  lleevveell   ooff  lleeaaddeerrsshhiipp  

aanndd  mmaaggnneettiissmm..””
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MMOOTTIIVVAATTIINNGG  OOTTHHEERRSS  IISS  EEAASSIIEERR  
IIFF  TTHHEE  LLEEAADDEERR  HHAASS  CCHHAARRIISSMMAA

9. Always speak the truth.We may believe at times that people would
rather not be told the truth, but rarely is this truly the case. In most
instances people appreciate the truth if it’s spoken with tact and in
completeness. Half-truths are often worse than no truth; but if the
truth is spoken clearly and kindly it is appreciated. People are then
able to rely on you, and know that what you say is something on
which they can depend.

10. Be personally enthusiastic and allow this to overflow to others.
Remaining positive, outgoing and excited about the things in which
you are involved, and which lie ahead, tends to be contagious, and
causes others to want to be a part of that excitement.

These ten areas will require continuous attention to your personal
behavior, but their demonstration will provide you with the balanced
set of competencies of an effective charismatic leader.
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MMOOTTIIVVAATTIIOONN  MMUUSSTT  BBEE  SSUUSSTTAAIINNEEDD,,  IITT  CCAANNNNOOTT  BBEE
DDOONNEE  IINNFFRREEQQUUEENNTTLLYY  AANNDD  SSTTIILLLL  HHAAVVEE  AANNYY  IIMMPPAACCTT

SSttaarrtt OObbjjeeccttiivvee

PPaatthh

MMOOTTIIVVAATTIIOONNAALL  OOPPPPOORRTTUUNNIITTIIEESS

IItt  mmuusstt  bbee  ddoonnee  ffrreeqquueenntt llyy!!
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MMOOTTIIVVAATTIIOONN  MMUUSSTT  BBEE  SSUUSSTTAAIINNEEDD,,  IITT  CCAANNNNOOTT  BBEE
DDOONNEE  IINNFFRREEQQUUEENNTTLLYY  AANNDD  SSTTIILLLL  HHAAVVEE  AANNYY  IIMMPPAACCTT

Clearly leadership includes the responsibility to motivate others. However,
the leader often assumes that this is something which need only be done
“when needed,” or at previously determined times. Not so. People require
frequent motivation as they move along the path towards the objective.

Motivation not only serves the obvious function of providing recognition
of progress, but also serves to reinforce the belief that the chosen path is
the correct one, and that the current behavior will ultimately lead to the
desired results. This is an important consideration, and takes motivation
beyond simply a “pat on the back”. 

Individuals striving for excellence need regular feedback to know whether
or not the path they are on will lead to the excellence they desire. As
leaders provide words of encouragement, motivational coaching, or
positive guidance, the individual is able to remain focused and clear about
the value of their contribution, and so stay motivated. 

When implementing this approach, one might wonder what the term
“frequently” actually means. Simply put, if you see the need to motivate
then you’ve left it too late. The nature of motivation is such that it sustains
momentum; consequently when you anticipate that momentum could be
lagging then it’s a clear sign that some motivation is in order. 

As you become more skilled at reading these signs then you will be more
conscious of, and skilled at, the timing of the motivation in order to ensure
that it is not so frequent as to be meaningless, and not so far apart as to be
less effective then required. Given that it must be done frequently, several
different approaches are required to avoid excessive repetition of the same
approach, which would then soon become ineffective. These are discussed
in Section VI, Actions That Can be Done Along the Path to the Objective
to Motivate those Involved, on page 416.
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AACCTTIIOONNSS  TTHHAATT  CCAANN  BBEE  DDOONNEE  AALLOONNGG  TTHHEE  PPAATTHH  TTOO
TTHHEE  OOBBJJEECCTTIIVVEE  TTOO  MMOOTTIIVVAATTEE  TTHHOOSSEE  IINNVVOOLLVVEEDD

11.. RREEPPEEAATT

RReeiitteerraattee  tthhee  rraattiioonnaallee  ffoorr  tthhee  oobbjjeeccttiivvee,,  

eennhhaanncciinngg  uunnddeerrssttaannddiinngg..

22.. CCEELLEEBBRRAATTEE  

CCeelleebbrraattee  ssuucccceesssseess  aalloonngg  tthhee  ppaatthh..

33.. CCOOMMPPAARREE

PPaauussee  ttoo  ccoonnssiiddeerr  hhooww  ootthheerr  oorrggaanniizzaattiioonnss

aarree  ttaacckklliinngg  ssiimmii llaarr  cchhaalllleennggeess  ––  iiddeenntt iiffyy

wwhhaatt  ccaann  bbee  lleeaarrnneedd  ffrroomm,,  oorr  sshhaarreedd  

wwiitthh  tthheemm..

44.. MMEEAASSUURREE

HHaavvee  mmeeaassuurreemmeennttss,,  wwhhiicchh  ccaann  bbee  rreevviieewweedd  

ffrreeqquueennttllyy   ––  eevveenn  ppoooorr  rreessuullttss  ccaann  bbee  

mmoottiivvaattiinngg  wwhheenn  ssoommeetthhiinngg  mmeeaanniinnggffuull  

hhaass  bbeeeenn  lleeaarrnneedd..

55.. CCOOMMPPLLIIMMEENNTT

HHaavvee  aann  oouuttssiiddee  ppeerrssoonn  ccoommee  iinn  aanndd  

ccoommpplliimmeenntt  pprrooggrreessss  ttoo  ddaattee..
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AACCTTIIOONNSS  TTHHAATT  CCAANN  BBEE  DDOONNEE  AALLOONNGG  TTHHEE  PPAATTHH  TTOO
TTHHEE  OOBBJJEECCTTIIVVEE  TTOO  MMOOTTIIVVAATTEE  TTHHOOSSEE  IINNVVOOLLVVEEDD

As a leader committed to motivating frequently along the path towards
the objective, there are five specific approaches which you can take to
provide this motivation.

1. Repetition: One way of providing powerful motivation is to remind
the individual of the original objective, and the important part which
they play in it. 

This understanding is itself a motivator as well as a very effective
way of keeping the team focused, while still acknowledging the
value of individual contributions. 

2. Celebration:Along the path successes can be celebrated. These can
be individual successes, or group or team successes. The celebration
need not be elaborate, it could be as simple as bringing in a box of
donuts, ordering a pizza, or attending a training course together. 

At Eagle’s Flight celebration is a large part of our culture. We
celebrated our first million-dollar month by taking everybody out to
a jazz pub for dinner and time to chat. We’ve celebrated the team
every year with a day dedicated simply in their honor. We celebrate
birthdays, special events, large sales, exceptional service, and
anything else that’s relevant to our people. 

Celebration at Eagle’s Flight includes not only the things important
to the business (e.g. a million-dollar month) but also things of
importance to the people (e.g. birthdays). This is because we see the
people and the business as synonymous. 
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AACCTTIIOONNSS  TTHHAATT  CCAANN  BBEE  DDOONNEE  AALLOONNGG  TTHHEE  PPAATTHH  TTOO
TTHHEE  OOBBJJEECCTTIIVVEE  TTOO  MMOOTTIIVVAATTEE  TTHHOOSSEE  IINNVVOOLLVVEEDD

““TThhee  nnaattuurree  ooff  cceelleebbrraattiioonn

iiss  ssuucchh  tthhaatt  iitt  ccaann  

bbrreeaakk  tthhee  nnoorrmmaall  rroouuttiinnee

aanndd  ggiivvee  ppeeooppllee  

ppaauussee  ttoo  rreeff lleecctt  aanndd  

tthheenn  rreeffooccuuss..””
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However, we also celebrate project achievements: for example when
individuals successfully completed training on recently purchased
software there was a special awards ceremony. Any excuse to
celebrate will do! I appreciate that at Eagle’s Flight fun is a large part
of what we believe is important, and so celebration may take a larger
place in our culture than in others. Nonetheless the principle of
celebration is valid. It is an effective and fun way to recognize
milestones along the path and to motivate our teams.

The celebration itself is motivating, and serves to reinforce the
importance of whatever it is that is being celebrated.

The nature of celebration is such that it can break the normal routine
and give people pause to reflect and then refocus. As such it can be a
card signed by everyone, a large cookie which everyone shares, a day
when everyone wears something purple, or it can be more elaborate
such as trips, guest speakers brought in, or training done at a
particularly nice location. Celebration need not always be expensive to
be effective. As with most things in life, it’s the thought that counts.

3. Compare: One way to motivate individuals is to pause and consider
how we are doing compared to others. This increases the awareness
of competitors in the marketplace; and also of how other
organizations, perhaps non-competitive, are doing similar types of
activities and from whom you can learn.
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AACCTTIIOONNSS  TTHHAATT  CCAANN  BBEE  DDOONNEE  AALLOONNGG  TTHHEE  PPAATTHH  TTOO
TTHHEE  OOBBJJEECCTTIIVVEE  TTOO  MMOOTTIIVVAATTEE  TTHHOOSSEE  IINNVVOOLLVVEEDD

““MMoottiivvaattiinngg  ootthheerrss

rreeqquuiirreess  ssppeeaakkiinngg

ppaassssiioonnaatteellyy  

aanndd  ttrruutthhffuullllyy..””
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AACCTTIIOONNSS  TTHHAATT  CCAANN  BBEE  DDOONNEE  AALLOONNGG  TTHHEE  PPAATTHH  TTOO
TTHHEE  OOBBJJEECCTTIIVVEE  TTOO  MMOOTTIIVVAATTEE  TTHHOOSSEE  IINNVVOOLLVVEEDD

When the comparison is made there will be an opportunity to learn
and grow, and see new ways of doing things: as a result the task being
reviewed can perhaps be done more simply or more effectively. This
is motivating in that it allows individuals to take a quantum leap
forward, with less personal slogging. Also, the very act of looking
outside the organization, or making a visit to another facility,
reminds individuals to keep the broader perspective in mind and stay
alert to the learning which is all around us. Since learning is
generally a powerful motivator, this form of motivation is
particularly effective.

When other organizations are doing something not as well as we are,
then that too is motivating as it allows us to realize we are truly
world-class at what we do. It reinforces that continuing on in that
direction, or even improving it further, allows us to maintain our
competitive edge and therefore a prominent place in the eyes of those
who use our product or service. 

4. Measurement:Measurement is a practical and realistic motivator. It
provides tracking of progress, and preferably tracking against a
predefined standard. As individuals are able to track their progress,
and see it measured, the results can be highly motivating when
success is constantly being reflected by these measures. 

In those instances where the measurements show a shortfall, or
performance is below expectation, a skillful manager can draw
lessons from this so that improvements can be made. This can also
be a powerful motivator. Individuals are able to learn from their
mistakes and then subsequently see the measurements reflecting
improved performance. 
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““MMeeaassuurreemmeenntt  iiss  aa  

pprraaccttiiccaall   aanndd  rreeaalliisstt iicc

mmoott iivvaattoorr..””
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AACCTTIIOONNSS  TTHHAATT  CCAANN  BBEE  DDOONNEE  AALLOONNGG  TTHHEE  PPAATTHH  TTOO
TTHHEE  OOBBJJEECCTTIIVVEE  TTOO  MMOOTTIIVVAATTEE  TTHHOOSSEE  IINNVVOOLLVVEEDD

5. Validation:When an individual from outside your team or group
comes in to compliment or comment on progress to date, that can be
extremely motivating. The use of an outside “expert,” or individual
in authority, to provide an external point of view is often seen to be
of significant value.

Where you can make others aware of the progress of your team, or
individuals on your team, and then have them demonstrate an
appreciation for that work, you have not only served to motivate your
team, but also to educate those around you who depend on the team’s
results for their own progress.

Motivating others requires speaking the truth and speaking with
compassion. It involves speaking passionately. And it involves
creativity, sometimes a word, or a hand shake is sufficient, sometimes a
card or a note, sometimes simply providing an opportunity for an
individual to present their results to date is very effective, or sometimes
a more elaborate event should be planned. Whatever you feel is
appropriate, and how you feel you should handle it, is at your discretion.
The important thing is to remember the power of motivation and act
accordingly, and frequently.
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PPEERRIIOODDIICC  SSEELLFF--AASSSSEESSSSMMEENNTT  OOFF  PPEERRSSOONNAALL
PPRRIIOORRIITTIIEESS  PPRROOMMOOTTEESS  EEXXCCEELLLLEENNCCEE

SSTTEEPPSS
11.. IIddeennttiiffyy  aarreeaass  ffoorr  sseellff  aasssseessssmmeenntt

22.. DDeetteerrmmiinnee  tthhee  rreellaattiivvee  iimmppoorrttaannccee  ooff  eeaacchh  aarreeaa  ffrroomm  sstteepp  11  iinn

tteerrmmss  ooff  tthhee  sshhoorrtt   tteerrmm  ((““mmuusstt  bbee  ddoonnee  nnooww,,  oorr  ssoooonn””))  aanndd

tthhee  lloonngg  tteerrmm  ((““mmuusstt  bbee  ssuurree  ttoo  bbee  ddoonnee  bbyy  ____________________””))    

((ffii ll ll   iinn  tthhee  bbllaannkk  tthhaatt  ffiittss  yyoouurr  ddeeffiinniitt iioonn  ooff  ““ lloonngg  tteerrmm””))

Area A: Personal mastery within your field(s) of endeavor

Area B: Effectiveness of those who rely on your leadership

Area C: Overall success of your activities vs. expectations. These
areas can be as many or as few as you wish. They can be
broad in nature, or very specific

33.. SSkkeettcchh  oouutt  aa  qquuiicckk  cchhaarrtt  ––  ppiiccttuurreess

hheellpp  ccoonnvveeyy  iinnffoorrmmaattiioonn  

44.. AAsssseessss;;   ttaakkee  wwhhaatteevveerr  aaccttiioonn  yyoouu  ddeeeemm  aapppprroopprriiaattee  ttoo

eennssuurree  yyoouurr  pprreesseenntt  aaccttiioonnss  aarree  ccoonnssiisstteenntt  wwiitthh  aacchhiieevviinngg

yyoouurr  iinntteennttiioonnss

Priority

lowmed

B C A

A,B C

Short Term

Long Term

Remember these are priorities
relative to each other, not in the
absolute. This is a personal
guide to ensure personal effort
is appropriately balanced

(entries from those listed in step 1)

e.g.
high

high     
med
low

short term long term

B

C

A
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PPEERRIIOODDIICC  SSEELLFF--AASSSSEESSSSMMEENNTT  OOFF  PPEERRSSOONNAALL
PPRRIIOORRIITTIIEESS  PPRROOMMOOTTEESS  EEXXCCEELLLLEENNCCEE

Benjamin Franklin identified a few key qualities which he believed
were crucial to his own personal character. He jotted these down on a
list, and then made a point of evaluating himself against these on a
regular and frequent basis. He was doing a self-assessment to ensure
that he was personally developing, and demonstrating the qualities
which he believed to be those which promote personal excellence. We
need to do the same.

There are four specific steps to be taken in doing this.

Step 1 – Identification: Clearly the first thing is to identify those
areas where you are seeking self-improvement. These areas could
be in any aspect of your life, such as home, family, spiritual,
emotional, personal interests, or behavior at work. The important
thing is to identify where you wish to see improvement, and then
identify what that improvement should be.

On the accompanying illustration, I’ve outlined three very broad
categories you may wish to consider, and I’ll use these as examples
as I work through the steps. 

Area A: Those aspects where you seek personal mastery in your
chosen discipline or profession. For example, the teacher might
choose speaking skills, writing skills, or interpersonal skills. 

Area B: Leaders might identify the need to ensure those whom they
are leading are as effective as possible: for example, do they achieve
a great deal in a little time? Are they good at project management,
and are their team skills outstanding? 
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PPEERRIIOODDIICC  SSEELLFF--AASSSSEESSSSMMEENNTT  OOFF  PPEERRSSOONNAALL
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““BBeennjjaammiinn  FFrraannkkll iinn  iiddeennttiiffiieedd  

aa  ffeeww  kkeeyy  qquuaalliittiieess  

wwhhiicchh  hhee  bbeelliieevveedd  wweerree  ccrruucciiaall  

ttoo  hhiiss  oowwnn  ppeerrssoonnaall   cchhaarraacctteerr,,   

aanndd  mmaaddee  aa  ppooiinntt   ooff  

eevvaalluuaattiinngg  hhiimmsseellff  aaggaaiinnsstt  tthheessee

oonn  aa  rreegguullaarr  aanndd  ffrreeqquueenntt  bbaassiiss..

WWee  nneeeedd  ttoo  ddoo  tthhee  ssaammee..””
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PPEERRIIOODDIICC  SSEELLFF--AASSSSEESSSSMMEENNTT  OOFF  PPEERRSSOONNAALL
PPRRIIOORRIITTIIEESS  PPRROOMMOOTTEESS  EEXXCCEELLLLEENNCCEE

Area C:Your own personal ability to deliver against expectation.
For example, are you meeting the commitments you made to
deadlines? Are the results as promised? If innovation is expected, is
it occurring?

I appreciate that these are very broad categories (as opposed to
something specific like losing weight, or writing a book), but they
merely serve to illustrate that your personal priorities, and the
corresponding assessment, may be either broad or narrow.

The key thing is to identify them, and to do so in a way that makes
sense to you (broad or specific); also, be sure you identify them all.
There may be as many or as few as you wish. 

Step 2 – Relative Importance: In this step you need to take the
items of Step 1 and put them in a relative order of importance.
Remember this is your own personal list and as such you will not be
accountable to anyone for it, so you can easily identify the relative
importance of each item in your own judgement.

Of note: If you use the same list for an extended period of time you
may find the relative priorities change. For example, in my
illustrations above, if at present you lead only a few people, your
impact on their effectiveness may not be as important as your own
functional skill; however later if you’ve mastered your functional
area and are now responsible for leading a larger number of people,
then that element (the effectiveness of those you lead) will perhaps
move up to a higher priority.
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PPEERRIIOODDIICC  SSEELLFF--AASSSSEESSSSMMEENNTT  OOFF  PPEERRSSOONNAALL
PPRRIIOORRIITTIIEESS  PPRROOMMOOTTEESS  EEXXCCEELLLLEENNCCEE

““TThhee  iimmppoorrttaanntt  tthhiinngg  

iiss  ttoo  iiddeennttiiffyy  wwhheerree  yyoouu  wwiisshh

ttoo  sseeee  ppeerrssoonnaall

iimmpprroovveemmeenntt,,   aanndd  tthheenn

iiddeenntt iiffyy  wwhhaatt   tthhaatt

iimmpprroovveemmeenntt  sshhoouulldd  bbee..””
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PPRRIIOORRIITTIIEESS  PPRROOMMOOTTEESS  EEXXCCEELLLLEENNCCEE

When assessing relative priorities you need to also take into account
how important it is that you improve in the short term (near future) as
opposed to the long term (distant future). This will allow you to blend
relative priority (importance) with degree of immediacy (urgency).

Remember that these are priorities relative to each other, not in the
absolute sense. This is simply your own guide to ensure that the
effort you spend is spent appropriately in order to achieve what you
want. This is illustrated under Step 2.

Step 3 – Chart the Results: By making a chart of the result with
“short to long term” on the “X” axis, and “low to high” on the “Y”
axis you can then determine how much effort you should spend on
these priorities. For example in the chart shown on the illustration
it’s clear that Area A is a low priority in the short term growing to a
high priority in the long term. This means it can be left for the
moment, but attention will have to be directed toward it relatively
soon in order to ensure that in the long term you have the required skills.

Similarly, Area B is high now and remains high, and so must be a
continuing focus. 

Area C is relatively important now, although not as much so as B,
but still important. In the long term this priority drops and so
whatever development you need to do on it needs to be done soon,
because over the long term it will get less attention.
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““OOvveerr  ttiimmee  tthhiiss  rreegguullaarr

aasssseessssmmeenntt  wwii ll ll   bbeeccoommee  

aann  eeffffeeccttiivvee  aanndd  hhaabbiittuuaall  

ttooooll  ttoo  pprroommoottee  

ppeerrssoonnaall  eexxcceell lleennccee..””
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PPRRIIOORRIITTIIEESS  PPRROOMMOOTTEESS  EEXXCCEELLLLEENNCCEE

This kind of a chart allows you to determine how to spend your time
now, and how you should plan to spend your time in the weeks to
come. It allows for a periodic self-assessment to determine whether
or not you are investing your time appropriately in the key
priorities, and whether or not you’ll arrive at the future with the
necessary development.

Step 4 – Assessment and Action: Once you have this data you need
to determine if your current personal development priorities are
aligned as they should be. Is the time and effort you are spending
being done so appropriately? Will you get the desired results that
you require in the future? Are you maximizing the results of the
time you are investing, as measured against what you believe
should occur?

Once you’ve done this assessment for the first time then I recommend
you review it every couple of months, to see whether anything has
changed, and more importantly to see whether or not you are making
progress as you intended. Over time this regular assessment will
become an effective and habitual tool to promote personal excellence.
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AA  PPOOSSSSIIBBLLEE  OORRGGAANNIIZZAATTIIOONNAALL  OOBBJJEECCTTIIVVEE
AATT  TTHHEE  OOPPEERRAATTIIOONNAALL  LLEEVVEELL

The Operational Level is the “how” of our business, 
not the “what”.

““IIMMIITTAATTEEDD””

SSoo  ggoooodd  aatt  aallll   yyoouu

ddoo  tthhaatt  ootthheerrss  aarree  

ttrryyiinngg  ttoo  ddoo  iitt

yyoouurr  wwaayy..

AAnndd  tthheerreeffoorree  yyoouu

ssttaayy  iinn  tthhee  lleeaadd..

““CCOOMMPPEETTIITTOORR””

YYoouurr  rreessuull ttss  aarree

ccoonnssttaannttllyy  bbeeiinngg

aasssseesssseedd  aaggaaiinnsstt

tthhee  ccoommppeettiittiioonn..

AAnndd  tthheerreeffoorree  yyoouu

wwiill ll   aallwwaayyss  kknnooww

hhooww  hhiigghh  tthhee  bbaarr  iiss..

““GGLLOOBBAALL””

YYoouu  ccoonnssiiddeerr  yyoouurrsseellff

aa ppllaayyeerr,,  oorr  ppootteennttiiaall

ppllaayyeerr,,  oonn  aa  gglloobbaall

ffiieelldd..

AAnndd  tthheerreeffoorree  

wwii ll ll   nnoott  bbee  ttaakkeenn  

bbyy  ssuurrpprriissee..

BBeeccoommee  aann
IIMMIITTAATTEEDD  GGLLOOBBAALL  CCOOMMPPEETTIITTOORR

SSttrriivv iinngg  ttoo  bbee  aann  iimmiittaatteedd  gglloobbaall  ccoommppeettiittoorr

eelliimmiinnaatteess  ccoommppllaacceennccyy!!!!
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AA  PPOOSSSSIIBBLLEE  OORRGGAANNIIZZAATTIIOONNAALL  OOBBJJEECCTTIIVVEE
AATT  TTHHEE  OOPPEERRAATTIIOONNAALL  LLEEVVEELL

Organizations can be very skilled at writing mission statements, or
establishing a relevant strategy. This is an important skill and one which
serves both the organization and the individuals that make up that
organization in good stead.

However, there is also significant value in having a corporate objective
at the operational level. That is, as a mission statement provides
strategic direction, a corporate objective at the operational level can
provide tactical direction which is equally powerful. This addresses
how we go about doing our business, not the business that we are in. 

If the organization strives for world-class excellence then a very powerful
corporate objective is to become an “imitated global competitor.” This
has relevance even if your organization is not operating at the global
level… as of yet. These three words are powerful because of what they
signify, and the consequence which they bring to the organization.

“Imitated”:An organization that is imitated is one that is so good at
what it does that others wish to do it equally well. An imitated
organization is the model, the one which others strive to be like.

You will not be imitated if a portion of your operational performance
is stellar but another portion is very weak; for example your delivery
systems are perfect but your costs are higher than the industry
average. To be imitated you must do what you’re doing so well, from
a whole system point of view, that others seek to emulate it. When
this is the case then you have the confidence that your organization or
department is performing at a level which will be seen to achieve the
lowest cost and highest quality, in the shortest time frame. Achieving
this position would give you an outstanding competitive advantage;
and so striving to be imitated in your marketplace is a powerful
operational objective.
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““SSttrriivviinngg  ttoo  bbee  aann  iimmiittaatteedd

gglloobbaall   ccoommppeettiittoorr  aatt  tthhee

ooppeerraattiioonnaall  lleevveell   

sseettss  bbeeffoorree  tthhee  oorrggaanniizzaattiioonn

tthhee  cchhaalllleennggee  ooff  bbeeiinngg  

wwoorrlldd--ccllaassss  iinn  eevveerryytthhiinngg  ddoonnee,,

wwiitthh  wwoorrlldd--ccllaassss  rreessuullttss..””

the book_updated_1109.qxd:the book.qxd  11/11/09  10:55 AM  Page 434



435
SETTING THE PACE

Why Strive to be an Imitated Global Competitor

AA  PPOOSSSSIIBBLLEE  OORRGGAANNIIZZAATTIIOONNAALL  OOBBJJEECCTTIIVVEE
AATT  TTHHEE  OOPPEERRAATTIIOONNAALL  LLEEVVEELL

“Global”:There are two reasons for the word global, the first is that you
want to ensure that you do not mislead yourself in terms of your
quality of performance. In your home town you might be imitated,
but on a global level there might be others who are significantly
better. Because you have not looked far enough afield with regard
to the content of “imitated” you’ve lured yourself into a false sense
of security. The second reason for the global thinking is that it
forces you to evaluate the real marketplace in which you compete –
that is, the global marketplace.

By striving to be effective, either in practice or in theory, on a global
basis, you avoid being taken by surprise, and ensure that you have
done all within your power to be a maximally effective competitor
or service provider.
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AA  PPOOSSSSIIBBLLEE  OORRGGAANNIIZZAATTIIOONNAALL  OOBBJJEECCTTIIVVEE
AATT  TTHHEE  OOPPEERRAATTIIOONNAALL  LLEEVVEELL

““SSttrriivviinngg  ttoo  bbee  aann  

iimmiittaatteedd  gglloobbaall   ccoommppeettiittoorr  

sseerrvveess  ttoo  ddrriivvee  oouutt  

ccoommppllaacceennccyy..””  
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SETTING THE PACE

Why Strive to be an Imitated Global Competitor

AA  PPOOSSSSIIBBLLEE  OORRGGAANNIIZZAATTIIOONNAALL  OOBBJJEECCTTIIVVEE
AATT  TTHHEE  OOPPEERRAATTIIOONNAALL  LLEEVVEELL

“Competitor”: If you see your department or organization as one in
competition with others, whether it is a service provider, marketing
company, or product provider then you are constantly assessing
your results against those of your competition. 

If you are striving to be an imitated competitor then your results will
exceed those whom you consider to be your competition. This
concept of looking at the competition in order to assess your own
performance against that standard has the dual result of helping you
assess what the current global performance standard is in your
industry, with regard to those variables you consider important
(such as price, quality, service, availability, profitability, etc.). It
will also ensure that your organization is striving to be the model in
each of those areas.

Striving to be an imitated global competitor at the operational level sets
before the organization the challenge of being world-class in everything
done, with world-class results.

This objective serves to effectively align the organization, and drive 
out complacency. 

the book_updated_1109.qxd:the book.qxd  11/11/09  10:55 AM  Page 437



the book_updated_1109.qxd:the book.qxd  11/11/09  10:55 AM  Page 438



CCOORREE  PPRRIINNCCIIPPLLEESS,,  CCLLEEAARR  
PPRRIIOORRIITTIIEESS,,  CCRRUUCCIIAALL  PPRRAACCTTIICCEESS
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The Importance of Teachability and Integrity

TTWWOO  MMOOSSTT  HHIIGGHHLLYY  VVAALLUUEEDD  QQUUAALLIITTIIEESS::
TTEEAACCHHAABBIILLIITTYY  AANNDD  IINNTTEEGGRRIITTYY

Teachability and Integrity are the most important qualities.
Always assess first to see if these two qualities dominate.

WWHHEENN  PPRROOMMOOTTIINNGG

TToo  eennssuurree  

qquuaall iittyy  lleeaaddeerrsshhiipp

WWHHEENN  CCOOMMMMIITTTTIINNGG  TTOO  AANN

IINNVVEESSTTMMEENNTT  IINN  PPEERRSSOONNAALL

DDEEVVEELLOOPPMMEENNTT

TToo  oopptt iimmiizzee  tthhee  iinnvveessttmmeenntt

WWHHEENN  MMEENNTTOORRIINNGG

TToo  ooppttiimmiizzee  tthhee  ttiimmee  ssppeenntt

WWHHEENN  RREECCRRUUIITTIINNGG

GGeett  iitt  ffrroomm  tthhee  ssttaarrtt

+ $$
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The Importance of Teachability and Integrity

TTWWOO  MMOOSSTT  HHIIGGHHLLYY  VVAALLUUEEDD  QQUUAALLIITTIIEESS::
TTEEAACCHHAABBIILLIITTYY  AANNDD  IINNTTEEGGRRIITTYY

Integrity and teachability are the two most important qualities to have
in others, and so considerable effort should be made to build an
organization where they are in evidence.

Recruitment: The first step is to recruit people who demonstrate a
teachable spirit and have proven integrity. Since recruitment is the first
door into the organization, and the first step to building a world-class
organization, these two qualities should be uppermost on the
recruitment list by looking for instances where the candidate has
developed and demonstrated them. 

Mentoring: One of the most effective tools within an organization for
developing talent is through mentoring. This is the process whereby an
individual learns the skills and strengths of another over a defined time
period, through dedicated one-on-one coaching time. By selecting
those who have a proven track record in integrity and teachability as
mentors in the mentoring program, and placing with them those most
likely to succeed, you will increase the opportunity for teachability and
integrity to take root within the organization.

Promotion: When decisions are made on who should be promoted, and
publicly recognized with additional responsibility, select those who
have demonstrated both teachability and integrity. This will again serve
as a model for the rest of the company, and also place individuals with
those qualities in positions of leadership. Since like begets like, it will
reinforce the value placed on those qualities and increase the likelihood
of their being reproduced throughout the organization.
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The Importance of Teachability and Integrity

TTWWOO  MMOOSSTT  HHIIGGHHLLYY  VVAALLUUEEDD  QQUUAALLIITTIIEESS::
TTEEAACCHHAABBIILLIITTYY  AANNDD  IINNTTEEGGRRIITTYY

““WWhheenn  ddeecciissiioonnss  aarree  

mmaaddee  oonn  wwhhoo  sshhoouulldd  

bbee  pprroommootteedd,,   

sseelleecctt  tthhoossee  wwhhoo  hhaavvee

ddeemmoonnssttrraatteedd  bbootthh

tteeaacchhaabbii ll iittyy  aanndd  iinntteeggrriittyy..””
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The Importance of Teachability and Integrity

TTWWOO  MMOOSSTT  HHIIGGHHLLYY  VVAALLUUEEDD  QQUUAALLIITTIIEESS::
TTEEAACCHHAABBIILLIITTYY  AANNDD  IINNTTEEGGRRIITTYY

Development: Organizations must make decisions on where to place
their development dollars as training and development costs are high –
both in terms of opportunity cost and real expenses. Ensure that those
who receive significant development are those who demonstrate both
teachability and integrity. This will maximize the return on investment
dollars, and continue to harness the potential of those individuals with
these two crucial qualities. 
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‘‘TTEEAACCHHAABBIILLIITTYY’’
Means:

444
CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES

The Importance of Teachability and Integrity

TTEEAACCHHAABBIILLIITTYY::  HHAAVVIINNGG  AA  LLEEAARRNNEERR’’SS  HHEEAARRTT

HHEEAARRIINNGG

UUNNDDEERRSSTTAANNDDIINNGG

DDOOIINNGG

IItt  iiss  NNOOTT:: ••   LLiisstteenniinngg  ppoolliitteellyy

••   CCoommmmiittttiinngg  ttoo  ppeerrssoonnaall  ddeevveellooppmmeenntt

••   AAccqquuiirriinngg  ddiipplloommaass,,  ddeeggrreeeess,,   eedduuccaatt iioonn

••   AAtttteennddiinngg  sseemmiinnaarrss,,  ccllaasssseess,,  ccoonnffeerreenncceess

••   BBeeiinngg  ooppeenn  ttoo  ppeerrssoonnaall  ggrroowwtthh

RRaatthheerr  iitt  IISS:: AA  tteeaacchhaabbllee  ppeerrssoonn  iiss  oonnee  wwhhoo  ddooeess  tthh iinnggss

ddiiffffeerreennttllyy,,  wwhhoo  ddeemmoonnssttrraatteess  aa  cchhaannggee  iinn

bbeehhaavviioorr,,   aass  aa  rreessuulltt    ooff  iinnppuutt  rreecceeiivveedd..

HHIIGGHH

LLOOWW

OONNCCEE MMAANNYY  TTIIMMEESS

Number of times you hear something before
you actually behave differently, consistently.

Look for those who learn and
understand, and then immediately
demonstrate changed behavior 
from  then on.
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TTEEAACCHHAABBIILLIITTYY::  HHAAVVIINNGG  AA  LLEEAARRNNEERR’’SS  HHEEAARRTT

To be teachable is to have a learner’s heart. This is evidenced by an
individual who hears what is said, understands what is meant, and then
does what is appropriate. 

Teachability is not a description of someone who simply sits quietly and
listens patiently while you talk. Rather it describes an individual who
hears what is said, probes, questions, and asks until they have a clear
understanding of what is meant, and then takes action. It is the “taking
action” step which truly sets apart the teachable person. 

It’s relatively easy to be a good listener, it’s difficult to be a good
learner. A teachable person is one who makes implementing what was
heard and understood a priority. Teachability in an individual then
means they can be relied upon to do what they understood. They don’t
have to be told many times over, they don’t take a long time to learn. 

A teachable individual is a joy to coach in that they “get it” the first
time, every time. They walk away with a clear understanding and then
apply whatever discipline is necessary to ensure that their behavior
changes to reflect what they have learned. Actions follow understanding,
and changed behavior follows learning.

We sometimes confuse apparent teachability with real teachability. For
example, an individual who has several degrees, awards, or certificates, or
who speaks enthusiastically about personal learning, is not necessarily a
teachable person. Individuals who attend seminars, classes, conferences,
who read books, and who to all outward appearances seem to be “sponges
for knowledge” are not necessarily teachable. They are clearly learners, and
are very definitely willing to expose themselves to the ideas and opinions of
others; they may well be students, in every sense of the word. But they are
not necessarily teachable. To be teachable they must demonstrate a changed
behavior as a result of this input which they have received.
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The Importance of Teachability and Integrity

TTEEAACCHHAABBIILLIITTYY::  HHAAVVIINNGG  AA  LLEEAARRNNEERR’’SS  HHEEAARRTT

““TTeeaacchhaabbii ll iittyy  ddeessccrriibbeess

aann  iinnddiivv iidduuaall  

wwhhoo  hheeaarrss  wwhhaatt  iiss  ssaaiidd,,

pprroobbeess,,   qquueessttiioonnss,,   

aanndd  aasskkss,,  aanndd  tthheenn  

ttaakkeess  aaccttiioonn..””
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CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES

The Importance of Teachability and Integrity

TTEEAACCHHAABBIILLIITTYY::  HHAAVVIINNGG  AA  LLEEAARRNNEERR’’SS  HHEEAARRTT

A good measure of the teachability of an individual is how many times
they must be exhorted to action on something which they clearly
understand and on which they agree. 

Teachability is something we must value highly in others, and cultivate
in ourselves if we wish to maximize our own productivity and the
results of our organizations.
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The Importance of Teachability and Integrity

IINNTTEEGGRRIITTYY::  DDOOIINNGG  WWHHAATT  YYOOUU  SSAAYY  YYOOUU  WWIILLLL  DDOO

Integrity shows up in many places, and in many formats; 
but each time it has in common the fact that 

an individual with absolute integrity is one who can be
fully relied on to always do as they said they would.

IIff   II   ssaaiidd  II’’ ll ll   ddoo  iitt,,   

II ’’ ll ll   ddoo  iitt  aass  II   ssaaiidd  II   wwoouulldd..
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The Importance of Teachability and Integrity

IINNTTEEGGRRIITTYY::  DDOOIINNGG  WWHHAATT  YYOOUU  SSAAYY  YYOOUU  WWIILLLL  DDOO

Personal integrity is often considered to be a characteristic of an
individual; someone has integrity or they don’t. By this we usually
mean the person can be trusted or relied upon. Within the context of an
organization integrity takes on a broader meaning to encompass not
only the character of the individual, but also the outcome of an
individual’s actions. 

Individuals with integrity in the organizational setting are those who
can be “trusted” to do what they say they will do. This is quite evident
in straightforward instances, like a promise made to an individual. If I
say to somebody that I will meet them at four o’clock with the report
finished, and I have integrity, then I will be there at four with the
finished report. It is more elusive when the issues are more complex;
for example, when I say, “This was a good course, and yes, I now
understand the importance of setting clear goals for my employees and
I will do it.” Then, if I have integrity, that is exactly what I’ll do. This
concept of integrity takes it beyond the normal meaning to include
commitments made to oneself, commitments to principles, and to the
application of learning.

It is this kind of integrity which is so impactful within an organization.
If an individual has great integrity then you have every confidence that
what that individual says will in fact happen to the best of their ability.
They can be relied upon to wholeheartedly execute principles, values,
or visions to which they have indicated their agreement; they can be
relied upon to throw their whole weight in support of a practice which
they have affirmed as appropriate.
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CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES

The Importance of Teachability and Integrity

IINNTTEEGGRRIITTYY::  DDOOIINNGG  WWHHAATT  YYOOUU  SSAAYY  YYOOUU  WWIILLLL  DDOO

““IIff  aann  iinnddiivviidduuaall   hhaass

ggrreeaatt  iinntteeggrriittyy,,  tthheeyy  ccaann  bbee  

rreelliieedd  uuppoonn  ttoo  tthhrrooww  tthheeiirr

wwhhoollee  wweeiigghhtt  iinn  ssuuppppoorrtt  ooff  

aa  pprraaccttiiccee  wwhhiicchh  tthheeyy  hhaavvee

aaffffiirrmmeedd  aass  aapppprroopprriiaattee..””
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CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES

The Importance of Teachability and Integrity

IINNTTEEGGRRIITTYY::  DDOOIINNGG  WWHHAATT  YYOOUU  SSAAYY  YYOOUU  WWIILLLL  DDOO

It’s important to see integrity in this broader context. It’s easy for
someone to have integrity when they make a promise to another
individual which can be satisfied with a simple action. It’s much more
difficult to have integrity when you make a commitment to see a vision
through to reality, or to the fully executed implementation of a policy,
procedures, strategy, or tactics.

Take for example an organization committed to empowerment where
leaders are asked to allow employees to contribute to their full potential,
by encouraging them to interact with their internal customers and
suppliers. Once the skills of empowerment have been taught leaders
must then choose whether or not to behave accordingly. If an individual
says they will, and they have integrity, then they can be relied upon to
do so and not fall back into the previous management style. Most
managers will verbally indicate their support of this kind of initiative,
especially when they realize it is the direction in which the company is
now going. However, only those with integrity will actually do all in
their power to implement it as intended. 
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The Importance of Teachability and Integrity

TTEEAACCHHAABBIILLIITTYY  + IINNTTEEGGRRIITTYY  =
AANN  UUNNBBEEAATTAABBLLEE  CCOOMMBBIINNAATTIIOONN

TTEEAACCHHAABBIILLIITTYY

RREESSUULLTT

RRaappiidd,,  ssuussttaaiinnaabbllee,,   ppeerrssoonnaall  ggrroowwtthh    

aanndd  bbeehhaavviioorr  cchhaannggee,,   iinnddeeppeennddeenntt  ooff  cciirrccuummssttaannccee!!

TTEEAACCHHAABBIILLIITTYY
+ IINNTTEEGGRRIITTYY

IINNTTEEGGRRIITTYY

They know
what to do =They can be relied

on to do what they
say they will

An individual who learns
and applies all the time,
from the very beginning

+

““II’’vvee  ggoott  iitt!!   NNooww  

II   kknnooww  hhooww  ttoo  bbeehhaavvee

ddiiffffeerreennttllyy..””

““  II   wwii ll ll   bbeehhaavvee  

ddiiffffeerreennttllyy..””
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The Importance of Teachability and Integrity

TTEEAACCHHAABBIILLIITTYY  + IINNTTEEGGRRIITTYY  =
AANN  UUNNBBEEAATTAABBLLEE  CCOOMMBBIINNAATTIIOONN

Teachability is that quality which an individual demonstrates when they
show themselves willing to learn and then apply what has been learned.
Integrity is that quality which gives confidence that they will do what
they say they will do.

Put them together and you have an individual who learns new ways of
behaving, commits to applying them, and then, because of their
integrity, gives you every confidence that that commitment will actually
translate into meaningful action.

When I recruit or make decisions on promotions, I place tremendous
weight on the two qualities of teachability and integrity. If the
individual is teachable then I know that they can grow. If they have
integrity then I know that they will grow.

Over the years I have had occasion to observe many individuals who
claim to be committed to learning, and who demonstrate varying
degrees of integrity within this context. They do make every effort to
apply the learning, and for the most part ultimately do so. However, in
many cases it seems that individuals who have committed to applying
the learning only do so intermittently, as inevitably other things surface
which, they believe, block the application of the learning. They’re “too
busy,” it was “easy to fall into the old way,” they “didn’t get support”
from somebody, or other similar reasons. In most cases, ultimately they
do persevere and acquire the learning.

However, I did come across one individual whose integrity and
teachability were so high that learning and growth occurred at an
astonishing rate. He would question or discuss the process of learning
until he understood. If he then agreed, he said he would do it. And from
that point on he did it! 
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The Importance of Teachability and Integrity

TTEEAACCHHAABBIILLIITTYY  + IINNTTEEGGRRIITTYY  =
AANN  UUNNBBEEAATTAABBLLEE  CCOOMMBBIINNAATTIIOONN

““IIff   tthhee  iinnddiivv iidduuaall   

iiss  tteeaacchhaabbllee  

tthheenn  tthheeyy  ccaann  ggrrooww..   

II ff  tthheeyy  hhaavvee  iinntteeggrriittyy  tthheenn  

tthheeyy  wwii ll ll   ggrrooww..””
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The Importance of Teachability and Integrity

TTEEAACCHHAABBIILLIITTYY  + IINNTTEEGGRRIITTYY  =
AANN  UUNNBBEEAATTAABBLLEE  CCOOMMBBIINNAATTIIOONN

In his case I never had to go back and repeat the teaching, he never gave
an excuse for why the teaching wouldn’t be applied, he never felt
justified or personally vindicated for not applying the teaching for some
particular reason which had surfaced. Rather, he heard it, agreed to it,
committed to do it, and did it.

Because of this high degree of teachability and integrity his rate of
growth and personal development was extraordinary, and he built
quickly and effectively into his life. He did it independent of
circumstances, and because of his integrity overcame many of the
“reasons” which others would give for not being able to apply the
learning “just now.” To me he was the model of teachability and integrity. 

Taken on their own, each of these qualities is important and powerful;
taken together, they are tremendously so.
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TTHHEE  BBEENNEEFFIITTSS  TTHHAATT  CCOOMMEE  FFRROOMM  HHAAVVIINNGG  TTHHOOSSEE
WWHHOO  DDIISSPPLLAAYY  BBOOTTHH  TTEEAACCHHAABBIILLIITTYY  AANNDD  IINNTTEEGGRRIITTYY

TThheeyy  nneeeedd  oonnllyy  bbee  ttoolldd  oonnccee..

TThheeyy  aappppllyy  lleeaarrnneedd  sskkii ll ll   wwiitthhoouutt

hhaavviinngg  ttoo  bbee  ““ffooll lloowweedd  uupp””   oorr

““cchheecckkeedd  oonn..””

TThheeyy  ttaakkee  iinnddiivviidduuaall,,  ppeerrssoonnaall

iinniittiiaattiivvee  aanndd  rreessppoonnssiibbii ll iittyy  ttoo  cchhaannggee

tthheeiirr  oowwnn  bbeehhaavviioorr  iinn  aallll   ccaasseess  wwhheerree

tteeaacchhiinngg  hhaass  bbeeeenn  pprroovviiddeedd..

EEnneerrggyy  ccaann  bbee  ssppeenntt  tteeaacchhiinngg  tthheemm,,  

nnoott  eexxhhoorrttiinngg,,  uurrggiinngg,,  ccaajjoolliinngg,,   

oorr  mmoottiivvaattiinngg..

TThheeyy  iiddeennttiiffyy  aannyy  nneeeedd  ffoorr  ffeeeeddbbaacckk  

oorr  iinnppuutt  rreeqquuiirreedd  ttoo  ssuucccceessssffuullllyy

aappppllyy  tthhee  lleeaarrnniinngg..
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TTHHEE  BBEENNEEFFIITTSS  TTHHAATT  CCOOMMEE  FFRROOMM  HHAAVVIINNGG  TTHHOOSSEE
WWHHOO  DDIISSPPLLAAYY  BBOOTTHH  TTEEAACCHHAABBIILLIITTYY  AANNDD  IINNTTEEGGRRIITTYY

Leaders have the responsibility of building teachability and integrity
into the organization and its members.

Once we realize the importance of having people within our
organization who display both teachability and integrity, then we can
hire and promote based on each criteria. In addition, we can also
aggressively seek to teach and encourage those qualities to flourish,
and, in particular, seek to encourage and develop the behaviors that flow
from the marriage of teachability and integrity. There are five specific
behaviors that we as leaders should therefore be promoting.

1. Individuals should need to be told only once; and then should 
act accordingly. 

Once an individual understands what it is that is required and
commits to doing it, and you still find that constant repetition and
frequent reminders are required in order for the appropriate action to
occur, then that is an indication that either teachability or integrity
are weaker than they should be. 

It’s lack of teachability if they understood, but did not learn.

It’s lack of integrity if they had full understanding but seem
constantly to have reasons or excuses for not applying the learning. 

After you diagnose which it is, you will be better able to coach them
through to the point where they demonstrate immediate application,
on a sustained basis, right from the start.
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TTHHEE  BBEENNEEFFIITTSS  TTHHAATT  CCOOMMEE  FFRROOMM  HHAAVVIINNGG  TTHHOOSSEE
WWHHOO  DDIISSPPLLAAYY  BBOOTTHH  TTEEAACCHHAABBIILLIITTYY  AANNDD  IINNTTEEGGRRIITTYY

““II tt’’ss  ffaarr  mmoorree  pprroodduuccttiivvee  ffoorr  

uuss  aass  lleeaaddeerrss  ttoo  ssppeenndd  ttiimmee

mmoovviinngg  tthhiinnggss  ffoorrwwaarrdd,,   

tthhaann  iitt   iiss  ttoo  bbee  hhaavviinngg  ttoo

ccoonnssttaannttllyy  ggoo  bbaacckk  aanndd  

uurrggee  tthhaatt  pprreevviioouuss  

ddiirreeccttiioonnss  bbee  mmaaiinnttaaiinneedd..””
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TTHHEE  BBEENNEEFFIITTSS  TTHHAATT  CCOOMMEE  FFRROOMM  HHAAVVIINNGG  TTHHOOSSEE
WWHHOO  DDIISSPPLLAAYY  BBOOTTHH  TTEEAACCHHAABBIILLIITTYY  AANNDD  IINNTTEEGGRRIITTYY

2. Once the skill has been acquired it will then be applied consistently,
whether or not there is anyone there to follow-up, see it being put into
practice, or measure it.

This particular attribute frees up leaders to do other things, and so puts
less emphasis on follow-up to ensure that the required procedure or
action is occurring. The greater the checking up required, the greater
the need to address either teachability or integrity. 

3. They see the need to change as a personal obligation. 

In this case, because they have learned what has been taught, and
have committed to applying it, they now see it as a personal matter to
be dealt with within themselves.

This particular attitude is a powerful one in that the individuals do
not see themselves as executing some corporate directive, some “new
approach”, or some externally imposed practice or behavior. Rather,
they have decided to adopt it for themselves and have done so. They
then provide their own internal motivation and implement it.

This is one of the most powerful consequences of the combination of
teachability and integrity. It takes tremendous pressure off the leader,
as those on a team with these two qualities are truly committed, in
every sense of the word.
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TTHHEE  BBEENNEEFFIITTSS  TTHHAATT  CCOOMMEE  FFRROOMM  HHAAVVIINNGG  TTHHOOSSEE
WWHHOO  DDIISSPPLLAAYY  BBOOTTHH  TTEEAACCHHAABBIILLIITTYY  AANNDD  IINNTTEEGGRRIITTYY

““IInn  tthhee  ccaassee  ooff  tthhoossee  

wwhhoo  hhaavvee  aa  hhiigghh  ddeeggrreeee  

ooff  tteeaacchhaabbii ll iittyy  aanndd  iinntteeggrriittyy  

tthheenn  tthheeyy  ddoo  tthhee  iinniittiiaattiinngg::   

tthheeyy  iinniitt iiaattee  tthhee  rreeqquueesstt  

ffoorr   ffeeeeddbbaacckk,,   rreeiinnffoorrcceemmeenntt,,   

aanndd  iinnppuutt..””
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TTHHEE  BBEENNEEFFIITTSS  TTHHAATT  CCOOMMEE  FFRROOMM  HHAAVVIINNGG  TTHHOOSSEE
WWHHOO  DDIISSPPLLAAYY  BBOOTTHH  TTEEAACCHHAABBIILLIITTYY  AANNDD  IINNTTEEGGRRIITTYY

4. Time is not spent in exhortation. 

If you think of the amount of time which is spent following up,
exhorting, encouraging, motivating, urging, and attempting to cajole
others into doing what they said they would do, and in following up
on the things they agreed were important, it’s staggering. Conversely,
in dealing with those who have a high degree of teachability and
integrity, then all that time is spent inputting, and providing
additional learning and opportunities for growth. If the individual
learns the material and then commits to applying it, you as a leader
can then focus on providing more learning or more opportunities for
its application. This is positive, progressive, proactive and exciting.
The need to constantly go back and refer to previously taught material,
reminding others of their commitment, vanishes like vapor in the
face of those who are extremely teachable and have great integrity.

It’s far more productive for us as leaders to spend time moving things
forward than it is to be having to constantly go back and urge that
previous directions be maintained. 
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TTHHEE  BBEENNEEFFIITTSS  TTHHAATT  CCOOMMEE  FFRROOMM  HHAAVVIINNGG  TTHHOOSSEE
WWHHOO  DDIISSPPLLAAYY  BBOOTTHH  TTEEAACCHHAABBIILLIITTYY  AANNDD  IINNTTEEGGRRIITTYY

““LLeeaaddeerrss  hhaavvee  tthhee

rreessppoonnssiibbii ll iittyy  ooff  bbuuii llddiinngg

tteeaacchhaabbii ll iittyy  aanndd  iinntteeggrriittyy  

iinnttoo  tthhee  oorrggaanniizzaattiioonn  

aanndd  iittss  mmeemmbbeerrss..””
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TTHHEE  BBEENNEEFFIITTSS  TTHHAATT  CCOOMMEE  FFRROOMM  HHAAVVIINNGG  TTHHOOSSEE
WWHHOO  DDIISSPPLLAAYY  BBOOTTHH  TTEEAACCHHAABBIILLIITTYY  AANNDD  IINNTTEEGGRRIITTYY

5. The feedback required to ensure success often originates with the
learner, rather than with the leader.

In dealing with individuals who are low on either teachability or
integrity, the leader must take the initiative to provide regular
feedback, and constantly promote application of the learning. 

In the case of those who have a high degree of teachability and
integrity, they do the initiating. They in fact are the ones who are so
committed to applying the learning and delivering the desired
behavior they promised that they initiate the request for feedback,
reinforcement, and input.

The previous five characteristics can be used to help diagnose the
degree of teachability and integrity presently in place. They can also
serve as a guide for coaching and training as we seek to build in the
behaviors that match teachability and integrity.
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AALLWWAAYYSS,,  SSPPEEAAKK  TTRRUUTTHH

TTHHEE  WWHHOOLLEE  TTRRUUTTHH,,  EEVVEERRYYTTHHIINNGG!!

WWhheenn  pprreesseennttiinngg  iinnffoorrmmaattiioonn,,   ssppeeaakk  

tthhee  ffuullll   ttrruutthh..

RREESSIISSTT::

SSaayyiinngg  tthhee  eeaassyy  ppaarrtt,,   lleeaavviinngg  uunnssaaiidd

tthhee  hhaarrddeerr,,   bbuutt  oofftteenn  mmoorree  mmeeaanniinnggffuull

mmaatteerriiaall..

RREESSIISSTT::

SSaayyiinngg  oonnllyy  ssoommeetthhiinngg  ggeenneerraall  wwiitthh  

““aa  ggrraaiinn  ooff  ttrruutthh,,””  bbuutt  aallmmoosstt  ttoooo  ggeenneerraall

ttoo  bbee  rreeccooggnniizzeedd  aass  tthhee  ttrruutthh..

RREESSIISSTT::

SSaayyiinngg  aallmmoosstt  aallll   tthhee  ttrruutthh,,  bbuutt  lleeaavviinngg

tthhee  rreeaall  nnuuggggeett,,  tthhee  eesssseennccee,,  ttoo  oonnllyy  

bbee  gguueesssseedd  aatt..

AALLWWAAYYSS::

SSppeeaakk  tthhee  ffuullll   tt rruutthh,,  iinn  ccoommpplleettee  hhoonneessttyy,,   

tthhee  ffuullll   ssttoorryy..

TThhiiss  wwaayy  tthhee  ppeerrssoonn  kknnoowwss  wwhheerree  tthheeyy  ssttaanndd,,

aanndd  hhaavviinngg  aall ll   tthhee  ffaaccttss,,  aarree  bbeesstt  aabbllee  ttoo  ttaakkee

aaccttiioonn,,   oorr  rreessppoonndd..
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AALLWWAAYYSS,,  SSPPEEAAKK  TTRRUUTTHH

As a leader one of the most crucial behaviors for you to adopt is to
always speak the truth.

This may seem rather obvious until one pauses to consider what the
“truth” really means. By “truth” I mean the whole truth, everything.
Often we claim to speak the truth, but we leave out key pieces of
information, because perhaps they are embarrassing, hard to say, or
unwilling to be heard. This is not speaking the truth, this is speaking
only a partial truth which does not generate a complete understanding,
and so in fact is not really the “truth”.

Consider the situation where you have to correct an individual for being
excessively discourteous to one of their colleagues. This individual may
otherwise be one of your best performers. The individual might be in
high demand in the marketplace, with some very specialized skills. You
greatly value their contribution, and recognize that the quality of their
performance is consistently stellar and adding value to the organization.
Further you sense that the link to your organization may be somewhat
tenuous at present given the high demand for the kind of work which
this person does. 

Nonetheless you are dissatisfied with the level of inter-personal
behavior which this individual shows to the colleagues with whom they
must work. Perhaps this lack of courtesy is a by-product of their
considerable functional skill, and that therefore their ego is large, and
they feel they are in some fashion “superior.” In this case you believe
you should talk to the person. So you have, essentially, two choices. 
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AALLWWAAYYSS,,  SSPPEEAAKK  TTRRUUTTHH

““IIff  yyoouu  aarree  nnoott  

ssppeeaakkiinngg  tthhee  wwhhoollee  ttrruutthh,,

tthheenn  yyoouu  aarree  nnoott  

ssppeeaakkiinngg  tthhee  ttrruutthh..””
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AALLWWAAYYSS,,  SSPPEEAAKK  TTRRUUTTHH

On the one hand you could be somewhat obscure, beating around the
bush, hinting at the problem, but not too clearly for fear of offending
the individual. You might say something like, “You know you provide
exceptional value to the company, and we appreciate that. Periodically
there are times when, I’m sure, you encounter others who do not
provide the same level of service, or do not perform at the level of your
own ability. I appreciate that this can be frustrating at times and I’m
simply asking you to attempt to be tolerant should those occasions ever
occur where you have to deal with someone with whom you may not be
seeing eye to eye at that particular moment.” 

In my opinion this is the wrong approach. You are in fact masking the
truth in fear of offending the person. This is not being as effective a
leader as you should. It is not the “truth” by my definition.

The second alternative is to speak the full truth, and it might go
something like this: “I appreciate the tremendous value you bring to the
organization, and the impact which you are making on the company.
However, there are times when the level of interpersonal skill which
you show is not up to the same standard as the rest of your performance. 

“Since we are all mutually inter-dependent, it is important that we each
show one another a high degree of mutual respect in all our dealings. I
need you to be more sensitive to this, and develop the ability to deal with
others that matches your ability to provide value in your other areas. Your
current behavior in your dealing with your colleagues is not acceptable.

As an immediate first step, I would certainly be pleased to find an
appropriate training course that might help you with this, or work
closely with you in the coming weeks so that we can not only put this to
rest, but bring you to a world-class level in this area as well.”
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AALLWWAAYYSS,,  SSPPEEAAKK  TTRRUUTTHH

““AAss  lleeaaddeerrss  wwee  mmaayy  

sshhyy  aawwaayy  ffrroomm  ssppeeaakkiinngg  

tthhee  ttrruutthh;;   bbuutt  aass  

ffoolllloowweerrss  wwee  wwaanntt   tthhee  ffuull ll

ttrruutthh  iinn  aa  ssiimmppllee

ssttrraaiigghhttffoorrwwaarrdd  ffaasshhiioonn..””
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AALLWWAAYYSS,,  SSPPEEAAKK  TTRRUUTTHH

In this latter case you have spoken the whole truth, but done so kindly
and with an offer to help. You have not, however, spoken less than what
you mean, nor minced your words.

There are many, many opportunities each day for individuals to provide
one another with information, facts, direction, and feedback. In each
case, and in every instance you should speak the whole truth. Anything
that you feel is relevant should be included in your communication. If you
are not speaking the whole truth, then you are not speaking the truth. 

There are three specific pitfalls into which we all fall once we make this
decision to speak the truth.

1. We speak the absolute truth, but we do not include the material
which we personally find hard to address. For example, we may be
willing to address the fact that the performance is inadequate, but less
willing to indicate that if it does not improve the person might lose
their job. When we fail in this regard, and the performance fails to
improve, and we end up releasing the person from their employment,
then it often comes as a shock to that individual. The reason for the
shock is because we did a poor job much earlier of saying the whole
truth. We left out the part that was hard to say. Resist this trap.

2. We speak the absolute truth, but we mask it so heavily that the small
tiny tidbit of truth is lost in the great abundance of words. This
often happens when we are afraid to raise the truth or we are afraid to
actually deliver the message.
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AALLWWAAYYSS,,  SSPPEEAAKK  TTRRUUTTHH

““RReeccooggnniizzee  tthhaatt  

ggeenneerraall llyy  ssppeeaakkiinngg

ppeeooppllee  wwaanntt  aanndd

aapppprreecciiaattee  tthhee  ttrruutthh  ssoo

tthheenn  tthheeyy  ccaann  ttaakkee

aapppprroopprriiaattee  aaccttiioonn..””
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AALLWWAAYYSS,,  SSPPEEAAKK  TTRRUUTTHH

A sure sign we have fallen into this trap is when the individual
responds with something like “What did you just say?” or “Wait a
minute, I’m not sure I heard right. Are you saying what I think you’re
saying?” These kinds of comments are definite indicators that we
were too afraid to speak the truth clearly, and so we masked it heavily
with a lot of other irrelevant and peripheral comments, until the truth
was barely evident. Exercise discipline to avoid this trap.

3. We say everything except the absolute final bottom line, assuming
that the other person will “get it” because we’ve been so clear with
all the rest of the communication. This is often the case when an
individual is being given a message that they will find surprising.
Take for example the case where the individual fails to get a promotion
and you’re charged with telling them that another colleague received
it. You might spend time in the meeting extolling the virtues of the
individual who did receive the promotion as well as the virtues of the
individual who did not. You might explain why the individual who
did get it actually got it, and you might go so far as to talk at length
about the future potential of the employee who failed to get the
promotion. But you never quite come out and say, “Sally got it, and
you didn’t.” Rather, you leave it to them to make that assumption as a
result of all the other information which you provided. Don’t leave
these issues to chance, avoid falling into this trap, and speak the truth.
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AALLWWAAYYSS,,  SSPPEEAAKK  TTRRUUTTHH

““TTeesstt  yyoouurr  aassssuummppttiioonn

tthhaatt,,  aass  aa  rreessuulltt  ooff  yyoouurr

wwoorrddss,,   tthheeyy  hhaavvee  iinnddeeeedd

ffuullllyy  uunnddeerrssttoooodd  tthhee

wwhhoollee  ttrruutthh..””
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AALLWWAAYYSS,,  SSPPEEAAKK  TTRRUUTTHH

I’ve often found it surprising that as leaders we may shy away from
speaking the truth, but as followers we want the full truth clearly, and in
a simple straightforward fashion. We, as followers, believe that if we
were simply given the truth in a kind and considerate but complete
fashion we would then be able to understand it and take the appropriate
action. I have seen that those who are looking to us for leadership feel
the same way when they are the ones getting the message.

Recognize that generally speaking people really want to know the truth,
and while it might be unpleasant at the moment, in the longer term it is
kinder, fairer, and more courteous. As a leader your obligation is to
recognize the other individual’s needs to clearly understand the situation
so they can act appropriately. They want the truth. They don’t want it
masked, hidden, clouded, hinted at, implied, or skirted around. They
want and appreciate the truth so then they can take appropriate action.

It is our responsibility to give it to them. 
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NNEEVVEERR  NNEEGGLLEECCTT  TTAACCTT

IInn  tthhiiss  wwaayy  tthhee  ootthheerr  ppeerrssoonn  ccaann  ffooccuuss  oonn  tthhee  ccoonntteenntt,,  

ttoo  tthhee  ggrreeaatteesstt   ppoossssiibbllee  ddeeggrreeee,,   

mmiinniimmaallllyy  ddiissrruupptteedd  bbyy  jjaarrrreedd  eemmoottiioonnss..

TTHHEE  TTRRUUTTHH

TTHHEE  TTRRUUTTHH

CCaann  bbee  sshhaatttteerriinngg,,   oorr  ddeevvaassttaattiinngg,,  

hheellppffuull  aanndd  hhoonneesstt,,   bbuutt  ssttii ll ll   vveerryy  ddiissttuurrbbiinngg..

SSoo  aallwwaayyss  uussee  ttaacctt   --   

ddeemmoonnssttrraatteedd  ccaarree,,  eemmppaatthhyy,,  aanndd  ccoonnssiiddeerraattiioonn..

TTAACCTTFFUULLLLYY  PPRREESSEENNTTEEDD
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NNEEVVEERR  NNEEGGLLEECCTT  TTAACCTT

As a leader, once you are committed to speaking the truth, you must
also be committed to using tact.

There is the familiar caricature of a leader who has an unpleasant
message to deliver, doesn’t want to deliver it, and so simply blasts it out
in a thoughtless, angry, barrage of words. In this caricature it’s clear that
the individual giving the message is more concerned about how they
feel than how the person receiving the message feels! Remember –
leaders carry the responsibility for considering the thoughts and
feelings of others, often at the expense of their own.

Simply because we may not want to give a message is not a reason for
us as leaders to be rude, overly quick, or unnecessarily insensitive.
Because we want to get an unpleasant task over with quickly does not
mean we should abuse our authority and do so in an insensitive manner. 

Individuals receiving the truth will receive it much more effectively
when the message is delivered kindly, or certainly with tact. 

Tact is an interesting quality in that it allows you to show consideration
for the other individual. Tact does notmean masking the message to the
point where it cannot be understood. Quite the opposite. Tact means
expressing the message clearly, but kindly and with sensitivity to the
person receiving it.

The truth by itself, without tact, can be shattering and devastating. The
truth is usually helpful and necessary but that does not take away from its
often disturbing nature. However, when presented with tact, it allows
the individual to focus their full attention on the message, with minimal
disruption, because of the way in which you delivered the message.
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NNEEVVEERR  NNEEGGLLEECCTT  TTAACCTT

““TTaacctt  ddooeess  nnoott  mmeeaann  mmaasskkiinngg

tthhee  mmeessssaaggee  ttoo  tthhee  ppooiinntt  wwhheerree

iitt   ccaannnnoott  bbee  uunnddeerrssttoooodd..   

QQuuiittee  tthhee  ooppppoossiittee..   

TTaacctt  mmeeaannss  eexxpprreessssiinngg  tthhee

mmeessssaaggee  cclleeaarrllyy,,   bbuutt  kkiinnddllyy  

aanndd  wwiitthh  sseennssiittiivv iittyy  ttoo  tthhee

ppeerrssoonn  rreecceeiivviinngg  iitt..””

the book_updated_1109.qxd:the book.qxd  11/11/09  10:55 AM  Page 476



477
CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES

The Importance of Speaking Truth, and How to do so Effectively

NNEEVVEERR  NNEEGGLLEECCTT  TTAACCTT

If, for example, you have to be the bearer of the news that your
neighbor’s dog was just hit on the street, you certainly speak the truth
by saying “Your dog is dead. It was run over by a truck.” But this does
nothing to help the individual truly absorb the message. It is the truth,
but it is not tactfully presented.

A more tactful approach might be to say “Jim, I’m sorry to be the bearer
of bad news, but there’s been an accident at the foot of your driveway,
and your dog was hit and killed by a passing truck. I know how much he
meant to you and am deeply sorry.” 

In this second instance the individual giving the message demonstrates
real compassion for the situation; and the delivery of the unpleasant
message is not adding further emotional stress.

The ability to think in these terms, and present your message with tact,
is a vitally important aspect of speaking the truth. It allows you to speak
the truth with greater freedom because you’ve learned how to present
the truth in a kind fashion. It also sets the stage for the next step, as you
have presented yourself as someone who cares for the other individual,
in spite of the message you have to deliver. This is an excellent
foundation for any future help, coaching, assistance, or action required.

Speak the truth, but do so tactfully.
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HHOOWW  TTOO  SSHHOOWW  TTAACCTT

11.. PPuutt  yyoouurrsseellff  iinn  tthhee  ootthheerr’’ss  ppllaaccee,,

mmeennttaallllyy,,  bbeeffoorree  ssppeeaakkiinngg..   SSppeeaakk  aass

yyoouu  wwoouulldd  ll iikkee  ttoo  bbee  ssppookkeenn  ttoo..

22 PPaauussee  ppeerriiooddiiccaa llllyy,,   ttoo  aallllooww  ttiimmee  

ffoorr  yyoouurr  wwoorrddss  ttoo  bbee  aabbssoorrbbeedd,,

aanndd  ddiiggeesstteedd..

33.. RReeccooggnniizzee  tthhee  iinnttrriinnssiicc  vvaalluuee,,  tthhee

wwoorrtthh,,   ooff  eevveerryy  hhuummaann  bbeeiinngg,,  aanndd

ssppeeaakk  ffrroomm  tthhaatt  ppeerrssppeecctt iivvee..

44.. BBeeaa rr   iinn   mmiinndd   tthhee   oobbjjeecc tt ii vvee   ooff   hhoonneesstt

ccoommmmuunniiccaattiioonn  iiss  ttoo  eennlliigghhtteenn  aannootthheerr,,

nnoott  bbee  aann  ooppppoorrttuunniittyy  ttoo  ffeeeedd  oonnee’’ss

oowwnn  eeggoo..

IIMMPPRROOVVEEMMEENNTT
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HHOOWW  TTOO  SSHHOOWW  TTAACCTT

Having a commitment to speak with tact when speaking truth is
important. There are four ways in which you can demonstrate tact.

1. Picture to yourself what the other person is feeling, or will be
feeling, and then speak from that perspective. “The Golden Rule”
applies not only to actions but to words. If you speak to others as you
yourself would like to be spoken to, then you will automatically
demonstrate a caring and tactful approach. 

To most effectively employ this approach pause for a moment before
speaking to consider the kinds of things the individual is going
through, what they are feeling and what thoughts they might be
having in anticipation of this discussion. Then adjust your own words
accordingly – to show tact and consideration.

2. It’s most effective if you measure your thoughts, pausing periodically
to allow your words or phrases to sink in, and be considered.

Often in our haste to communicate the message we blast through it to
“get it over with”. Unfortunately this does not help the listener,
because from their perspective they feel “bombarded” and overloaded.

One of the ways to show consideration for another is to allow them
time to absorb what you’re saying, to mentally work through it for
themselves, and then draw some quick conclusions. By pausing
periodically you allow them a few moments to gather their own
thoughts as a result of what you said. This shows consideration and tact.
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HHOOWW  TTOO  SSHHOOWW  TTAACCTT

““TThhee  ttaaccttffuull  iinnddiivv iidduuaall   

iiss  oonnee  wwhhoo  ddooeess  nnoott   aallllooww

tthheeiirr  oowwnn  eemmoottiioonnss  ttoo

iinntteerrffeerree  wwiitthh  tthhee  ccllaarriittyy

aanndd  ccoonnssiiddeerreedd  nnaattuurree  

ooff  tthhee  mmeessssaaggee..””
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HHOOWW  TTOO  SSHHOOWW  TTAACCTT

3. As you speak truth to an individual and are attempting to be tactful,
it helps to remind yourself that you are speaking to a human being
who has great intrinsic worth.

Regardless of what an individual does, or perhaps says in a heated
moment, their intrinsic worth is still extremely high. The value of a
human being and all their thoughts, passions, hopes, and beliefs
cannot be measured.

Recognizing and having respect for each individual, and having
respect for both the value and potential which each individual
represents, will remind us to speak to one another with tact. 

We may often intensely dislike what someone has done, or the
consequences of someone’s action, or the way someone has spoken.
But our dislike is directed towards the outcome of the person’s
behavior, not the worth of the individual. As we deal with those
outcomes we need to remember that usually there was a cause for
those actions, one which we may not fully understand. However,
having a great dislike for a person’s actions should not preclude us
from having an appreciation for the worth of the individual. Speak
from the perspective of their worth and you will be inclined to speak
with tact and consideration.

4. The tactful individual is one who does not allow their own emotions
to interfere with the clarity and considered nature of the message.

One of the greatest barriers to demonstrating tact is our desire to
“win points at the other’s expense.” We may not be as blatant about it
as that expression implies, but we do nonetheless fail to keep an
adequate check on our own ego, feeling at times “morally justified”
to speak without tact.
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HHOOWW  TTOO  SSHHOOWW  TTAACCTT

““PPiiccttuurree  ttoo  yyoouurrsseellff   

wwhhaatt  tthhee  ootthheerr  ppeerrssoonn  

iiss  ffeeeell iinngg,,   oorr

wwii ll ll   bbee  ffeeeell iinngg,,  aanndd  tthheenn

ssppeeaakk  ffrroomm  

tthhaatt   ppeerrssppeeccttiivvee..””
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HHOOWW  TTOO  SSHHOOWW  TTAACCTT

As we address this we need to master our own ego, and what may be
a desire to release some of our own emotions or feelings in the
discussion, seeing the other’s behavior as a “ legitimate” reason for
doing so.

Successfully speaking with tact can be learned as we commit ourselves
to mastering this important skill, and applying these guidelines.
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OOVVEERRCCOOMMIINNGG  TTHHEE  ““HHAARRDDNNEESSSS””  OOFF  SSPPEEAAKKIINNGG  TTRRUUTTHH

YYoouu TThheemm

11.. UUssee  ttaacctt..

PPllaaccee   aa   ““bb llaannkkeett””   aarroouunndd  

tthhee  mmeessssaaggee..

22.. RReeccooggnniizzee  tthhee  rreecceeiivveerr  ooff  yyoouurr

mmeessssaaggee  ccaann  ggrrooww  aanndd  iimmpprroovvee  

aass  aa  rreessuulltt  ooff  yyoouurr  wwoorrddss  ––  aanndd

ssoo  uulltt iimmaatteellyy  bbeeccoommee  ggrraatteeffuull  

ffoorr  yyoouurr  iinnppuutt ..

33.. EEnnssuurree  yyoouurr  wwoorrddss  aarree  iinnddeeeedd

tthhee  ttrruutthh,,  nnoott  ooppiinniioonn,,  bbiiaass,,

hheeaarrssaayy,,  rruummoorr,,  ssppeeccuullaattiioonn,,  

oorr  ggoossssiipp..
YYoouurr  WWoorrddss TThhee  TTrruutthh

TTHHIISS  NNEEEEDD  NNOOTT  BBEE,,  IIFF  YYOOUU::

Smooth Connections

The truth is often difficult to speak, in full, because 
of the anticipated interpersonal tension it might set up.

YYoouu TThheemm YYoouu TThheemm

AANNTTIICCIIPPAATTEEDD

BBEEFFOORREE AAFFTTEERR
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OOVVEERRCCOOMMIINNGG  TTHHEE  ““HHAARRDDNNEESSSS””  OOFF  SSPPEEAAKKIINNGG  TTRRUUTTHH

When we choose to speak truth, experience may well have taught us
that inter-personal tensions may develop, friction may occur, and the
net result is a difficult situation, – one which is “hard” to be in. 

This need not be so. There are three specific things you can do to avoid
the creation of this tension, and to alleviate much of the discomfort
which you anticipate.

1. Use tact: Speaking with tact does not dilute the message, rather it
presents it in a way which places the message inside a “verbal
blanket.” Tact shows consideration and thoughtfulness for the point
of view of the listener, and as a result the interaction is less stressful
or jarring.

2. Growth: If you see your role of a leader as one of helping others to
grow and improve, then you should see the opportunity to speak truth
as simply another way in which to provide on-the-job coaching.

By recognizing that as a result of your words the individual may
perhaps be receiving some “pruning” to allow them to flourish even
more, then you will approach the situation from the point of view of
one who is seeking to help, and whose responsibility it is to promote
growth. Clearly this thinking will have a significant impact on the
way in which you tackle the issue, which will in turn create a
different climate than might otherwise have been had it been seen
simply as “a message of criticism”.

A true test of whether or not you have been successful at
communicating this perspective is often the response of the person
receiving the message. If they see it as you intended, then they will
recognize it for what it is, personally benefit as a result, and so be
grateful for your clarity and, essentially, kindness.
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““WWee  sshhoouulldd  nnoott  lleett  tthhee

aannttiicciippaatteedd  ddiiffffiiccuullttyy  ooff  ssppeeaakkiinngg

tthhee  ttrruutthh  kkeeeepp  uuss  ffrroomm  ddooiinngg  ssoo..

RRaatthheerr,,   wwee  sshhoouulldd  wwoorrkk  hhaarrdd  

ttoo  eennssuurree  tthhaatt  wwee  mmaasstteerr  

tthhee  nneecceessssaarryy  sskkii ll llss  rreeqquuiirreedd  

ttoo  ssppeeaakk  tthhee  ttrruutthh,,   aanndd  ssttii ll ll   

mmaaiinnttaaiinn  eeffffeeccttiivvee  rreellaattiioonnsshhiippss..””
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OOVVEERRCCOOMMIINNGG  TTHHEE  ““HHAARRDDNNEESSSS””  OOFF  SSPPEEAAKKIINNGG  TTRRUUTTHH

3. Validate information:When speaking truth it is important for you to
ensure that what you are about to say is indeed “the truth.” We as
leaders, and carriers of the message, have an obligation to validate it
before we communicate it. 

We must be sure that what we heard is not gossip, hearsay, based on
a superficial opinion or observation, or coming to us from someone
with a biased perspective. Our job is not to be the conduit of
communication, but rather to help others grow, by passing on what
we have received and evaluated. Our own prior evaluation is crucial
to the successful impact of the communication.

If we do not validate what we hear before passing it on, then the
interaction may well be as stormy as we are anticipating! We could
be passing on what we believe to be the truth, but which, from the
other person’s perspective, is anything but. As we have not ensured
that our message was irreproachably accurate, then we may find
ourselves in the position where it will indeed be difficult to deliver
the message. To avoid this we need to be sure our facts are correct
before we speak.

We should not let the anticipated difficulty of speaking the truth keep us
from doing so, as it is the correct thing to do. Rather, we should work
hard to ensure that we master the necessary skills required to speak the
truth and still maintain an effective relationship, conducive to ongoing
personal growth and development.
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AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  CCRREEDDIIBBIILLIITTYY

DDoo  wwhhaatt  yyoouu  ssaayy  yyoouu  wwii ll ll   ddoo..

DDeemmoonnssttrraattee  aa  ttrraacckk  rreeccoorrdd..

PPeerrssoonnaallllyy  mmooddeell  tthhee  bbeehhaavviioorr  wwaanntteedd  iinn  ootthheerrss..

The credibility of the leadership is crucial to making 
any organizational structure work.
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AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  CCRREEDDIIBBIILLIITTYY

By virtue of their authority leaders can ensure action happens.
Individuals have to do what they’re told, but they will not do it with a
will if the leadership is not credible. Leadership credibility is key to
making any organization structure perform to truly world-class levels.

Often those in leadership positions, whether they be in the first line
supervisory level or the CEO level, do not intend to have their
credibility called into question, they are not seeking to be dishonest.
Nonetheless a leader’s credibility is at times questioned by those
reporting to the leader, which undermines the ability of the organization
to achieve its goals. This happens for one of three reasons and can be
corrected as follows.

1. Inadequate Communication: Ensure that the communication
between the supervisor and those being supervised is frequent,
honest, and open.

There must be frequent communication because every day things are
happening, and happening quickly, and usually very efficiently,
creating an ongoing need for understanding. There must be frequent
communication in order for the manager or supervisor to provide the
necessary clarity to the team or individuals at work. Often a group of
empowered employees will not appreciate the full consequences to
others of their contributions, suggestions or initiatives; and the
manager also needs to ensure that the necessary links are made with
the other affected groups.
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AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  CCRREEDDIIBBIILLIITTYY

““IInnddiivviidduuaallss  hhaavvee  ttoo  ddoo  

wwhhaatt  tthheeyy’’rree  ttoolldd,,   bbuutt   tthheeyy  

wwii ll ll   nnoott  ddoo  iitt  wwiitthh  aa  wwii ll ll   

iiff   tthhee  lleeaaddeerrsshhiipp  iiss  nnoott  ccrreeddiibbllee..   

LLeeaaddeerrsshhiipp  ccrreeddiibbiill iittyy  

iiss  kkeeyy  ttoo  mmaakkiinngg  aannyy  

oorrggaanniizzaattiioonnaall  ssttrruuccttuurree  ppeerrffoorrmm

ttoo  ttrruullyy  wwoorrlldd--ccllaassss  lleevveellss..””
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2. Unintentional Failure to Deliver as Promised: Do what you say you
will do. This should perhaps read; do what you say you will do, when
you say you will do it. Those following the leader have a right 
to expect the leader to be true to their word. Credibility takes a 
long time to build, but is lost quickly when you fail to act as you 
have promised. 

This can come in a number of guises: “We’ll tell you as soon as we
know” means you have committed to pass on to the organization the
information that they requested as soon as you have it. You must then
do that. If that’s not what you mean then say instead “We’ll tell you
after the information is available and when we feel that we are in a
position to act upon it.” This is a very different message, but perhaps
the one which was meant when “we’ll tell you as soon as we know”
was said; and since creditability is always at stake, the second
message is a far easier one to deliver on than the first.

“We’ll review the entire bonus structure before the end of January.”
It may happen that January is a month fraught with unexpected
crises, problems and urgent requirements for the immediate attention
of the whole organization. As a result, you may be unable to deliver
the bonus plan as promised. This could call your credibility into
question, so it would be ideal if you ensured that during that crisis-
laden month you still had a team working on the bonus plan, in order
to deliver what you said you would.

In the above example, if it were physically impossible to put such a
team together to deliver on your commitment, then as soon as you
are aware of that, go to the organization with an update, indicating
that your previous commitment will not be met, but for good
reasons, and provide the reasons. This will go a long ways to
retaining credibility.
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AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  CCRREEDDIIBBIILLIITTYY

““TThhee  mmoorree  ffrreeqquueennttllyy  yyoouu  ccaann

eessttaabblliisshh  aa  ttrraacckk  rreeccoorrdd  

iinn  aass  mmaannyy  aarreeaass  aass  ppoossssiibbllee,,   

tthhee  ggrreeaatteerr  wwii ll ll   bbee  yyoouurr  ccrreeddiibbii ll iittyy..   

TThhiiss  iiss  eexxttrreemmeellyy  vvaalluuaabbllee  

aass  tthhee  lleeaaddeerr  ccaann  tthheenn  hhaavvee

ccoonnff iiddeennccee  tthhaatt  tthhee  tteeaamm  iiss  aaccttiinngg,,

nnooww,,  oonn  tthhee  bbaassiiss  ooff  wwhhaatt   tthhee

lleeaaddeerr   hhaass  ssaaiidd;;   nnoott   wwaaiittiinngg  ttoo  tteesstt,,

pprroobbee,,   aanndd  aasssseessss..””

the book_updated_1109.qxd:the book.qxd  11/11/09  10:55 AM  Page 492



493
CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES

How to Build and Sustain Personal Credibility

AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  CCRREEDDIIBBIILLIITTYY

The critically important thing to realize is that you, as a leader, may
choose not to do something which you said you would for a very
good reason.  The reason makes perfect sense, and is in fact the right
decision from your perspective. What individuals often fail to realize
is that for those who are not in the leadership position these reasons
are not as clear, do not make as much sense, and appear to be,
perhaps, an excuse for not delivering on previous commitments. In
this manner the credibility of leadership can be undermined bit by bit
and eroded over time. When told this, the leader’s response is often:
“But how can they think that? It was so obvious that I had to do this
other more urgent task instead!” It was obvious – but to you, not to
them, and so your credibility suffered. The first step to maintaining a
high degree of credibility is doing what you say you will do when you
say you’ll will do it, or providing a detailed rationale why you did not.

3. Insufficient Track Record: Credibility can be gained over time as
you demonstrate a “track record.” This is a series of instances where
you have consistently delivered on your promised intentions. If a
sales manager says to the sales force that he will meet with each
person once a week for half an hour for the next six months to review
progress, and then does so, that is a track record. It builds immense
credibility in the minds of the sales force. If the sales manager were
then to say “The problems we are experiencing with getting
sufficient product will be resolved within the next six weeks,” this
will result in the sales force acting and then communicating to their
customers as if that were an absolute truth. The credibility of the
sales manager has been established by his or her track record.
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““CCrreeddiibbii ll iittyy  iiss  oofftteenn  sseeeenn  

aass  aa  bbyy--pprroodduucctt  ooff  

ggoooodd  ssoouunndd  lleeaaddeerrsshhiipp;;   

iinn  ffaacctt  iitt  sshhoouulldd  bbee  aa  

ffooccaall  ppooiinntt  ffoorr  lleeaaddeerrss  

wwhhoo  wwiisshh  ttoo  bbee  ppeerrffoorrmmiinngg

aatt  tthhee  wwoorrlldd--ccllaassss  lleevveell ..””
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The more frequently you can establish a track record in as many
areas as possible, the greater will be your credibility. This is
extremely valuable as the leader can then have confidence that the team
is acting, now, on the basis of what the leader has said; not waiting to
test, probe, and assess. This can significantly shorten the time from
action to results, because the leader’s team has such a high degree of
confidence in the leader’s ability to deliver as promised. The team
quickly gets behind the leader in support of the objectives. There’s
nothing held back in reserve against the eventuality that the leader
will not deliver their promise, or will change course in mid-stream.

4. Poor Personal Example: By modeling the behavior which is
expected the leader establishes deep and immediate credibility in that
area. If the organization requires bottom-up feedback to assess
managerial effectiveness, and this is done for all but the most senior
group, then the exercise is less than credible. In fact, the exercise is
seen to be another tool or ploy of senior management, rather than a
meaningful management tool that can significantly help to improve
managerial excellence.

If, on the other hand, the senior managers not only mandate bottom-
up feedback, but delay its implementation until after each of them
have gone through the process, been assessed, and begun to act on
that feedback, then when it is rolled out to the organization it has high
credibility. It has immediately become part of the culture, and an
organizational norm.
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““LLeeaaddeerrsshhiipp  ccrreeddiibbii ll iittyy  

iiss  kkeeyy  ttoo  mmaakkiinngg  

aannyy  oorrggaanniizzaattiioonn  ssttrruuccttuurree

ppeerrffoorrmm  ttoo  ttrruullyy  

wwoorrlldd--ccllaassss  lleevveellss..””
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Leaders must constantly be on the alert to ensure that they model the
behavior that they expect to see in others. If you as a leader wish to
see effective communication, then you must model it; if you wish for
your team to provide honest and straightforward feedback, then you
must model the behavior yourself. This establishes credibility.

Credibility is an interesting attribute in that it is so intangible and yet so
impactful. It is difficult for an individual to set out to obtain it, but easy
for an individual to lose it. In the urgencies of the day-to-day it is often
seen as a by-product of good sound leadership; in fact it should be a focal
point for leaders who wish to be performing at the world-class level.
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PPEERRSSOONNAALL  CCRREEDDIIBBIILLIITTYY  IISS  VVIITTAALL  
TTOO  LLOONNGG  TTEERRMM  EEFFFFEECCTTIIVVEENNEESSSS

Credibility is built on two things:

11.. TTRRAACCKK  RREECCOORRDD

HHiissttoorryy  ((rreecceenntt  aanndd  ddiissttaanntt))

sshhoowwss  tthhaatt  yyoouurr  iinnppuutt,,

jjuuddggeemmeennttss,,  aaccttiioonnss,,   aanndd

ccoommmmiittmmeennttss  hhaavvee  bbeeeenn  aass  

yyoouu  ssaaiidd  tthheeyy  wwoouulldd  bbee..

22.. DDEEFFEENNSSIIBBIILLIITTYY  OOFF  

YYOOUURR  CCUURRRREENNTT  PPOOSSIITTIIOONN

YYoouurr   oopp iinn iioonnss ,,   ddeecc ii ss ii oonnss ,,

rreeccoommmmeennddaattiioonnss,,  aanndd  aaccttiioonnss

aarree   cc ll eeaarr llyy   bbuu ii ll tt   oonn   aann

oobbsseerrvvaabbllee ,,   ddeemmoonnssttrraabbllee,,  aanndd

rraatt iioonnaall  bbaassiiss..

TThheessee  ttwwoo  wwii ll ll   bbee  iinn  eevviiddeennccee  iinn  vvaarryyiinngg  ddeeggrreeeess  

ddeeppeennddiinngg  oonn  tthhee  iissssuuee  aatt  hhaanndd..  

AAnndd  tthheeyy  wwiillll  bbee  tthheerree  iinn  tthhee  ffuuttuurree,,  ssoo  yyoouurr  pprreesseenntt  

aapppprrooaacchh  nneeeeddss  ttoo  bbuuiilldd  ccrreeddiibbiilliittyy  aaggaaiinnsstt  tthhaatt  ffuuttuurree..
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TTOO  LLOONNGG  TTEERRMM  EEFFFFEECCTTIIVVEENNEESSSS

Long term sustained relationships rely heavily on personal credibility. 

While it’s true that in the early dealings between two people there may
be some polite wariness or uncertainty, generally speaking individuals
take one another at face value. But each subsequent interaction in some
way or another contributes to the development of personal credibility
which will in turn influence all future dealings.

As an individual’s credibility increases so does their effectiveness.
People believe what you say; they feel they can trust you; and they are
willing to place trust and confidence in you and your commitments.

Two things significantly influence personal credibility. The first is your
track record. Track record is made up of many things: doing what you
said you would do; seeing your visions materialize into reality;
demonstrating that you can bring your promises to life; and consistently
delivering results as promised and committed.

Clearly it takes time to build a track record and so personal credibility.
This makes it all the more important to ensure that every single opportunity
to lay a foundation relative to credibility is fully capitalized on, every time.

It’s hard to argue with a successful track record when an individual
commits to doing more of the same. On the other hand, it’s difficult to
place faith in an individual who wants to introduce an initiative when
they have no track record, or at best a very poor one, in that area.

The second major contributor to personal credibility is a well-
articulated rationale for your current position. If you have an idea, a
suggested new initiative, a new point of view or a judgement to make,
and these positions are rooted in an observable unbiased rationale, then
your own credibility is significantly enhanced.
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PPEERRSSOONNAALL  CCRREEDDIIBBIILLIITTYY  IISS  VVIITTAALL  
TTOO  LLOONNGG  TTEERRMM  EEFFFFEECCTTIIVVEENNEESSSS

““AAss  aann  iinnddiivv iidduuaall’’ss

ccrreeddiibbii ll iittyy  iinnccrreeaasseess  

ssoo  ddooeess  tthheeiirr

eeffffeeccttiivveenneessss..””
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PPEERRSSOONNAALL  CCRREEDDIIBBIILLIITTYY  IISS  VVIITTAALL  
TTOO  LLOONNGG  TTEERRMM  EEFFFFEECCTTIIVVEENNEESSSS

The more effective you are at gathering together supporting,
complimentary experiences, or similar successes in support of your
position the more effective will be the rationale you present. If this
rationale is seen to be strong, your credibility is seen to be strong.

We often talk about being able to “shoot holes in their argument.” This
carries with it the implication that the point of view was not thought out,
or did not have a sound basis on which it was built. It was not a
defensible position. 

Contrast this to a “rock solid argument” and there you have a point of
view put forward which gets serious attention. Your own credibility is
strengthened when you bring forth a rationale which is seen to be rock
solid, and defensible. 

As you seek to build personal credibility work hard to ensure that your
arguments carry a clear and well thought out rationale, and that your
track record demonstrates the ability to deliver as promised. As such,
your personal credibility continually rises, and with it your
effectiveness in the organization. The greater your credibility the easier
it is for you to move quickly into action, spending less time on
persuasion, or arguments in support of your position.

Credibility works like authority, it allows people to quickly fall in line
with respect to an initiative or perspective, thereby allowing you to
make change quickly and to make significant change – in short to be
maximally effective.
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The Importance of Individuals Being Personally Accountable

AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  
RREEQQUUIIRREE  AACCCCOOUUNNTTAABBIILLIITTYY

Personal accountability must be rigorously demanded.

11.. UUpp  ffrroonntt  --   pprroovviiddee::

••  WWhhaatt’’ss  eexxppeecctteedd

••  BByy  wwhheenn

••  UUssiinngg  wwhhaatt  mmeetthhooddoollooggyy  ((iiee..   tthhee  ““hhooww””))

22.. GGeett  aaggrreeeemmeenntt  ttoo  tthhee  rreeaassoonnaabblleenneessss,,  tthhee  ““ddooaabbii ll iittyy,,””  

ooff  tthhee  aassssiiggnnmmeenntt..

33.. TThheenn  iinnssiisstt   uuppoonn  PPEERRSSOONNAALL  aaccccoouunnttaabbii ll iittyy   ffoorr

ssuucccceessssffuull   ccoommpplleettiioonn..

IInnddiivv iidduuaallss  sshhoouulldd  bbee  hheelldd  aaccccoouunnttaabbllee!!
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CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES

The Importance of Individuals Being Personally Accountable

AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  
RREEQQUUIIRREE  AACCCCOOUUNNTTAABBIILLIITTYY

A truly world-class organization has as a performance imperative - a
clear culture of individual accountability. 

I find myself frequently amazed at the large number of people who are
unfamiliar with this concept, or who are not committed to its mandate.
An organization, whether it’s large or small, corporate or volunteer, a
single-family unit, or a large multi-dimensional team, cannot function
to it fullest without the concept of personal accountability. 

What is meant by this is essentially summed up in the statement “A
commitment to do what has been agreed to.” When an individual makes
a commitment to do something, they should do what they said they
would do. In cases where an individual has been employed to do
something, and has indicated that they are able to do it, they must then
do it! In those situations where an individual knows clearly what their
responsibilities are, they must fulfill those responsibilities. These are
illustrations of personal accountability.

I appreciate that a failure to fulfill one’s accountabilities is rarely as a
result of the individual waking up in the morning and saying, 
“I think that today I’ll ignore my commitments. I will consciously choose
not to do what I said I would do, and will in fact demonstrate 
great irresponsibility.” 

Instead I think people wake up in the morning with a very high degree
of conviction that they should do what they know they should do, or said
they would do, or have been contracted to do. They have a commitment
that this activity should be uppermost in their minds, and be reflected in
their day-to-day priorities. 
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The Importance of Individuals Being Personally Accountable

AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  
RREEQQUUIIRREE  AACCCCOOUUNNTTAABBIILLIITTYY

““AA  ttrruullyy  

wwoorrlldd--ccllaassss  oorrggaanniizzaattiioonn

hhaass  aa  ppeerrffoorrmmaannccee

iimmppeerraattiivvee  ––  aa  

cclleeaarr  ccuullttuurree  ooff  iinnddiivviidduuaall

aaccccoouunnttaabbii ll iittyy..””
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The Importance of Individuals Being Personally Accountable

AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  
RREEQQUUIIRREE  AACCCCOOUUNNTTAABBIILLIITTYY

Why then is there a dichotomy between results and intention?
Generally it’s because other things “get in the way,” other pressures
enter, the person doesn’t want to do what needs to be done “right now,”
people get tired, other pressures force a shift in attention, circumstances
don’t seem to favor desired outcomes, etc.

These all may be valid but they still do not take away from the fact that
the individual has made a commitment to deliver an accountability, and
that commitment must be upheld. From that light, all these other “valid”
reasons are simply excuses. This may sound harsh and insensitive, but
the individual making the commitment, or contracting to deliver the
service, must learn to anticipate all possible eventualities which may
hinder them in delivering on their commitments, and then modify their
commitment if necessary, and accept the consequences of that
modification. Once a commitment is made, then it should be fulfilled.

Personal accountability is another way of saying “I made a commitment
that I would provide this product or service.  I thought carefully through
that commitment, I anticipated what hurdles might stand in my way,
and adjusted my commitment accordingly. Therefore you can now rely
on me to deliver what I said I would deliver.” And then they deliver.

Very often many of the “legitimate” reasons for failing to deliver are
only “legitimate” until someone else steps in with another idea,
additional skill, or a greater determination to get the desired result. It is
remarkable how frequently “legitimate” reasons for failing to deliver
on a commitment vaporize before a more determined individual, or a
more skilled individual, or a more creative individual, or someone more
determined to press ahead and succeed.
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The Importance of Individuals Being Personally Accountable

AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  
RREEQQUUIIRREE  AACCCCOOUUNNTTAABBIILLIITTYY

““LLeeaaddeerrss  mmuusstt  bbee  rriiggoorroouuss  

iinn  tthheeiirr  eexxppeeccttaattiioonn  

tthhaatt  iinnddiivviidduuaall   aaccccoouunnttaabbii ll iittyy  

wwii ll ll   bbee  ddeelliivveerreedd..   

IIff   tthhiiss  iiss  tthhee  aabbssoolluuttee  iimmppeerraattiivvee  

ooff  aa  lleeaaddeerr,,   tthheenn  iitt  nnaattuurraall llyy

ffoolllloowwss  tthhaatt  ccaarree  mmuusstt  bbee  ttaakkeenn

tthhaatt  tthhee  aaccccoouunnttaabbiill iittiieess  

tthhaatt  aarree  aassssiiggnneedd,,   oorr  aassssuummeedd,,   

aarree  rreeaassoonnaabbllee..””
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The Importance of Individuals Being Personally Accountable

AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  
RREEQQUUIIRREE  AACCCCOOUUNNTTAABBIILLIITTYY

This is really the crux of the issue; how determined are we to deliver on our
accountabilities? Bear in mind – we should not take on accountabilities
that we feel we are not able to deliver against. That would be unwise
and irresponsible. But once taken on, then we need to be absolutely
committed to letting nothing stand in the way of delivering on that
accountability as promised. 

As a consequence, leaders must be rigorous in their expectation that
individual accountabilities will be delivered. Leaders must be
immovable in their demand for personal accountability.

If this is the absolute imperative of a leader, then it follows naturally
that care must be taken to ensure that the accountabilities that are
assigned, or assumed, are reasonable. There are three steps necessary to
ensure that this happens.

1. Prior to action being taking against an accountability, it must be clear
what’s expected.There must be enough detail so the individual receiving
the assignment has the same expectation as the leader who gives it.

In addition to clarifying the expectation there must also be clarity about
timing, as inevitably deadlines, and due dates, play a large part in the overall
delivery. The methodology to be followed also needs to be spelled
out. By methodology is meant “how” the task will be accomplished. 

Clearly a more senior and more experienced person requires less
discussion on the “how” than a more junior person.

Methodology is important in that it is possible, for example, for an
individual to deliver on an accountability but by doing so antagonize
everyone around them. 
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The Importance of Individuals Being Personally Accountable

AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  
RREEQQUUIIRREE  AACCCCOOUUNNTTAABBIILLIITTYY

““OOnnccee  aa  

ccoommmmiittmmeenntt  iiss  mmaaddee,,   

tthheenn  iitt  sshhoouulldd  

bbee  ffuullff ii ll lleedd..””
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The Importance of Individuals Being Personally Accountable

AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  
RREEQQUUIIRREE  AACCCCOOUUNNTTAABBIILLIITTYY

If this is accepted behavior, then fine; but if not, then part of the
methodology must include indicating that it is not acceptable for the
individual to fulfill their accountabilities and in the process leave
chaos and carnage in their wake!

2. A very important step is to get agreement up front from the
individual who is making the commitment that what is being asked
for is in fact doable. This occurs when the individual personally
commits to the outcome because they too believe that it is obtainable.
It is this step which subsequently allows the leader to rigorously
demand personal accountability.

3. The leader must then insist on the commitment being upheld as
promised. It is not good leadership to go through the process of
providing clarity around expectation, and then not including an equally
strong insistence on the accountability being assumed as well. 

Measurement of some kind is a useful tool at this point, as are
previously agreed upon checkpoints along the path to completion.
Both measurement and checkpoints are ways in which the individual
can be made aware that the leader is expecting the outcome as
promised; but the leader need not wait until the deadline, or close to
it, before reinforcing that personal accountability requires delivery
as promised. If it’s left too late, it may indeed be too late!

There are several other leadership behaviors which should be brought to bear
during this process, such as providing help and coaching to the individual
along the way if you see the possibility that the commitment may not be
delivered as promised. These other behaviors are discussed throughout this
book and can greatly assist those leaders who are committed to requiring
personal accountability.
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Elements of a World-Class Organizational Structure

TTHHRREEEE  MMAAJJOORR  CCOOMMPPOONNEENNTTSS  
OOFF  OORRGGAANNIIZZAATTIIOONNAALL  SSUUCCCCEESSSS

SSTTRRUUCCTTUURREE

EEnnssuurriinngg  tthhee  ssoolliidd  aanndd  ddootttteedd  ll iinneess  aarree  iinn  

tthhee  rriigghhtt  ppllaacceess  ––  tthhiinnggss  aarree  oorrggaanniizzaattiioonnaallllyy

aapppprroopprriiaattee

TTAALLEENNTT

TThhee  iinnddiivviidduuaall  aabbii ll iittiieess  ooff  tthhee  ppeeooppllee  ooff   tthhee

oorrggaanniizzaattiioonn  aarree  aatt  tthhee  rriigghhtt,,   aanndd  hh iigghheesstt

ppoossssiibbllee,,  lleevveell

BBEEHHAAVVIIOORR

EEnnssuurriinngg  ggrroouuppss   aanndd  iinnddiivv iidduuaallss   iinntteerraacctt

eeffffeeccttii vveellyy   aammoonngg  tthheemmssee llvveess,,   ww iitthh  tteeaamm

mmeemmbbeerrss,,  aanndd  tteeaamm  lleeaaddeerrss,,  iiss  vviittaallllyy  iimmppoorrttaanntt

SSTT
RRUU
CCTT
UURR
EE TTAALLEENNTT

BBEEHHAAVVIIOORR

Each of the three components must be 
fully developed and in place.

the book_updated_1109.qxd:the book.qxd  11/11/09  10:55 AM  Page 510



511
CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES

Elements of a World-Class Organizational Structure

TTHHRREEEE  MMAAJJOORR  CCOOMMPPOONNEENNTTSS  
OOFF  OORRGGAANNIIZZAATTIIOONNAALL  SSUUCCCCEESSSS

From the human resource perspective of an organization, success is
dependent on three specific criteria: structure, talent, and behavior.
When these three have been developed to their optimum level, and are
working effectively in harmony, then the potential for organizational
success is at its greatest.

The interplay among these three elements is crucial. None can stand on
their own and each is dependent on the other. To strengthen one at the
cost of the other two will not give the same degree of effectiveness as
strengthening all three equally, and concurrently.

1. Structure: This refers to the organizational structure which defines
both the official and unofficial hierarchies of the organization.

Structure includes the solid line reporting relationships, which are
crucial to clear direction and feedback occurring on an ongoing
basis. It is through these solid line relationships that organizational
goals, objectives, and strategies are communicated throughout the
organization. The solid line structure is also the official voice of the
organization, and the one by which each individual should be kept
advised of their performance level, and the degree to which they are
impacting the organizational vision.

Also included in structure are the unofficial, or dotted, lines which
often represent the day-to-day working relationships, links with
other areas of expertise, or the spontaneous relationships which form
in order to accomplish things most effectively.
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CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES

Elements of a World-Class Organizational Structure

TTHHRREEEE  MMAAJJOORR  CCOOMMPPOONNEENNTTSS  
OOFF  OORRGGAANNIIZZAATTIIOONNAALL  SSUUCCCCEESSSS

““TThhee  mmoorree  cclleeaarrllyy  

tthhee  ssttrruuccttuurree  iiss  ddeeffiinneedd  ffoorr

eevveerryyoonnee,,  tthhee  mmoorree  eeffffeeccttiivvee

eevveerryyoonnee  wwii ll ll   bbee  aatt  ooppeerraatt iinngg

wwiitthhiinn  iitt,,   aanndd  ppuusshhiinngg

ttoowwaarrddss  tthhee  ccoommmmoonn  ggooaall..””
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CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES

Elements of a World-Class Organizational Structure

TTHHRREEEE  MMAAJJOORR  CCOOMMPPOONNEENNTTSS  
OOFF  OORRGGAANNIIZZAATTIIOONNAALL  SSUUCCCCEESSSS

In a matrix organization these dotted lines are identified and considered
to be as important as the solid lines. In other organizations the dotted lines
form almost an unofficial infrastructure, not publicly acknowledged but
none the less important to the organization’s success. In a number of
organizations the official structures are by no means linear, nor do they
reflect the traditional “decision tree” formats. Organizational structure
can be defined in any fashion, in two or three dimensions, linear or parallel,
as circles, clouds, inverted pyramids, or whatever the organization uses
to represent its structure and potential for maximizing its results.

Regardless of how the structure is defined, there must be a structure, and
the structure must be clear to those who have to operate within it, so that
they are able to function as effectively as possible. Structure allows
individuals to know who to go to on each topic, and allows organizational
mandates to flow freely throughout the company. Structure is crucial, even
if the structure itself is constantly evolving, to provide the necessary context
and framework for the individuals working within the organization. The
more clearly the structure is defined for everyone the more effective
everyone will be operating within it and pushing towards the common goal.

2. Talent: This refers to the capabilities of each individual employee.
Talent is the skills and knowledge which people are able to bring to
each of their responsibilities in order to ensure the responsibilities
are carried out as intended in the most efficient manner.

Talent can be grown, improved, developed, shaped, enhanced, and
learned. It is an extremely important aspect of any organization as
current talent is immediately felt, and potential talent has yet to be
experienced. Potential talent can give an organization a significant
competitive advantage and the ability to achieve its objectives over
the long term.
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Elements of a World-Class Organizational Structure

TTHHRREEEE  MMAAJJOORR  CCOOMMPPOONNEENNTTSS  
OOFF  OORRGGAANNIIZZAATTIIOONNAALL  SSUUCCCCEESSSS

““TTaalleenntt  wwaallkkss  iinn  tthhee  ddoooorr

eevveerryy  ddaayy  aatt  tthhee  ddiissppoossaall  ooff

tthhee  oorrggaanniizzaattiioonn..  UUssiinngg iitt,,

ggrroowwiinngg  iitt,,  aanndd  eeffffeeccttiivveellyy

lleeaaddiinngg  iitt  aarree  kkeeyyss  ttoo

oorrggaanniizzaattiioonnaall  ssuucccceessss..””
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Elements of a World-Class Organizational Structure

TTHHRREEEE  MMAAJJOORR  CCOOMMPPOONNEENNTTSS  
OOFF  OORRGGAANNIIZZAATTIIOONNAALL  SSUUCCCCEESSSS

Investment needs to be made in the talent pool of every organization in
order to ensure that each individual is continuing to learn and grow.
Investment also needs to be made in the leadership to ensure that leaders
know how to properly harness existing talent. The investment in
training, development, education, knowledge, and skill acquisition pays
back many times over if the proper environment and leadership is there
to harness that ever-growing talent capability.

Talent walks in the door every day at the disposal of the organization. Using
it, growing it, and effectively leading it are keys to organizational success.

3. Behavior: Within any organization individuals and groups must
interact. This behavior among them will either promote success, or
discourage it. Issues such as innovation, team skills, continuous
process improvement, and cooperation are all dependent on the
individuals within the organization.

“Behavior” shows up in many forms: the way in which a team
member responds to a leader; the way in which individuals respond
to one another; the way in which leaders respond to those they are
leading; the way in which colleagues in different areas interact; and
the way in which individuals several layers apart interact.

If these behaviors can be aligned with corporate culture, and desired
outcomes, then each interaction among individuals (i.e. their behavior)
will contribute to the overall success of the organization.

Ensuring that each individual understands clearly how they should act,
and what’s expected, is crucial to the success of the organization.
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TTHHEE  SSTTRRUUCCTTUURREE  MMUUSSTT  SSAATTIISSFFYY  TTWWOO  CCRRIITTEERRIIAA

11.. BBEE  AALLIIGGNNEEDD  TTOO  TTHHEE  SSTTRRAATTEEGGYY

OOrrggaanniizzee  tthhee  ll iinneess  ooff  aauutthhoorriittyy  (( ii ..ee..  wwhhoo  rreeppoorrttss  ttoo  wwhhoomm))

ttoo  ddiirreeccttllyy  ssuuppppoorrtt  tthhee  pprriioorriittiieess  ooff  tthhee  oorrggaanniizzaattiioonn..

22.. PPRROOVVIIDDEE  TTHHEE  AAPPPPRROOPPRRIIAATTEE  AAUUTTHHOORRIITTYY  RREEQQUUIIRREEDD

TTOO  EEXXEECCUUTTEE  TTHHEE  SSTTRRAATTEEGGIIEESS

EEnnssuurree  tthhee  oorrggaanniizzaatt iioonnaall  ll iinneess  ooff  aauutthhoorriittyy  ggiivvee  aaddeeqquuaattee

ccoonnttrroo ll   tt hhrroouugghhoouutt   tthhee   oorrggaann ii zzaa tt iioonn,,   ttoo  aa ll ll ooww  eeaacchh  

ggrroouupp  ttoo  ssuuppppoorrtt  aallll   ggooaallss  aanndd  oobbjjeecctt iivveess  ttoo  tthhee  ggrreeaatteesstt  

ppoossssiibbllee  ddeeggrreeee..
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TTHHEE  SSTTRRUUCCTTUURREE  MMUUSSTT  SSAATTIISSFFYY  TTWWOO  CCRRIITTEERRIIAA

In the crafting of an organizational structure two specific criteria need
to be borne in mind.

1. Alignment to the Overall Strategy.

Organizational structures often reflect history, folklore and management
theory, and are the results of constant changes in thinking. While the
result of these influences may serve to move the organization ahead,
it is not the most effective way to organize structure.

Structure must be aligned to strategy.

As the organization articulates clearly what it wishes to achieve, and
more importantly, how it wishes to do this, then the structure should
follow accordingly. This may result in “unheard of” ways of doing
things; departments which never existed may be formed; or emphasis
may be placed where none was before. If these events occur they
should not dissuade you from pursuing the commitment to having
the structure follow the strategy.

If, for example, an organization wishes to move heavily into
innovation and believes that the current structure does not support
that, they may create the addition of an “Innovation Department” and
an “Innovation Champion” reporting to each division head. If they
believe this is the way to address innovation then they should do so. 

If many people who now report to several different individuals
should work more cooperatively under a single banner, then
restructure to accomplish this. If one segment of the organization
should be closer to a customer in order to serve them better, which
results in realigning the traditional reporting relationships, and
physically moving a group into a customer’s location, then do so.
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TTHHEE  SSTTRRUUCCTTUURREE  MMUUSSTT  SSAATTIISSFFYY  TTWWOO  CCRRIITTEERRIIAA

““AAll iiggnniinngg  ssttrruuccttuurree  

ttoo  ssttrraatteeggyy  iiss  mmoorree  tthhaann  ssiimmppllyy

ddeecciiddiinngg  wwhhoo  rreeppoorrttss  

ttoo  wwhhoomm;;  iitt  iinncclluuddeess  iiddeennttiiffyyiinngg

wwhhaatt  rreellaattiioonnsshhiippss  mmuusstt  bbee

iinnttaacctt,,   aatt   wwhhaatt  lleevveell ,,  aanndd  wwiitthh

wwhhaatt  ddeeggrreeee  ooff  aauutthhoorriittyy..””
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TTHHEE  SSTTRRUUCCTTUURREE  MMUUSSTT  SSAATTIISSFFYY  TTWWOO  CCRRIITTEERRIIAA

Once the strategy is defined, then this approach supports each
individual being clearly focused on the strategy. This is far preferable
to trying to force the strategy on an existing structure, which does not
align well with the current corporate strategy.

Aligning structure to strategy is the kind of objective which makes a
great deal of sense in theory, but when it comes to implementation it
is harder to do as barriers, track record, and fear of the unknown
loom. The execution is much more difficult to achieve than it is to
acquire the conviction of the need for the execution. Nonetheless the
structure must follow the strategy. 

In this new structure it will be inevitable that the concept of
individuals in pigeon holes reporting to neatly defined units will be a
thing of the past; most strategies require many cross-functional
teams and interactions. The strategies will require greater quality at
less cost in a shorter period of time. In achieving this it will become
apparent that the interaction among groups, teams, departments, and
individuals must now be very different. 

All this must be reflected in the structure by both the solid and dotted
lines and the final illustration which captures the organizational
structure. This then must be made clear to everyone so each knows
how they are intended to operate, and with whom, and within what
context. Aligning structure to strategy is more than simply deciding
who reports to whom; it includes identifying what relationships 
must be intact, at what level, and with what degree of authority. 
The final structure must spell out both the official and unofficial 
lines of authority.
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TTHHEE  SSTTRRUUCCTTUURREE  MMUUSSTT  SSAATTIISSFFYY  TTWWOO  CCRRIITTEERRIIAA

““TThhee  ccaarreeffuull  

aallllooccaattiioonn  ooff  aauutthhoorriittyy  

iiss  ccrruucciiaall  ttoo  eennssuurriinngg  tthhee

ssuucccceessss  ooff  tthhee  

ssttrruuccttuurree’’ss  aabbii ll iittyy  ttoo

ddeelliivveerr  tthhee  ssttrraatteeggyy..””
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TTHHEE  SSTTRRUUCCTTUURREE  MMUUSSTT  SSAATTIISSFFYY  TTWWOO  CCRRIITTEERRIIAA

2. Structure without authority can only lead to frustration and waste.

Once the structure has been put in place then authority to execute
must be provided. The challenge is to provide the appropriate
amount of authority. Too much will jar the structure and cause
decisions to be taken which are inappropriate when looked at from
the perspective of the whole, while insufficient authority will block
progress and impede the organization from moving forward at the
greatest possible rate.

In order to determine the most appropriate authority, clear goals and
objectives from any given segment of the structure must be well
defined, and clearly aligned with those at a higher level. Once it is
clear what needs to be accomplished, it’s easier to determine how
much authority is required to accomplish it. 

Giving authority too soon would be rash, and consequently an
assessment needs to be made as to whether the department, team or
individual who requires a certain degree of authority is as yet
competent enough to handle it. If not, then training is required prior
to granting the authority.

Similarly, an individual may be ready for authority but the
organization is slow in providing it. In this case there is wasted talent
and potential that the organization is not using to the fullest degree
possible. The careful allocation of authority is crucial to ensuring the
success of the structure’s ability to deliver the strategy.
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““AAuutthhoorriittyy  

pprrooppeerrllyy  ddiissttrriibbuutteedd  

ffrreeeess  tthhoossee  aatt  tthhee  

sseenniioorr  lleevveell  ttoo  ccoonncceennttrraattee

mmoorree  ffuullllyy  oonn  tthhee  

llaarrggeerr  ccoorrppoorraattee  vviissiioonnss  

aanndd  ssttrraatteeggiieess..””
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TTHHEE  SSTTRRUUCCTTUURREE  MMUUSSTT  SSAATTIISSFFYY  TTWWOO  CCRRIITTEERRIIAA

One caution: Traditionally, individuals who have risen to significant
positions of authority within an organization are reluctant to give away
much of their authority, having spent a large part of their lives getting it
in the first place! However they are not “giving authority away,” rather
they are redistributing it. If the individual receiving the authority is
capable of executing it wisely then the authority has been appropriately
redistributed to allow for the greatest possible success of the
organization. This frees those at the senior level to concentrate more
fully on the larger corporate visions and strategies; and to ensure that
the organization is harnessing all of its potential to the fullest at all
levels, in all areas.
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FFOORR  EEAACCHH  IINNDDIIVVIIDDUUAALL
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A personal training plan for each individual, 
designed to train them to be fully competent in every 

key skill area, is essential.

This measurement and focus on individual talent is 
crucial to ensure ongoing competitive success.

HHooww  wweellll   iinnddiivviidduuaall   ppeeooppllee  ddoo  wwhhaatt  tthheeyy  ddoo,,   

mmaakkeess  aall ll   tthhee  ddiiffffeerreennccee  ttoo  tthhee  oouuttccoommee  ––  

tthhee  oovveerraallll   eeffffeeccttiivveenneessss  ooff  tthhee  wwhhoollee..  

SSttrriivvee  ffoorr  tthhee  hhiigghheesstt  ppoossssiibbllee  ttaalleenntt  lleevveellss!!

the book_updated_1109.qxd:the book.qxd  11/11/09  10:56 AM  Page 524



525
CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES

Elements of a World-Class Organizational Structure

IINNDDIIVVIIDDUUAALL  TTAALLEENNTT  LLEEVVEELLSS  AARREE  CCRRUUCCIIAALL

Wishing that an individual’s talent would improve has little impact on
final results. Similarly, merely providing development opportunities for
individuals does not ensure that levels of talent will increase. Rather,
clear and precise steps need to be followed to ensure that individual
talent will be developed to its fullest possible degree.

The first step is a clear definition of those areas where there must be a
focus on development. This begins with a general statement of the area,
such as functional skill, interpersonal skill, leadership skill, etc.; it is
then followed by a detailed description of what’s required in each
general area. For example, under “functional skill” one might wish to
include: time management, project management, making effective
presentations, etc. 

Once these areas have been identified, standards need to be set for each
area and individuals assessed against those standards. If they fall short,
then the appropriate development should be provided, and the
individual re-evaluated using a competency test until they achieve the
expected standard. This is no different from what’s frequently done for
individuals acquiring competence in technical fields such as an airplane
pilot, engineer, fireman, or doctor. This “competency” test which each
must pass in order to demonstrate competence will allow the
organization to focus on individual talent levels, and where required,
bring them up to acceptable standards. 

In considering what should be the standard, bear in mind other
organizations around you. To grow competent talent at a world-class
level will provide a world-class competitive advantage. However, if
individuals who have successfully passed your project management
competency test are still inadequate compared to those working in
another organization, then your standard needs to be raised and the
competency test adjusted to reflect this higher standard. 
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IINNDDIIVVIIDDUUAALL  TTAALLEENNTT  LLEEVVEELLSS  AARREE  CCRRUUCCIIAALL

““TThhee  iinnccrreemmeennttaall  ccoosstt  ooff

ttrraaiinniinngg  yyoouurr  ssttaaffff  

iiss  rreellaattiivveellyy  iinnssiiggnniiffiiccaanntt  

iiff   yyoouu  ccaann  ddoouubbllee  tthhee

pprroodduuccttiivviittyy  ooff  tthhaatt  ffiixxeedd  ccoosstt,,

bbyy  mmoorree  eeffffeeccttiivveellyy  

hhaarrnneessssiinngg  tthheeiirr  ttaalleenntt

oorr  tthheeiirr  ppootteennttiiaall..””
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How individuals do things and how well they do them (with regard to
cost, time, quality, waste, rework, effectiveness, and interpersonal
effectiveness) is an opportunity for huge competitive advantage. Invest
in your talent. They are a fixed cost; the incremental cost of training
your staff is relatively insignificant if you can double the productivity
of that fixed cost by more effectively harnessing their talent or 
their potential. 
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BBEEHHAAVVIIOORR  SSPPEECCTTRRUUMM

Each organization must decide where on this 
spectrum to settle. This will then define the expected 

behavior of the members of the organization.

TTOOPP  DDOOWWNN

““OOrrddeerrss  OOnnllyy””

EExxttrreemmeellyy  HHiieerraarrcchhaall

““DDoonn’’tt  QQuueessttiioonn,,  

JJuusstt  DDoo””

PPAARRTTIICCIIPPAATTOORRYY

FFrreeeeddoomm  ttoo  QQuueesstt iioonn

TTaalleenntt  ((vvss..   AAuutthhoorriittyy))

DDrriivveenn

““EEmmppoowweerreedd””
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The behavior spectrum can move from fully empowered (where
individuals have a great deal of autonomy in their decision making,
commensurate with their talent) through to absolutely autocratic (where
decisions and the methodology for the execution of tasks are handed
down and are to be followed without question). As you move along this
spectrum many factors within an organization influence where you’ll
choose to settle: the way in which leaders behave, the way in which
employees respond, the degree to which innovation is encouraged, the
opportunities for continuous process improvement, the role for teams,
compensation schemes, and so forth. Each organization must decide for
itself where to settle along the spectrum.

In order to maximize the outcome of the organization the appropriate
position must be determined, clearly communicated, and supported by
the organization in terms of its rewards and recognition systems. To
move blindly to empowerment without an appreciation of the
consequences, or without an organization properly trained to manage in
that environment, would result in chaos. On the other hand, the fully
autocratic control approach may provide less than full utilization of
your human asset base. 

In some specific cases it might be easy to decide where to locate: in a
brain storming session full empowerment is usually desirable; and in the
case of a crisis – for example a bomb scare – then fully autocratic
behavior is probably preferable. However, for the day-to-day operations
of the organization as a whole it may be more difficult. Nonetheless the
employees must know what is expected, how to behave, and how to
respond to the environment in which they find themselves. 
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““FFuullll   eemmppoowweerrmmeenntt  mmaayy  nnoott  bbee  

tthhee  iiddeeaall  iinn  eevveerryy  llooccaattiioonn,,   

aannyymmoorree  tthhaann  aabbssoolluuttee  aauuttooccrraaccyy..

SSeettttllee  wwhheerree  oonn  tthhee  bbeehhaavviioorraall

ssppeeccttrruumm  tthhee  oorrggaanniizzaattiioonn  

wwii ll ll   bbeenneeff iitt   mmoosstt,,   aanndd  tthheenn  eennssuurree

tthhaatt  eeaacchh  iinnddiivv iidduuaall   iiss  cclleeaarr  oonn  

wwhhaatt   iiss  tthhee  eexxppeecctteedd  bbeehhaavviioorr..””
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Generally speaking it would appear logical that the more opportunity
individuals have to contribute, the more effective the organization; but
this is only true when they have the ability to contribute wisely. 

Picture yourself in a situation where a factory worker questions you
regarding your organization’s empowerment initiatives. They say, “If
I’m empowered, does that mean I can shut down the line when I see
product just falling off the belt and piling up as waste on the floor?”
This is a challenging question, as you do not want to discourage their
initiative, nor do you want to create anarchy in the factory. Your
response should be, “Yes you may shut down the line, but only when
you appreciate the consequences of doing so. You may eliminate the
waste at your station, but cause such confusion and waste upstream that
the overall impact on the company would be far worse than the waste
you see at your feet.” 

In this case there would be an obligation to train this individual, so that
they can truly appreciate what is going on upstream and downstream
from them. They can then use their best judgement in any given
situation, but that judgement will be based on skill, knowledge, and
specific training.

Plus, there are other ways to eliminate the waste than simply shutting
down the line; and with specific process improvement skills they can
also be trained to look at these alternative approaches.

In addition to the training individuals require to operate in a more
empowered environment, an even greater priority is that managers learn to
manage and lead in an empowered environment. Empowerment has a way
of growing individuals, and over time they’ll grow from cats to lions. 
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““IIff  tthhee  lleeaaddeerrss  aarree  ttrraaiinneedd

aass  tthhee  ccaatt  mmaattuurreess  

iinnttoo  aa  ll iioonn,,   tthheenn  tthhee  lleeaaddeerrss

ccaann  lleeaarrnn  ttoo  hhaannddllee  ll iioonnss  

aass  eeffffeeccttiivveellyy  aass  tthheeyy

ccuurrrreennttllyy  hhaannddllee  ccaattss..””
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From one perspective this is desirable, as it is far preferable to have that
calibre of talent working on your behalf. On the other hand it is
dangerous, as it is far more difficult to manage a lion than a cat.
However, if the leaders are trained as the cat matures into a lion, then
the leaders can learn to handle lions as effectively as they currently
handle cats, and then you’ve been able to maximize the full potential of
your work force. 

However, full empowerment may not be the ideal in every location,
anymore than absolute autocracy. You need to settle where on this
behavioral spectrum the organization will benefit most, and then ensure
that each individual is clear on what that behavior is, and how they
should respond.

If, for example, you require behavior that depends heavily on trust
between individuals then that needs to be spelled out, (i.e. what “trust”
means in your context), measured within the organization, monitored,
and individuals educated correspondingly. It is not sufficient to simply
say, “Trust is important.” Since this is a behavior which you value it
needs to have significant time and attention given to it on an ongoing
basis, to ensure that the desired behavior becomes the norm within your
organization or department. With this clarity individuals will 
have the greatest possible likelihood of being able to deliver to 
that expectation. 

As you decide where on the spectrum to settle, do not underestimate the
talent, and ability within each individual, and the benefit which can be
gained by fully harnessing it.
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PPRROOVVIIDDIINNGG  AA  CCLLEEAARR  AANNDD  SSIIMMPPLLEE  FFRRAAMMEEWWOORRKK  IISS
EESSSSEENNTTIIAALL  TTOO  FFUULLLLYY  RREEAALLIIZZIINNGG  IINNDDIIVVIIDDUUAALL  CCAAPPAACCIITTYY

EEMMPPLLOOYYEEEE

““FFrraammeewwoorrkk””  iiss  nnoott

vviissiioonn  oorr  mmiissssiioonn..   WWhhii llee

tthheessee  pprroovviiddee  ddiirreeccttiioonn

oorr  ggooaallss,,  ““ffrraammeewwoorrkk””

pprroovviiddeess  tthhee  ““ooppeerraattiinngg

rruulleess””  ttoo  bbee  ffoolllloowweedd  iinn

tthhee  ppuurrssuuiitt  ooff  tthhee  vviissiioonn,,

ggooaallss,,  oorr  mmiissssiioonn..

““FFrraammeewwoorrkk””  wwiitthhiinn

wwhhiicchh  tthhee  eemmppllooyyeeee  

ccaann  ooppeerraattee  ffrreeeellyy

11 .. AA  sshhoorrtt  ll iisstt  ooff  oorrggaanniizzaattiioonnaall

pprriioorriittiieess  ttoo  mmaakkee  ddeecciissiioonn--

mmaakkiinngg  eeaassiieerr,,  ffoorr  ““bbllaacckk  

aanndd  wwhhiittee””  iissssuueess

22.. AA  wweellll  aarrttiiccuullaatteedd  vvaalluuee  ssyysstteemm  

ttoo  pprroovviiddee  ddiirreeccttiioonn  ffoorr  tthhoossee

ddeecciissiioonnss  iinn  tthhee  ggrreeyy  aarreeaass  ––

tthhaatt  iiss  ––  tthhoossee  lleessss  ttaannggiibbllee

For example:
“Never put profit before
safety”

For example:
“Customers are best served
when their expectations are
exceeded while still making 
a profit for the organization”

TTHHIISS  FFRRAAMMEEWWOORRKK  IISS  
CCOOMMPPOOSSEEDD  OOFF  TTWWOO  EELLEEMMEENNTTSS::
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PPRROOVVIIDDIINNGG  AA  CCLLEEAARR  AANNDD  SSIIMMPPLLEE  FFRRAAMMEEWWOORRKK  IISS
EESSSSEENNTTIIAALL  TTOO  FFUULLLLYY  RREEAALLIIZZIINNGG  IINNDDIIVVIIDDUUAALL  CCAAPPAACCIITTYY

Individuals operate best when they are provided with a framework 
for operating. 

For example, a child who “understands the rules” is then able to operate
freely within these boundaries, that is: what is considered polite
behavior, and what is not tolerated; what is considered a “neat” room,
and hence acceptable, versus a “messy” room and hence unacceptable;
and which television shows are suitable and which are not. These
organizational frameworks, or guidelines, allow the child to see clearly
when the boundaries are being overstepped.

Soldiers in battle require a similar operational framework: when you
can fire and when you cannot, when to request clarification and when
not, when to take the initiative and when to follow blindly. Athletes
need to know the frameworks within which they must operate: for
example the rules of the game, the authority of the referee, and the
boundaries of the playing field.

When clarity is provided concerning “framework,” the individual can
then be most effective. It is only when the framework is fuzzy or not
well defined that individuals inadvertently move outside those
boundaries and experience consequences which were not anticipated.

To maximize the contribution of any individual the boundaries must be
clearly set. The framework must be well established. This is not to say
that each individual needs a set of rules. Quite the contrary. Each
individual needs to be provided with a framework, as outlined on the
following pages.
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““TToo  mmaaxxiimmiizzee  tthhee

ccoonnttrriibbuuttiioonn  ooff  aannyy

iinnddiivviidduuaall  tthhee  bboouunnddaarriieess

mmuusstt  bbee  cclleeaarrllyy  sseett..   

TThhee  ffrraammeewwoorrkk  mmuusstt  bbee

wweellll   eessttaabbll iisshheedd..””
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A brief note here: The framework I’m referring to is not the
organization’s vision, nor is it the goals of the moment. Although vision
is, in a sense, a very large framework – e.g. “we’re in the bicycle
business not the lawnmower business,” that is not the kind of framework
I’m referring to here. 

Similarly, personal goals are not this kind of framework; although they too
provide a framework of sorts: e.g. “Complete the report by Monday not
Tuesday.” Vision is really intended to provide motivation, commitment
and rationale. Goals are intended to provide clarity of direction and
purpose for the individual as they act. When they actually come to act
then they are moving into the kind of framework I’m referring to.

The two elements which make up the kind of framework necessary to
fully realize individual capacity are:

1. A short list of organizational priorities. This list allows the
individual to understand clearly what is and is not important to the
organization, and so recognize that however they choose to tackle
the tasks at hand it must be done within this framework.

Some examples of framework would be: “Place the team, and the
team’s benefit, before yourself and your own personal benefit.”
Another example might be: “Make responding to customer’s input
your highest priority at any given point in time.” In a manufacturing
setting a framework might be: “Place safety above all other
considerations.”
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““OOrrggaanniizzaatt iioonnaall   vvaalluueess  

aarree  eexxttrreemmeellyy  iimmppoorrttaanntt,,   

aanndd  nneeeedd  ttoo  bbee  

ccrraafftteedd  wwiitthh  ccaarree..   

TThheeyy  sseett  tthhee  ccoouurrssee  aanndd

cchhaarraacctteerr  ooff  

tthhee  oorrggaanniizzaattiioonn..””
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Clearly each of these statements will require clarification. They are
open to interpretation, misunderstanding, and misapplication.
However, for whatever statements are used the organization can
provide the necessary clarity so that the individuals understand what
is meant and can act accordingly.

A brief note of caution: avoid having too strict a framework.
Sometimes in the effort to allow freedom through clarity of
framework individuals or companies err by essentially handcuffing
the person, by bogging them down with a whole series of regulations.
This is not the intent. These framework statements are a short list
articulating key organizational priorities and should be no more than
three or four at most.

2. A well articulated value system: If the above list provides clear black
and white direction, as it should, this second area provides direction
to employees when operating in the gray area. For example, “How
important are ethics to the organization?” “Is integrity a crucial
component?” Organizations in the service industry will place less
emphasis on profit than those who are listed on Wall Street, and as a
consequence will generate a different set of values for the employees.
What about the expected work ethic and the care of the individuals
serving the organization? What are the values there, if any?
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EESSSSEENNTTIIAALL  TTOO  FFUULLLLYY  RREEAALLIIZZIINNGG  IINNDDIIVVIIDDUUAALL  CCAAPPAACCIITTYY

““IIff  tthhee  ffrraammeewwoorrkk  

iiss  uunnddeerrssttoooodd,,   tthheenn  eeaacchh

iinnddiivviidduuaall   ccaann  

ooppeerraattee  kknnoowwiinngg  wwhhaatt  

iiss  eexxppeecctteedd,,  

aanndd  wwhhaatt  iiss  nnoott..””
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PPRROOVVIIDDIINNGG  AA  CCLLEEAARR  AANNDD  SSIIMMPPLLEE  FFRRAAMMEEWWOORRKK  IISS
EESSSSEENNTTIIAALL  TTOO  FFUULLLLYY  RREEAALLIIZZIINNGG  IINNDDIIVVIIDDUUAALL  CCAAPPAACCIITTYY

Each of these questions highlight the kind of topics which need to be
identified and spelled out for employees in order to provide a value
system allowing them to make decisions. For example, Eagle’s Flight
provides value around the commitment to being profitable by stating
that we will seek “ethical profit.” This immediately provides
employees with a context for decision making: they know that their
decisions must generate a profit, but they must do so ethically. If they
are then faced with an issue for which there is no immediate directive
at hand, or individual to go to for counsel, they have an organizational
framework that spells out the values allowing them to act.

Organizational values are extremely important, and need to be crafted
with care. They set the course and character of the organization.

If the framework is clear – that is if the language used is simple and the
phrases are short and concise; and the framework is readily understood,
that is – simple, then each individual is able to operate freely within the
framework that has been established. They can operate to their capacity
knowing what is expected, and what is not.

the book_updated_1109.qxd:the book.qxd  11/11/09  10:56 AM  Page 541



542
CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES
Creating a Powerful Decision Making Framework for the Organization

CCRREEAATTIINNGG  AA  LLIISSTT  OOFF  OORRGGAANNIIZZAATTIIOONNAALL  
PPRRIIOORRIITTIIEESS  TTOO  SSEERRVVEE  AASS  AANN  OOPPEERRAATTIINNGG  GGUUIIDDEE

11.. IIddeennttiiffyy  ccoorrppoorraattee

ooppeerraattiioonnaall  

pprriioorriittiieess

22.. CClleeaarrllyy  ddeeffiinnee

wwhhaatt   iiss  mmeeaanntt   ssoo  

aallll   ccaann  uunnddeerrssttaanndd

33.. PPllaaccee  tthhee  

pprriioorriittiieess iinn  oorrddeerr  

ooff  iimmppoorrttaannccee

44.. FFoorr  eeaacchh  ooff  tthhee  pprriioorriittiieess  ddeetteerrmmiinnee  tthhee  ““eexxppeecctteedd  aaccttiioonnss””,,    

tthhee  ““uuppppeerr  aanndd  lloowweerr  ll iimmiittss”” ,,  tthhee  ““tthhiinnggss  yyoouu  sshhoouulldd  ddoo””  

eg. for “friendly”: “Smile, listen without interrupting; be polite.”

55 CCoommmmuunniiccaattee  tthh iiss  ttoo  tthhee  wwhhoollee

oorrggaanniizzaattiioonn  mmaakkiinngg  cclleeaarr  tthhiiss  

iiss  aa  pprriioorriittyy  ll iisstt
eg. for a “factory”: “Put safety

first. Nothing comes before that.

Then focus on quality, but we don’t want

quality at the cost of an injured worker. Next, eliminate waste, but 

not at the expense of quality – we’d rather throw it away than ship less

than a top quality product. Next is speed ...” etc.

Safety
Speed
Improvements
No Waste
Quality

eg. “Safety” Means:
•No Injuries
•No Accidents
•No Close Calls

1. Safety
2. Quality
3. No Waste
4. Speed
5. Improvements

Service
Sales
Courtesy
Knowledge

eg .“Service” Means:
•Product deliveries
are complete and
on time

1. Courtesy
2. Knowledgeable
3. Service
4. Sales

Friendly
Knowledgeable
Helpful
Upsell
Decor

eg. “Friendly”
Means:
•Making the cus -
tomer feel welcome
in the store

1. Friendly
2. Helpful
3. Decor
4. Upsell
5. Knowledgeable 

For a factory    For a sales unit For a retail store

SSOOMMEE  EEXXAAMMPPLLEESS  MMIIGGHHTT  BBEE

The objective is to get the 
list of priorities, and related
understanding, into the minds

of all employees!
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CCRREEAATTIINNGG  AA  LLIISSTT  OOFF  OORRGGAANNIIZZAATTIIOONNAALL  
PPRRIIOORRIITTIIEESS  TTOO  SSEERRVVEE  AASS  AANN  OOPPEERRAATTIINNGG  GGUUIIDDEE

Having agreed on the need to define “organizational priorities” as part
of the framework, it can then be difficult to identify what those
organizational priorities are, and so coming up with a list, or defining
them, may seem somewhat daunting. In order to help with this, outlined
below are the five specific steps which are necessary in order to create
this list of organizational priorities. You’ll see on the left-hand side
some examples for three different categories: factories, sales units, and
retail stores. I’ll use the factory example as I work through the steps,
but clearly these principles will apply to any form of unit or operation.

1. Identify Corporate Operational Priorities: This refers to the day-to-
day expectations which must be met to satisfy the organization. 

In the factory environment some of these might be: safety of the
employees, the speed at which the line is moving, the need for
continuous improvement to reduce fixed costs and improve
efficiency, the elimination of waste, and the adherence to certain
quality standards.

I’ve just selected these five as those which typically appear, but each
organization may have its own that differ from this list. 

In the creation of the corporate operational priorities it’s important to
ensure that relevant decision-makers and unit heads are brought into
the process. Bear in mind this organizational priority list is one of the
two major criteria that will be used to establish a framework to allow
each employee to realize their capacity within the company (the
other is the value system). Consequently this list is very important.
Therefore, get input to ensure that nothing is missed; as a by-product,
commitment to these priorities is also achieved through the process
of involving those impacted.
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CCRREEAATTIINNGG  AA  LLIISSTT  OOFF  OORRGGAANNIIZZAATTIIOONNAALL  
PPRRIIOORRIITTIIEESS  TTOO  SSEERRVVEE  AASS  AANN  OOPPEERRAATTIINNGG  GGUUIIDDEE

““IInn  tthhee  ccrreeaattiioonn  ooff  tthhee

ccoorrppoorraattee  ooppeerraattiioonnaall

pprriioorriittiieess,,   iitt  iiss  iimmppoorrttaanntt  

ttoo  eennssuurree  tthhaatt  

rreelleevvaanntt  ddeecciissiioonn--mmaakkeerrss  

aanndd  uunniitt  hheeaaddss  aarree  

bbrroouugghhtt   iinnttoo  tthhee  pprroocceessss..””
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CCRREEAATTIINNGG  AA  LLIISSTT  OOFF  OORRGGAANNIIZZAATTIIOONNAALL  
PPRRIIOORRIITTIIEESS  TTOO  SSEERRVVEE  AASS  AANN  OOPPEERRAATTIINNGG  GGUUIIDDEE

2. Establish Clear Definitions: Once the corporate operational priorities
have been identified then each must be very clearly defined. In an
earlier example we talked about a child’s “clean” room: “clean” must
be defined. Does this mean no clothes on the floor, does it mean all
surfaces clear, or does it simply mean no dirty dishes in the room? It’s
extremely important to provide great clarity of definition for each of
the operational priorities.

In the factory example, if we choose the operational priority of
“safety” then this could be defined as “no injuries, no accidents, and
no close calls”. It is now clear what “safety” means, and therefore
everyone in the factory will have the same understanding. If safety
becomes an element of the organizational framework of the factory
then people truly know what is meant: that there are to be no injuries,
no accidents and no close calls. Any deviation from that will be
considered unsafe practice. Clearly in your own environment you
would have to define safety in whatever fashion you feel is
appropriate (for example, safety might be defined in another factory
as “absolute adherence to all posted lock-out procedures”). The
important thing is to define it in your own terms in a way that
provides clarity for everyone.

Other examples of definitions for the sales unit and the retail store
are also shown.
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CCRREEAATTIINNGG  AA  LLIISSTT  OOFF  OORRGGAANNIIZZAATTIIOONNAALL  
PPRRIIOORRIITTIIEESS  TTOO  SSEERRVVEE  AASS  AANN  OOPPEERRAATTIINNGG  GGUUIIDDEE

““LLeeaaddeerrsshhiipp  sshhoouulldd

ccrreeaattee  aann  eessttaabblliisshheedd

ffrraammeewwoorrkk  wwhhiicchh  iiss

uunniivveerrssaall  ffoorr  tthhee  wwhhoollee

oorrggaanniizzaatt iioonn..””
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CCRREEAATTIINNGG  AA  LLIISSTT  OOFF  OORRGGAANNIIZZAATTIIOONNAALL  
PPRRIIOORRIITTIIEESS  TTOO  SSEERRVVEE  AASS  AANN  OOPPEERRAATTIINNGG  GGUUIIDDEE

3. Create a Priority order:Once the organizational priorities have been
established and clearly defined they need to be placed in a priority
order so that individuals understand what must be adhered to, even if
it means having to compromise on something lower down on the
priority list. For example, a factory which places safety above quality
is saying to its employees that the quality of the finished product is
less important than the health of the employees creating it. If an
employee is about to be injured and the decision has to be made
whether to keep the line running to maintain product quality, or shut
it down to avoid an injury then the framework which has been
provided makes it abundantly clear the line should be shut down,
because safety overrides quality. 

Similarly quality might be placed above “no waste”. In this example
the individual operating the factory understands through the
organizational framework that quality must not be placed at risk in
the effort to reduce waste. In short the company will tolerate waste
before it will tolerate poor quality. 

In a similar fashion individuals can work their way down the list of
corporate priorities which make up the operational framework.
You’ll note in the factory example that “make improvements” is on
the list. I personally think this is important as it creates the mental
mindset that says, (using my above example) “Even though we will
place quality above waste, we do operate within the framework of
constant improvement and so it is a priority to identify a way of
eliminating that waste without putting quality at risk.”
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CCRREEAATTIINNGG  AA  LLIISSTT  OOFF  OORRGGAANNIIZZAATTIIOONNAALL  
PPRRIIOORRIITTIIEESS  TTOO  SSEERRVVEE  AASS  AANN  OOPPEERRAATTIINNGG  GGUUIIDDEE

““EEssttaabbll iisshheedd  oorrggaanniizzaattiioonn

pprriioorriittiieess  pprroovviiddee  

ccllaarriittyy  ttoo  aallll   eemmppllooyyeeeess  

wwhhiicchh,,  iiff  uunnddeerrssttoooodd,,   

wwii ll ll   aallllooww  tthheemm  ttoo  ooppeerraattee  

ttoo  tthheeiirr  ccaappaacciittyy..””
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CCRREEAATTIINNGG  AA  LLIISSTT  OOFF  OORRGGAANNIIZZAATTIIOONNAALL  
PPRRIIOORRIITTIIEESS  TTOO  SSEERRVVEE  AASS  AANN  OOPPEERRAATTIINNGG  GGUUIIDDEE

Understand that the setting of the priority order is to provide the
employees the ability to understand how to operate within the
framework which you’ve provided for them. Once the priorities are
in place from step one, defined in step two, and placed in order of
priority in step three, you’ve gone a long way towards creating an
effective framework.

4. Establish Expected Actions: Having placed the operational priorities
in the appropriate sequence, time needs to be spent helping everyone
understand what the expected actions should be, the upper and lower
limits, the things to be done. It’s at this step that you help individuals
understand what specific actions they are to take, and very often it is
at this step that training is necessary. 

For example, if in the area of safety, employees need to understand
how to do CPR, then first aid training may be required. Similarly, the
factory will inevitably have certain safety procedures which are
standard; and each individual needs to understand what they are, and
how they must apply them. If they’re not clear on this then the
appropriate training should be provided.

In the area of improvement, individuals need to understand what
“continuous improvement” really entails; that is, they need to operate
in teams to identify existing processes and then review how that process
can be improved to reduce cost and improve safety and quality.

So for each of the items that make up the framework the specific
steps or behaviors which are expected should be spelled out, and
relevant training provided.
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CCRREEAATTIINNGG  AA  LLIISSTT  OOFF  OORRGGAANNIIZZAATTIIOONNAALL  
PPRRIIOORRIITTIIEESS  TTOO  SSEERRVVEE  AASS  AANN  OOPPEERRAATTIINNGG  GGUUIIDDEE

““DDoo  nnoott  uunnddeerreessttiimmaattee  

tthhee  iimmppoorrttaannccee  ooff  eeffffeeccttiivvee

ccoommmmuunniiccaattiioonn..  

TThhee  mmeessssaaggee  wwii ll ll   bbee  lloosstt

iiff  tthhee  oonnllyy  ppeeooppllee  

wwhhoo  uunnddeerrssttaanndd  iitt  aarree  tthhee

ppeeooppllee  wwhhoo  wwrroottee  iitt!!””
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CCRREEAATTIINNGG  AA  LLIISSTT  OOFF  OORRGGAANNIIZZAATTIIOONNAALL  
PPRRIIOORRIITTIIEESS  TTOO  SSEERRVVEE  AASS  AANN  OOPPEERRAATTIINNGG  GGUUIIDDEE

It’s interesting just to look for a moment at the retail store 
example where they’ve identified “friendly” as one of the expected
operational priorities.

At first glance this would seem straightforward, but only on
reflection does it become apparent that the expected behavior here
must also be defined. “Friendly” could, for example, be defined as
“smile, listen without interrupting, and be polite”. This provides
clarity to the retail clerk who understands that friendliness is one of
the items of the framework. They can now approach a customer with
a smile, listen politely to the customer’s requests without
interrupting, and then courteously move to the next step in the
process. This is a very different definition for being “friendly” than
simply calling “Hi! I’ll be with you in a moment,” from across
the store.

5. Provide Effective Communication: Once the process of identifying
what would make up the framework is completed, with the necessary
detail and clarity, then it must be communicated to the entire
organization affected by that framework. The factory framework
may not affect the whole organization, but rather only a given
factory, and in that case only they need to know about it.

However, the leadership should provide an established framework
which is universal for everyone (for example “ethical profit”) which
is then understood by the whole organization.

The communication must be done in a way that is simple, clear, and
very motivating. You are, in fact, providing clarity to all employees
which, once understood, will allow them to operate to their
maximum capacity.
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CCRREEAATTIINNGG  AA  LLIISSTT  OOFF  OORRGGAANNIIZZAATTIIOONNAALL  
PPRRIIOORRIITTIIEESS  TTOO  SSEERRVVEE  AASS  AANN  OOPPEERRAATTIINNGG  GGUUIIDDEE

““OOrrggaanniizzaatt iioonnaall   pprriioorriittiieess  

mmuusstt   bbee  rreeppeeaatteedd,,

rreeiitteerraatteedd,,   aanndd  rreeffeerrrreedd

ttoo  ccoonnssttaannttllyy..””
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CCRREEAATTIINNGG  AA  LLIISSTT  OOFF  OORRGGAANNIIZZAATTIIOONNAALL  
PPRRIIOORRIITTIIEESS  TTOO  SSEERRVVEE  AASS  AANN  OOPPEERRAATTIINNGG  GGUUIIDDEE

Do not underestimate the importance of effective communication
after you’ve gone through all the work of getting this far. The whole
exercise will be lost if the only people who understand it are the
people who wrote it! 

As an aside: These things need constant refreshing, so communicating
the organizational priorities effectively, once, does not fully do the job.
They must become something which is repeated, reiterated, and
referred to constantly. They must be ingrained well enough to serve as
an ongoing operating guide for all employees.
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CCRREEAATTIINNGG  AA  WWEELLLL  AARRTTIICCUULLAATTEEDD  VVAALLUUEE  SSYYSSTTEEMM

Follow the steps outlined in 
‘Creating a List of Organizational Priorities to Serve 

as an Operating Guide’ on page 542, 
except that, since this is a values list, not a priority list, 

skip step 3 since all values must be 
taken into consideration when making a decision.

WWHHIICCHH  WWAAYY  TTOO  GGOO??

VVAALLUUEESS  SSHHOOUULLDD  BBEE  AA  
SSIIGGNNPPOOSSTT  TTOO  PPOOIINNTT  TTHHEE  WWAAYY..
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CCRREEAATTIINNGG  AA  WWEELLLL  AARRTTIICCUULLAATTEEDD  VVAALLUUEE  SSYYSSTTEEMM

The second component of creating a framework for fully realizing
individual capacity, as outlined in Section VII, Providing a Clear and
Simple Framework is Essential to fully Realizing Individual Capacity
on page 534, is to create a well articulated value system.

To do this the steps outlined in Section VII, Creating a List of Organizational
Priorities to Serve as an Operating Guide on page 542 can be followed in
exactly the same way. 

If the operational guide provides clarity for specific actions, the value
system provides clarity for decisions. True, a decision is an action, but
the distinction is that the organizational priorities are intended to
provide assistance with the “hands-on” kinds of activity involved in the
day-to-day work. The values system is intended to provide clarity when
individuals have to first make decisions which then affect action.

The values provide signposts, or directional assistance to help
employees. They are perhaps not as “black and white” a framework as
the organizational priorities; but on the other hand, they can be even
more powerful because they reach deeper into the heart of the individual
to provide the “moral compass” which individuals need if they are to
function in a changing world, with many crossroads each day.

An example of a value system is one which was created for Eagle’s Flight
at the birth of the company, and remains ingrained to this day. New
employees are given a framed copy of the company values, and are talked
through the meaning of each phrase. It is a touchstone, a reference point for
decisions, and referred to for clarity when guidance is required on a
particular topic for which there is no obvious course of action. I’ve outlined
this value system on the following pages as an example to help you with the
crafting of your own. In order to make it more memorable we have used the
first five letters of the word “Eagle” to create the following acronym.
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CCRREEAATTIINNGG  AA  WWEELLLL  AARRTTIICCUULLAATTEEDD  VVAALLUUEE  SSYYSSTTEEMM

For example, at Eagle’s Flight

EE

AA

GG

LL

EE

xxcceeppttiioonnaall   SSeerrvviiccee

bbssoolluuttee  QQuuaall iittyy

eennuuiinnee  FFrriieennddlliinneessss

eeaaddeerrsshhiipp  EExxcceelllleennccee

tthhiiccaall  PPrrooffiitt
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CCRREEAATTIINNGG  AA  WWEELLLL  AARRTTIICCUULLAATTEEDD  VVAALLUUEE  SSYYSSTTEEMM

Exceptional Service: This refers to our desire to provide all
customers (both internal and external) with exceptional service. We
feel the concept of service is clear, but adding the word exceptional
creates the value. We’re not referring, therefore, to service to some
pre-determined standard, but rather to service which will be
deemed by the customer to be exceptional. If the world around us
continues to raise their service standards, then ours must naturally
follow if we are to remain exceptional. Employees are aware that
they are expected at all times to provide all customers with service
which that customer would consider to be exceptional.

Absolute Quality: We will not tolerate anything other than the highest
quality work, product and output. In fact, this value states that we
expect absolute quality. No exceptions. No excuses. No deviations.

It then follows that within any given environment (accounts
receivable, production, sales, marketing, etc.) there must be a
discussion between the manager and the employees as to what
defines absolute quality in terms of the other company values.

Since one of our values is to make a profit, then clearly absolute
quality cannot be “at any cost,” because then one of the other values
would be violated – that of making a profit.

Nonetheless, the value of absolute quality stands firm as individuals
understand that within the day-to-day context in which they must
operate the quality of their work must be such that it will be deemed
to be of absolute quality – the very best possible.
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CCRREEAATTIINNGG  AA  WWEELLLL  AARRTTIICCUULLAATTEEDD  VVAALLUUEE  SSYYSSTTEEMM

““WWhheenn  pprroovviiddiinngg  vvaalluueess  

wwiitthhiinn  aann  oorrggaanniizzaattiioonn,,  iitt  iiss

iimmppoorrttaanntt  ttoo  rreeaalliizzee

tthhaatt  aallll tthhee  vvaalluueess  ddeeff iinnee  

tthhee  ffrraammeewwoorrkk..  

TThhee  ffrraammeewwoorrkk  iiss  nnoott   ddeeff iinneedd

bbyy  oonnllyy  oonnee  vvaalluuee..””
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CCRREEAATTIINNGG  AA  WWEELLLL  AARRTTIICCUULLAATTEEDD  VVAALLUUEE  SSYYSSTTEEMM

Genuine Friendliness: In our organization we place a high value
on the human being and the worth of each individual. This leads
naturally to paying a lot of attention to ensuring that the individual
is well cared for, content, and, to as large a degree as possible,
prospering within the organization. We see creating this
environment as management’s responsibility, and includes the
requirement to hire employees who are “friendly.” However, the
value system requires genuine friendliness, which means that
individuals are to “be themselves” – hence the genuine – and focus
on being friendly.

Each person has an obligation to reach deep inside themselves to
overcome whatever current issues might be affecting their morale
or emotions, in order to be friendly with one another and with those
with whom we deal. Yet this friendliness is to be a genuine
friendliness, which again provides the value that says we are not
after an artificial friendliness that is superficial, but the real genuine
friendliness which comes from caring. This does not necessarily
mean that each person is happy all the time, or living a life devoid
of worry, but it does mean that in the dealing with one another and
with customers they should be friendly.

Leadership Excellence: This value is interesting in that applies to
the leaders, as we have committed to provide the organization with
excellence of leadership. Again this is a value in that the world
around us changes and as leadership qualities improve so ours must
continually improve if they are to be considered excellent.
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CCRREEAATTIINNGG  AA  WWEELLLL  AARRTTIICCUULLAATTEEDD  VVAALLUUEE  SSYYSSTTEEMM

““TThhee  ooppeerraattiioonnaall  gguuiiddee

pprroovviiddeess  ccllaarriittyy  

ffoorr  ssppeecciiffiicc  aaccttiioonnss,,   

aanndd  tthhee  vvaalluuee  ssyysstteemm  

pprroovviiddeess  ccllaarr iittyy  ffoorr

ddeecciissiioonnss..””
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CCRREEAATTIINNGG  AA  WWEELLLL  AARRTTIICCUULLAATTEEDD  VVAALLUUEE  SSYYSSTTEEMM

From the point of view of the employees who are not leaders, this
value is still important to them in that it defines an expectation: they
have a right to expect excellence of leadership. This particular value
causes a great deal of behavior which other organizations might not
experience, as we believe that it is our responsibility to act in such a
way that the organization sees excellence of leadership
demonstrated (“walking the talk”). Similarly customers who visit
us should feel that the organization is unique in the way in which
we manage our people, and the corresponding productivity we
enjoy; this uniqueness is defined as excellence of leadership.

Ethical Profit: We are clearly in business to make money, and
although we have a high degree of care for our employees, and a
huge commitment to treating them in a way that depicts our values,
we are still in the business of being profitable. Consequently there
is a necessary focus on profit, and the corresponding initiatives
relative to cost, waste, improvement, etc. The corporate value here
is that the profit will be ethical. It is not our intent to make money in
an unethical fashion. This provides very clear direction and very
clear guidance for each individual within the organization as they
evaluate both their profit generating activities, and their cost
reduction initiatives.

When providing values within an organization, such as the five outlined
above, it is important to realize that all the values define the framework.
The framework is not defined by only one value. 
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CCRREEAATTIINNGG  AA  WWEELLLL  AARRTTIICCUULLAATTEEDD  VVAALLUUEE  SSYYSSTTEEMM

““VVaalluueess  aarree  iinn  aa  

‘‘wweebb  ooff  tteennssiioonn’’   aanndd  eeaacchh

ppllaayyss  aa  ppaarrtt   iinn  iinnff lluueenncciinngg

tthhee  ootthheerr..

NNoonnee  ccaann  bbee  ttrreeaatteedd  

aass  iiff  tthheeyy  wweerree  iinnddeeppeennddeenntt

ooff  tthhee  ootthheerrss..””
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CCRREEAATTIINNGG  AA  WWEELLLL  AARRTTIICCUULLAATTEEDD  VVAALLUUEE  SSYYSSTTEEMM

In other words, the organization is not committed to one value or one
value above another (which could, in the example shown, be
“exceptional service” or any one of the other five). Rather, the
organization is committed to all five and they provide the framework.
They all must act in concert and with one another. The sum total of the
five values outlined make up Eagle’s Flight. They are each in a “web of
tension.” Each is linked to the other, and each plays a part in influencing
the other. None can be treated on a stand-alone basis.
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UUSSIINNGG  TTHHEE  FFRRAAMMEEWWOORRKK  DDEEFFIINNEEDD  BBYY  
OORRGGAANNIIZZAATTIIOONNAALL  PPRRIIOORRIITTIIEESS  AANNDD  VVAALLUUEESS  SSYYSSTTEEMM

Employee

Day-to-day activities

Decision Points

Mentally review the priority list 
(from page 542)

eegg..  SSaaffeettyy  FFiirrsstt,,

TThheenn  QQuuaalliittyy,,

TThheenn  NNoo  WWaassttee,,

TThheenn  SSppeeeedd,,

TThheenn  IImmpprroovveemmeennttss..

Consider the values 
(from page 554)

eegg..  EExxcceepptt iioonnaall  SSeerrvviiccee,,

AAbbssoolluuttee  QQuuaall iittyy,,

GGeennuuiinnee  FFrriieennddll iinneessss,,

LLeeaaddeerrsshhiipp  EExxcceelllleennccee,,

EEtthhiiccaall  PPrrooffiitt..

UUssee  yyoouurr  jjuuddggeemmeenntt  ttoo  ddeecciiddee  wwhhaatt’’ss  bbeesstt  aanndd  tthheenn  

ttaakkee  aapppprroopprriiaattee  aaccttiioonn..

DDoonn’’tt  kknnooww??  AAsskk  yyoouurr  ssuuppeerrvviissoorr..

This allows for maximum involvement, but within 
a pre-defined framework – which thereby allows 

each individual to personally contribute to their fullest.

IIff   aa::  BBllaacckk  aanndd  WWhhiittee  IIssssuuee IIff   aa::  GGrreeyy  IIssssuuee

““WWHHAATT  DDOO  II   DDOO??””
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Once each employee is clear on the framework which has been
provided, with the corresponding detail about both the organizational
priorities and company values, then they are equipped to operate as
independently as possible on a day-to-day basis. 

Over the course of their activities each employee will be faced with a
number of decisions as the day progresses. Many of these decisions will
relate to issues which are part of their day-to-day responsibilities; but
many will be new and require judgement as the specific course of action
is unclear. At that point they’ll ask themselves, “What do I do?”

Think for example of the situation where you bring a disabled friend
out for a day’s drive, and decide to incorporate a boat tour you see
advertised. This tour will allow you to view the beautiful mountains
from the water.

As you arrive at the dock with your friend in the wheelchair, you
encounter the individual taking tickets at the gangplank. Now that
individual is clear on their day-to-day responsibilities: ensure everybody
who boards the boat has a ticket, and answer any questions they might
ask, such as how long does the tour take, etc. However, when you arrive
with your friend in the wheelchair you ask if you can be allowed to stay
on deck at the bow of the ship, in an area which you can clearly see is
roped off and not intended to be used by passengers. 

The ticket attendant now has to make one of those many decisions
outside of their job description. In a normal circumstance they would
know the answer – “No”. However this is a distinct situation, where
someone in a wheelchair might not have as good a view in the areas
normally reserved for passengers, and therefore a decision must be made.

the book_updated_1109.qxd:the book.qxd  11/11/09  10:56 AM  Page 565



566
CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES
Creating a Powerful Decision Making Framework for the Organization
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““IItt  iiss  vveerryy  iimmppoorrttaanntt  ttoo  

uunnddeerrssttaanndd  tthhaatt  tthhee  ffaallllbbaacckk  iiss

aallwwaayyss  tthhee  iinnddiivv iidduuaall ’’ss  ssuuppeerrvv iissoorr..

NNoo  eemmppllooyyeeee  sshhoouulldd  bbee  eexxppeecctteedd

ttoo  uussee  aa  ffrraammeewwoorrkk  wwhheenn  tthheeyy  aarree

uunncceerrttaaiinn  hhooww  bbeesstt  ttoo  ddoo  ssoo..   

IItt  sshhoouulldd  aallwwaayyss  bbee  ppoossssiibbllee  ttoo

rreeffeerr  ttoo  tthhee  ssuuppeerrvviissoorr   ffoorr   iinnssiigghhtt ,,

ddiirreecctt iioonn,,   oorr  iinnssttrruuccttiioonn..””
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It’s at this point that an organizational framework comes into play for
the ticket taker. If the framework has been spelled out such that the
greatest priority is customer service, then the ticket attendant might,
under these circumstances, agree. If on the other hand the greatest
priority is safety, and in the opinion of the ticket attendant there is a risk
that the wheelchair will be unstable on the bow of the boat, then based
on that criteria the attendant would say “No,” and give the reason “That
safety is our first concern and there could be a risk.”

However, if customer service follows as a second priority after safety,
and there is some way in which the wheels could be blocked to ensure a
safe situation, then the attendant could move to the second priority
(customer service) and be willing to try and make it happen, while
bearing the first (safety) in mind. 

The benefit of this kind of framework is that a customer is able to have
an issue dealt with “on the spot,” by someone normally considered to be
a junior, unempowered employee with no authority. By providing this
ticket attendant with a clear organizational framework, then the
decisions that can be made at the front line are made, customer
satisfaction significantly improves, the ticket collector’s immediate
supervisor is not interrupted, and the overall operation is seen to be
efficient. Multiply this kind of behavior many times over for all
employees within any organization and the power of the organizational
framework is seen.

Coming back to the employee faced with the decision, “What do I do?”
they must first decide whether or not it is a black and white issue, or a
gray issue. If it’s black and white, they can refer to the organizational
priorities of the company. If it’s a gray issue, they can refer to the values.
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UUSSIINNGG  TTHHEE  FFRRAAMMEEWWOORRKK  DDEEFFIINNEEDD  BBYY
OORRGGAANNIIZZAATTIIOONNAALL  PPRRIIOORRIITTIIEESS  AANNDD  VVAALLUUEESS  SSYYSSTTEEMM

““OOnnccee  eeaacchh  eemmppllooyyeeee  iiss

cclleeaarr  oonn  tthhee  ffrraammeewwoorrkk,,

tthheeyy  aarree  eeqquuiippppeedd  ttoo

ooppeerraattee  aass  iinnddeeppeennddeennttllyy

aass  ppoossssiibbllee..””
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Once they’ve identified in which area their particular issue falls, then
they use their best judgement to apply the principles they have been
taught, and take the appropriate action. In this way clear organizational
priorities can direct the employee on black and white issues, and the
values can direct the employee when a gray issue surfaces that is not
particularly clear.

It’s very important to understand that the fallback is always the
individual’s supervisor. No employee should be expected to use a
framework when they are uncomfortable, or uncertain how best to do
so. It should always be possible to refer to the supervisor for insight,
direction, or instruction. New employees may be less comfortable in
applying a framework than more seasoned employees, and so fall back
on the supervisor more frequently. Over time as these employees see
the framework in action, and have coaching from the supervisor, they
are better and better able to apply it for themselves.

The result of a clear framework of this nature is that each employee is
able to contribute to the organization to the greatest possible extent.
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PPRREEDDIICCTTAABBIILLIITTYY  IISS  AA  MMAARRKK  OOFF  EEXXCCEELLLLEENNCCEE

HHooww  wwii ll ll   sshhee  

rreessppoonndd??

WWhhaatt  wwii ll ll   

ssaalleess  bbee??

IIss  hhee  tthhee  

rriigghhtt  cchhooiiccee??

IIss  tthhiiss  tthhee  

rriigghhtt  aapppprrooaacchh?? BByy  ddooiinngg  tthh iiss  wwii ll ll   wwee

aacchhiieevvee  oouurr  ggooaall??

WWii ll ll   wwee

wwiinn??

TThhee  aabbii ll iittyy  ttoo  ssuucccceessssffuullllyy  pprreeddiicctt  oouuttccoommeess  

iiss  aann  iinnddiiccaattiioonn  ooff  ttrruuee  ccoommppeetteennccee  aanndd  mmaasstteerryy..   

SSttrriivvee  ttoo  bbee  aabbllee  ttoo  pprreeddiicctt  oouuttccoommeess  

ffoorr  aallll   aaccttiioonnss  ttaakkeenn  aanndd  ddeecciissiioonnss  mmaaddee..””
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PPRREEDDIICCTTAABBIILLIITTYY  IISS  AA  MMAARRKK  OOFF  EEXXCCEELLLLEENNCCEE

The ability to predict the outcome of organizational efforts is a mark of
excellence. Clearly we’re not talking about predicting the future with
reference to cosmic events or some kind of mysticism. Rather, within
the context that we control or influence as leaders, our ability to predict the
results of our present initiatives is key to developing world-class results.

If we are able to accurately predict the outcome of our initiatives we are
then able to determine whether or not those outcomes are acceptable, and if
not take action to change them. Therein lies the importance of prediction.

Consequently, in discussing predictability it is within the context of
attempting to ensure that the results to come are the ones sought after. It
is not an attempt to sit down and look, crystal ball style, into the future
in order to attempt to foresee what might happen. In the next section four
steps are given to enhance predictability as it relates to our current activities.

There are many times when an organization clearly needs to
extrapolate, or predict, from the present into the future, and leaders
must master this ability. For example, in the recruiting process when a
potential candidate is about to be hired, the better you are able to predict
the performance of the various candidates the better will be the
recruiting decision.

As another example, in the event you have to discuss an individual’s
poor performance with them, it’s valuable to be able to predict the
outcome of their response, given your intended approach. If you are
able to determine which one of three possible responses you will receive
based on three possible approaches, you’re then able to select the best
approach. In the area of sales, management needs to be able to predict
whether or not sales revenue will be there as promised. In goal setting, it is a
tremendous advantage when we can predict that the goal we have set will
in fact take us to our desired destination, with the intended outcomes. 
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PPRREEDDIICCTTAABBIILLIITTYY  IISS  AA  MMAARRKK  OOFF  EEXXCCEELLLLEENNCCEE

““IIff  wwee  aarree  aabbllee  ttoo  aaccccuurraatteellyy

pprreeddiicctt  tthhee  oouuttccoommee  ooff  oouurr

iinniittiiaattiivveess  wwee  aarree  tthheenn  aabbllee  ttoo

ddeetteerrmmiinnee  wwhheetthheerr  oorr  nnoott

tthhoossee  oouuttccoommeess  aarree

aacccceeppttaabbllee,,   aanndd  iiff  nnoott  ttaakkee

aaccttiioonn  ttoo  cchhaannggee  tthheemm..””
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PPRREEDDIICCTTAABBIILLIITTYY  IISS  AA  MMAARRKK  OOFF  EEXXCCEELLLLEENNCCEE

Each of these examples illustrates the importance of the concept of
predictability as a key to an organization’s success, and a mark of
excellence. As leaders we need to continually strive to enhance our
ability to predict the outcome of our actions and decisions. 

As we improve in this area we are better able to ensure that those
outcomes are the ones we indeed want.
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HHOOWW  TTOO  IINNCCRREEAASSEE  PPRREEDDIICCTTAABBIILLIITTYY

11.. GGOOAALL:: AAlllloowwss  yyoouu  ttoo  sseett  aa  ssppeecciiffiicc  ccoouurrssee,,  wwiitthh  aa

ddeeffiinneedd  eennddppooiinntt  ––  wwhhiicchh  iinnccrreeaasseess  tthhee

ppoossssiibbii ll iittyy  ooff  aarrrriivviinngg  tthheerree..

22.. TTRRAACCKK  TThhee  ppaasstt  ccaann  bbee  aann  iinnddiiccaattoorr  ooff  tthhee  ffuuttuurree  aass  

RREECCOORRDD:: tthhiinnggss  tteenndd  nnoott  ttoo  cchhaannggee  ddiirreeccttiioonn  wwhheenn  lleefftt

ttoo  rruunn  aass  tthheeyy  hhaavvee  iinn  tthhee  ppaasstt..

33.. PPAASSTT IItt’’ss  iimmppoorrttaanntt  ttoo  kknnooww  wwhhaatt  tthhiinnggss  pprroodduucceedd  tthhee  

IINNFFLLUUEENNCCEESS:: ppaasstt  ttrraacckk  rreeccoorrdd  ––  bbootthh  ddeessiirraabbllee  ((ttoo  mmaaiinnttaaiinn

tthheemm))  aanndd  uunnddeessiirraabbllee  ((ttoo  eell iimmiinnaattee  tthheemm))..

44.. AANNTTIICCIIPPAATTEEDD KKnnoowwiinngg  wwhhaatt  wwii ll ll   ll iikkeellyy   iinnfflluueennccee  oouuttccoommeess  

IINNFFLLUUEENNCCEERRSS:: ccaann  aallllooww  ffoorr  pprreeeemmppttiivvee  aaccttiioonn——eeiitthheerr  ttoo

ccaappiittaalliizzee  oonn  ffaavvoorraabbllee  ffoorrcceess,,   oorr  aavvooiidd

uunnffaavvoorraabbllee  oonneess..  

44..
IIddeennttiiffyy  
yyoouurr  

aanntt iicciippaatteedd
iinnfflluueenncceess

33..
KKnnooww  yyoouurr  

ppaasstt  iinnff lluueenncceess

22..
KKnnooww  yyoouurr  
ttrraacckk  rreeccoorrdd

11 ..
KKnnooww  yyoouurr  

ggooaall

NNOOWW
GGOOAALL
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HHOOWW  TTOO  IINNCCRREEAASSEE  PPRREEDDIICCTTAABBIILLIITTYY

Given the importance of mastering predictability there are four specific
steps which can be taken to increase the level of predictability in the
organization, and therefore the corresponding benefits.

1. Goal: The more precisely the goal is stated, the better the chance of
arriving there. If our family all sits around the kitchen table and
agrees that this year we will have a “great vacation” then we have a
goal. However it is difficult to predict that once the vacation is over,
it will really have been “great.” The goal is too fuzzy.

On the other hand, if the family sits down and decides that this year we
will spend five days whitewater kayaking down the Wild Indian River,
camping along the way, and documenting the trip on video, then we
have a more precise goal. If on further discussion it turns out that each
member of the family is excited about that, can visualize it, and each
states definitely that that would be a spectacular vacation, then once
we’ve completed it, we have a much higher likelihood of it being
considered a “great”, if not “spectacular”, vacation. The predictability
has just gone way up, simply because we have defined the goal in such
a clear fashion that everyone has been able to understand it, visualize it,
and then assess whether, on attainment, it satisfies the criteria of “great.”
Since they all agree, it’s much easier to predict a successful outcome.

2. Track Record: When attempting to predict outcomes with some degree
of certainty, looking at the past can often be a very reliable guidepost.

By looking at the past and seeing what the outcomes have been, one
can then determine if any activity or behavior has changed in such a
way that the future outcome will be different. 
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HHOOWW  TTOO  IINNCCRREEAASSEE  PPRREEDDIICCTTAABBIILLIITTYY

““AAnn  aannaallyyssiiss  ooff  wwhhaatt

iinnfflluueenncceedd  tthhee  

ccuurrrreenntt  rreessuullttss  ccaann  ggoo  

aa  lloonngg  wwaayy  ttoowwaarrddss

pprreeddiiccttiinngg  ffuuttuurree  rreessuullttss..””
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If the answer is “No,” then, all things being equal, there is a high
likelihood that neither will the outcome change from what it has
been. For example, if a car has trouble starting every morning,
perhaps because its owner failed to take it in for a tune-up, then it is
relatively easy to predict that it will continue to have trouble starting
in the future, if the owner does not change their behavior. Similarly
from observing a change in behavior (for example, taking the car in
for a tune-up) then it is relatively straightforward to predict a change
in outcome (the car will now start more easily). 

While the above example may appear trivial, it applies in the much
more complicated situations of organizational behavior. For
example, if a line manager verbally commits to supporting an
empowered organization and even goes so far as to set up process
improvement teams, but consistently refuses to listen to the ideas of
that improvement team, or provide them with adequate opportunities
to meet, or adequate training, then there is a strong likelihood 
that the team will continue to underperform, continue to be
effectively disempowered, and fail to initiate any significant 
process improvements.

Knowing this, the leader is then able to intervene and either remove
the manager, place the manager under the guidance of a mentor or
coach, or provide additional training to allow that manager to change
their behavior, and so change the outcome. In this example the
situation is much more complicated, but the principle of track record
predicting outcome is as relevant. 
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HHOOWW  TTOO  IINNCCRREEAASSEE  PPRREEDDIICCTTAABBIILLIITTYY

““BByy  aannttiicciippaattiinngg  iinnfflluueenncceess

wwee  aarree  mmoorree  eeffffeeccttiivveellyy  

aabbllee  ttoo  pprreeddiicctt  oouuttccoommeess,,

aanndd  ssoo  pprreeppaarree,,   

aanndd  aass  aa  rreessuulltt  mmaaxxiimmiizzee  

tthhee  ppoossssiibbii ll iittyy  ffoorr  ssuucccceessss..””
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3. Past Influences: When examining the current results an analysis of
what influenced the current results can go a long way towards
predicting future results.

For example, if the marketing department has consistently brought in
sales leads which have been converted to sales, then as long as the
marketing department continues to bring in a comparable number of
leads, of comparable quality, then it is more than likely that the sales
force will continue to generate a comparable level of sales.

When factors influencing outcomes remain the same it is usually safe
to assume that the outcomes will continue as they have in the past. If
these outcomes are unacceptable then changing the influences will
change the outcomes. On the other hand if the influences change
(e.g. in the illustration above marketing ceases to generate adequate
leads) then the outcomes will change.

To master prediction requires an analysis of the influences to
determine which ones are supporting desired outcomes, and which
ones are hindering it. By reinforcing the desirable, and eliminating the
undesirable, one can predict the outcome with considerable certainty.

4. Anticipated Influences: Frequently it is possible to do an analysis of
the current situation in which the organization is operating and
identify anticipated influences. For example, the entrance of a new
competitor into the marketplace, or the introduction of new
technology making your current technology cost prohibitive, may
both have a major, and predictable, impact on the overall
performance of the organization.
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HHOOWW  TTOO  IINNCCRREEAASSEE  PPRREEDDIICCTTAABBIILLIITTYY**

““BByy  llooookkiinngg  aatt  tthhee  ppaasstt  aanndd

sseeeeiinngg  wwhhaatt   tthhee  oouuttccoommeess

hhaavvee  bbeeeenn,,  oonnee  ccaann  

tthheenn  ddeetteerrmmiinnee  iiff  aannyy  aaccttiivv iittyy

oorr  bbeehhaavviioorr  hhaass  cchhaannggeedd  

iinn  ssuucchh  aa  wwaayy  tthhaatt  tthhee  ffuuttuurree

oouuttccoommee  wwii ll ll   bbee  ddiiffffeerreenntt..””
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As these anticipated influences are identified, the consequence of the
outcome can be determined. If they are significant, then preventative
action can be taken in order to make provision that your desired
outcome remain unchanged, once that anticipated influence comes
into play, (if it does at all). 

Often we are too busy dealing with the present, or correcting
mistakes of the past (!), to think about the future and what might
possibly surface to influence our outcomes. When we then encounter
those influences and are not adequately prepared, we find ourselves
moving off-track from our anticipated achievements; something
unforeseen and unanticipated has influenced our activities for which
we had not prepared counter measures. 

By anticipating influences we are more effectively able to predict
outcomes, and so prepare for them, and as a result maximize the
possibility for success.

By examining all four of the above factors we can increase our ability
to predict outcomes and so deliver world-class results.
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SSUUSSTTAAIINNAABBIILLIITTYY  IISS  AA  MMAARRKK  OOFF  EEXXCCEELLLLEENNCCEE

A commitment to repeated effort or achievement  
(e.g.monthly sales numbers, daily personal exercise 

program, etc.) requires sustainability if it is to succeed.

IIddeeaallllyy::

SSuussttaaiinneedd  SSuucccceessss,,   EEvveerryy  TTiimmee

EErrrraattiicc,,  iinnccoonnssiisstteenntt  rreessuull ttss  ccoommee  ffrroomm  aann  iinnaabbii ll iittyy,,  

oorr  uunnwwii ll ll iinnggnneessss,,   ttoo  mmaakkee  tthhee  eeffffoorrtt  

rreeqquuiirreedd  ttoo  ssuussttaaiinn  tthhee  iinniittiiaall  iimmppeettuuss,,   aanndd  ssuucccceessss..  

YYeett  uullttiimmaattee  ssuucccceessss  rreeqquuiirreess  ccoonnssiisstteenntt  rreegguullaarr  ssuucccceessss  ––  aanndd  ssoo  

tthheerree  mmuusstt  bbee  aa  ffooccuuss  oonn  ssuussttaaiinniinngg  ssuucccceessssffuull  aacchhiieevveemmeenntt..

OOfftteenn::

EEaarrllyy  SSuucccceessss,,  FFoolllloowweedd  BByy  FFrreeqquueenntt  OOffff--TTaarrggeett  RReessuullttss
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SSUUSSTTAAIINNAABBIILLIITTYY  IISS  AA  MMAARRKK  OOFF  EEXXCCEELLLLEENNCCEE

Sustainability as it relates to desired outcomes is a mark of excellence.
This occurs when the organization or individual can continue to produce
the desired outcome repeatedly, regardless of circumstance.

Very often success is not the result of a single brilliant action, but rather
the cumulation of several actions each performed as intended,
repeatedly over time. An Olympic athlete may demonstrate a sustained
and repeated commitment to training which ultimately peaks at the
Olympic competition; but without that sustained repeated exercise and
training there would be little hope of success. However, with practice,
repetition, and improvement day after day, often for years, the chances
of success continue to rise. The commitment to train has been sustained.

A salesperson who has one brilliant month cannot simply stop. Rather,
they must sustain that performance from month to month to month if
they are to be truly excellent at their profession. They must sustain their
ability to achieve their sales commitments on an ongoing basis if they
are to add the value for which they’re being paid.

At the more senior levels, sustainability is often measured in years,
where one good year does not ensure success. Rather, that performance
must be repeated year after year on a sustained basis in order to generate
ongoing and continued success and value in the marketplace.

As human beings we are often inclined to do something a few times and
then grow tired of it. We wish to change and move on to something else.
But within an organization the situation is often quite the contrary: a
sustained repeated behavior done consistently several times over is
what’s required, whether it is greeting somebody at the door, administering
appropriate medication, perusing the accounts receivable, or making
the sales numbers.
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““VVeerryy  oofftteenn  

ssuucccceessss  iiss  nnoott  tthhee  rreessuulltt  ooff  

aa  ssiinnggllee  bbrr ii ll ll iiaanntt  aaccttiioonn,,   

bbuutt  rraatthheerr  tthhee  

ccuummuullaatt iioonn  ooff  sseevveerraall  aaccttiioonnss

eeaacchh  ppeerrffoorrmmeedd  aass  iinntteennddeedd,,

rreeppeeaatteeddllyy  oovveerr  ttiimmee..””
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SSUUSSTTAAIINNAABBIILLIITTYY  IISS  AA  MMAARRKK  OOFF  EEXXCCEELLLLEENNCCEE

The mark of a professional is someone who can do the job the fiftieth,
or hundredth time with the same degree of enthusiasm and excellence
as they did it when they first began. This is often a particular challenge
for those who are in a profession where each event has a beginning and
an ending, such as providing training to a class of participants. 

In this case the participants come into the class rather uncertain about
what they will be learning, and if the training is good, they’ll leave with
excitement and enthusiasm to use their new learning. The trainer’s job
is done. However the next day the trainer must start again with a new
group of uncertain participants and exactly the same material, and bring
them to the same degree of enthusiasm for application. 

The trainer must do that day after day after day with the same material.
If they are successful at that, if they have sustained the quality of their
delivery, then they have demonstrated a mark of excellence.

People often stray from delivering the results as expected. They are
close to the target but not “dead on.” They are there, they are working,
they are applying themselves, but they have grown weary, and are
unable to sustain the level of excellence with which they began. They
miss the mark slightly, hitting it perfectly only occasionally. 

These erratic and inconsistent results come from an inability or
unwillingness to make the effort required to sustain the original
excellence and success.
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SSUUSSTTAAIINNAABBIILLIITTYY  IISS  AA  MMAARRKK  OOFF  EEXXCCEELLLLEENNCCEE

““TThhee  mmaarrkk  ooff  aa  pprrooffeessssiioonnaall  

iiss  ssoommeeoonnee  wwhhoo  ccaann  ddoo  

tthhee  jjoobb  tthhee  hhuunnddrreeddtthh  ttiimmee  

wwiitthh  tthhee  ssaammee  ddeeggrreeee  ooff

eenntthhuussiiaassmm  aanndd  eexxcceelllleennccee  

aass  tthheeyy  ddiidd  iitt  wwhheenn  tthheeyy  

ffiirrsstt  bbeeggaann..””
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SSUUSSTTAAIINNAABBIILLIITTYY  IISS  AA  MMAARRKK  OOFF  EEXXCCEELLLLEENNCCEE

The leader must identify this and take action to correct it. Very often
early feedback is a great tool to allow people to reassess the fact that
they have in fact missed the target, or been off-centre; and to allow them
to re-focus, to allow the original level of excellence to resurface.

Without sustained commitment to excellence the individual or
organization will meander, with an unpredictable outcome as a result. It
is the leader’s responsibility to insist upon a sustained level of
performance, and provide the necessary support, motivation and clarity
of direction required to deliver it.
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HHOOWW  TTOO  IINNCCRREEAASSEE  SSUUSSTTAAIINNAABBIILLIITTYY

IIddeeaall llyy:: Ramp-up time, followed by sustained success

OOfftteenn::
Loss of focus

Unforeseen problems

Too busy
Loss of motivation

Inadequate experience or skill

11.. LLOOSSSS  OOFF  FFOOCCUUSS::
Address by: Frequent follow up, recognizing success, and reinforcing
the importance (the “why”) of continued success

22.. TTOOOO  BBUUSSYY::  
Address by: Regular, proactive, review of priorities; regular review of
resources assigned versus outcomes expected, are they properly aligned?

33.. UUNNFFOORREESSEEEENN  PPRROOBBLLEEMMSS::   
Address by:Up front time spent identifying possible hurdles and
devising solutions in advance; adequate contingency plans

44..  IINNAADDEEQQUUAATTEE  EEXXPPEERRIIEENNCCEE::  
Address by: Foreseen skill or experience required and or skill address
in advance, or with just-in-time training

55..   LLOOSSSS  OOFF  MMOOTTIIVVAATTIIOONN::  
Address by: Reinforce rationale for the activity; identify source(s) of
loss of innovation (root causes) and address

AADDDDRREESSSSIINNGG  TTHHEESSEE::   TTHHEE  RROOLLEE  OOFF  TTHHEE  LLEEAADDEERR  !!
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HHOOWW  TTOO  IINNCCRREEAASSEE  SSUUSSTTAAIINNAABBIILLIITTYY

Sustainability is of key importance where, after a short ramp-up time
when individuals learn the function required or what is expected, they
deliver sustained success over the long term. The ramp-up time is
important as people do require time to understand what’s expected
before being able to focus on delivering it; but after this short period, a
level of performance excellence should be sustained.

Often, however, one of five events occur which result in erratic
performance and inability to sustain success. It is the leader’s role to
address each of these five cases when they occur.

1. Loss of Focus: Here the individual pressing toward the objective has
lost sight, hopefully temporarily, of what it is that needs to be
achieved. The focus has become blurred. This could happen for a
number of reasons, such as failing to keep a line of sight on the big
picture; or in discussion with one another there have been so many points
of view expressed over time that the end product has become blurred. 

To address this, the leader must provide frequent follow-up,
acknowledging and providing recognition for those who have
succeeded, or are succeeding, in delivering results in support of the
goal. It is the leader’s responsibility to maintain focus so that each
individual has a clear line of sight between what they are doing and
what it is that needs to be achieved. By providing this, and reinforcing
the importance of continued success, there is a greater chance that
the focus will remain crisp, clear, and sharp. With that, individuals
are more able to sustain their initiative towards the objective. 
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HHOOWW  TTOO  IINNCCRREEAASSEE  SSUUSSTTAAIINNAABBIILLIITTYY

““PPrroovviiddiinngg  ssoolluuttiioonnss  iinn  aaddvvaannccee

aanndd  ccrreeaattiinngg  

aaddeeqquuaattee  ccoonnttiinnggeennccyy  ppllaannss  

ccaann  ggoo  aa  lloonngg  wwaayy  ttoowwaarrddss

ddeeaall iinngg  wwiitthh  tthhee  uunnffoorreesseeeenn,,   

aanndd  mmaaiinnttaaiinniinngg  tthhee  

ssuussttaaiinneedd  lleevveell  ooff  eexxcceelllleennccee  

tthhaatt  iiss  rreeqquuiirreedd..””
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2. Too Busy: Sustained success requires sustained concentration. When
the number of priorities mounts an individual is distracted from the
most important task at hand, the total effort is dissipated among
many tasks, and performance of the key priorities suffers. The
individual may be able to sustain the total energy expended, or the
commitment to hard work, but they are unable to sustain the ongoing
level of excellence for each task that they were originally able to
deliver when they had fewer priorities. 

It’s the leader’s responsibility to regularly review priorities in light
of the resources required, including time. There must be balance
between what is expected in the way of results and what is available
in the way of energy. When the balance is in place the individual can
consistently deliver what’s required.

3. The Unforeseen: One of the greatest hindrances to sustained excellence
is the unforeseen. With all the will in the world it is virtually
impossible to avoid being sidetracked when unforeseen problems or
hurdles surface. In order to avoid this more time and effort needs to
be spent identifying possible hurdles, unforeseen issues, or problems.
As these are identified then solutions can be designed and put in place,
ready at hand, in the event that these potential hurdles do materialize.

Providing solutions in advance and creating adequate contingency
plans can go a long way toward dealing with the unforeseen, and
maintaining the sustained level of excellence that is required.
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““SSuussttaaiinnaabbii ll iittyy  ccaann  bbee  

tthhee  ddiiffffeerreennccee  bbeettwweeeenn  tthhee

lliiffee  oorr  ddeeaatthh  ooff  tthhee

oorrggaanniizzaattiioonn,,   aanndd  ssoo  mmuusstt   bbee

mmaannaaggeedd  wwiitthh  

ccaarree  aanndd  ccoommmmiittmmeenntt..””
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4. Inadequate Experience or Skill: Inevitably an individual will start
with adequate skill or experience, otherwise they would not be in the
role. However, over time the job may expand, the responsibilities
may increase, or circumstances may require a higher level of
knowledge and skill than what the individual now possesses.

This also needs to be foreseen and provided for. It can be addressed
by providing the training either in advance, or in a “just in time”
manner. In either case, the early recognition that lack of skill or
experience may surface as a significant detriment to sustained
excellence must be identified and dealt with.

Like some of the other issues which can block sustained performance,
the issues that surface as a result of skill deficiencies are real, valid,
and will in fact inhibit sustainability. But they are not insurmountable,
and with foresight and planning they can be dealt with, allowing
sustained success to be the hallmark of the organization.

5. Loss of Motivation: Because people are human they will lose their
drive or motivation periodically, and as that falls off so their sustained
commitment to excellence, or achieving the objective, will drop off as
well. This is an understandable human failing, but it can be corrected.

If this is recognized as a natural aspect of human behavior then the
leader can provide continuous ongoing motivation, providing clarity
about the rationale for the activity, and the necessary reinforcement
of the importance of the role or the task.

As a leader recognizes the importance of keeping the team or
individual fully informed, abreast of current situations, and aware of
the impact they are making, then motivation remains high and does
not need to falter.
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HHOOWW  TTOO  IINNCCRREEAASSEE  SSUUSSTTAAIINNAABBIILLIITTYY

““SSuussttaaiinneedd  ssuucccceessss

rreeqquuiirreess  

ssuussttaaiinneedd  ccoonncceennttrraattiioonn..””  
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Other techniques are also available to maintain an atmosphere of 
fun and recognition with respect to achievement. The efforts the 
leader makes to maintain morale and motivation are also key to
maintaining sustainability.

Like predictability, sustainability is a crucial quality in achieving a
world-class organization. It is the leader’s responsibility to do everything
possible to sustain performance and success. This is particularly crucial
when one realizes that in the current marketplace the success of
yesterday is inadequate for today and so the sustained commitment to
continuous improvement and world-class excellence is crucial. At this
level the sustainability can be the difference between the life or death of
the organization, and so must be managed with care and commitment.
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AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  FFOOCCUUSS  OONN  WWAASSTTEE

Eliminate Waste

WWAASSTTEE  CCOOMMEESS  
IINN  MMAANNYY  FFOORRMMSS

TTiimmee

TTaalleenntt

PPrroodduucctt

MMoonneeyy

EEffffoorrtt

RReessuullttss

Examples of

PPRROOAACCTTIIVVEE  SSTTEEPPSS  WWHHIICCHH
CCAANN  BBEE  TTAAKKEENN

••  TTrraaiinniinngg,,   EEdduuccaattiioonn,,  DDeevveellooppmmeenntt

••   PPrriioorriittiieess  CClleeaarrllyy  SSppeell lleedd  OOuutt

••   SSttrroonngg  LLeeaaddeerrsshhiipp

••   EExxpplliicciitt  GGooaallss

••   DDeeffiinneedd  VVaalluueess

••   AA  CCoommmmiittmmeenntt  ttoo  QQuuaalliittyy

••   CCoonnttiinnuuoouuss  PPrroocceessss  IImmpprroovveemmeenntt

••   WWiiddeesspprreeaadd  MMeeaassuurreemmeenntt

••   IIddeennttiiffyy  iitt
••   IIddeennttiiffyy  iittss  ccaauussee
••   SSoouurrccee  aa  ssoolluuttiioonn
••   IImmpplleemmeenntt   aanndd  
mmeeaassuurree  rreessuullttss

BBuutt   tthhee  ffooccaall  ppooiinntt  iinn  eeaacchh  ccaassee  iiss  wwaassttee
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AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  FFOOCCUUSS  OONN  WWAASSTTEE

Organizations must aggressively seek to eliminate waste. 

In the early days of a change initiative that I was charged with managing
I met with the training team to outline what we were trying to
accomplish, in order to get their input on how best to accomplish it. As I
spoke about the need for culture change, harnessing every individual’s
talent and potential to the fullest, reducing unnecessary costs,
enhancing the value of each step in the process etc., one of the more
senior trainers spoke up after listening intently. His comment was, “As I
see it, what we’re about to do is eliminate waste.” 

This seemed a somewhat simplistic response to me so I questioned him
for more clarification as to how he arrived at that conclusion. His
response was, to me, profound and something I’ve noted and borne in
mind many times since. He said, “Waste comes in many forms. We can
waste time, or we can waste money, or we can waste effort, or we can
waste the commitment to our colleagues; we can waste the talent which
each person brings, we can waste product when we let material fall on
the ground. Waste produces errors, we can waste money on activities
that are not productive; and we can waste results which may be good in
themselves but have no value in the marketplace. By driving a culture
within the company that capitalizes on the abilities of every individual,
with a measurable focus on waste reduction, we will have achieved
what you are setting out to accomplish.”

He was right.

The object in any organization is to eliminate waste, especially when waste is
seen in the broader context of my friend above, and defined accordingly. 
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AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  FFOOCCUUSS  OONN  WWAASSTTEE

““DDeevveelloopp  aa  

ppeerrssoonnaall  ccoommmmiittmmeenntt  

ttoo  eell iimmiinnaattee  wwaassttee  

iinn  aallll   iittss  ffoorrmmss..””
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AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  FFOOCCUUSS  OONN  WWAASSTTEE

There are many steps which can be proactively taken which address this
waste reduction. They include training, education, and development,
which are intended to enhance the knowledge and skill of those who
touch each area of the company, and correspondingly are directly or
indirectly responsible for the waste. With knowledge and skill comes
competency and the subsequent ability to make the changes necessary
to eliminate the waste. 

Setting clear priorities, providing strong leadership, and explicit goals
can also serve to drive out waste. As leaders make clear what the
priorities should be energy is not spent on things of lesser importance.
As explicit goals are stated, with the accompanying measurements, then
progress can be made in a single direction with everyone supporting
that direction. In this way resources – both concrete, like money and
equipment, and abstract, like talent and time – are all harnessed to a
single focus.

Corporate commitment to things such as quality and continuous
improvement can go a long way towards eliminating waste. A
commitment to quality brings with it a commitment to ensuring that the
product or services are provided as intended, each and every time. The
cost of going back and eliminating errors, or redoing work, is
eliminated. A focus on continuous process improvement allows teams
to work towards newer and better ways of accomplishing the same
objective, but doing so in a cheaper or more productive fashion, thereby
taking waste out of the system.

An interesting concept is the “standard” against which work or products
are measured. If the standard has a built in component for “waste”, such
as a ten percent error tolerance, then through continuous improvement
that standard can be raised higher and the “built in” waste eliminated.
This can pay back hugely to organizations who adopt this approach.
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AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  FFOOCCUUSS  OONN  WWAASSTTEE

““WWiitthh  kknnoowwlleeddggee  aanndd  sskkii ll ll

ccoommeess  ccoommppeetteennccyy,,   

aanndd  tthhee  ssuubbsseeqquueenntt   aabbii ll iittyy  

ttoo  mmaakkee  tthhee  

cchhaannggeess  nneecceessssaarryy  ttoo  

eell iimmiinnaattee  wwaassttee..””  
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AA  PPEERRFFOORRMMAANNCCEE  IIMMPPEERRAATTIIVVEE::  FFOOCCUUSS  OONN  WWAASSTTEE

There are other ways in which waste can be eliminated, but the crucial
message is to develop a commitment to eliminate waste in all its forms.
Four clear steps need to be followed in this process:

1. Identify the waste to be eliminated.

2. Identify the cause of the waste.

3. Identify the solution.

4. Implement the solution and measure the results.

Clearly in support of the four steps above there needs to be a large
infrastructure that comes with it, including elements of culture,
communication, training, leadership skills, and so forth. However the
very first step is to acquire a commitment to waste elimination. The
other steps will follow. 

Have a passion for eliminating waste in all its forms.
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““BBEETTTTEERR””  ccaann  mmeeaann::

FFaasstteerr

CChheeaappeerr

HHiigghheerr  QQuuaalliittyy

LLeessss  WWaassttee

IImmpprroovveedd  CCuussttoommeerr  SSeerrvviiccee

Continuous Process Improvement means 
always asking yourself: “Is there a BETTER way?”

EE
XX CC

EE
LL LL
EE
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TTIIMMEE
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A “process” is a series of actions with a defined beginning and end. The
“process” of getting ready for work requires several steps: waking up,
turning off the alarm clock, getting out of bed, showering, getting
dressed, having breakfast, locking the door, driving to work. Those
steps can be said to comprise the process of getting to work. 

Within any process there are other sub-processes imbedded. For
example in the situation above the step of “eating breakfast” could be
broken down into a number of steps: enter kitchen, make coffee, make
toast, pour cereal, etc. This could be further broken down, for example,
“make coffee” could be broken down into the constituent steps required
to make a cup of coffee, and so forth. When defining a process it’s
important to define the beginning and the end, and then the steps in-
between. Judgement has to be made about how detailed each step will
be and where the beginning and end will be. Once those two parameters
(beginning and end, and size of step) are established, and the steps
linked together, then the process has been defined.

In an organization most processes of any significance touch many
people and many functions. Each process also has a cost: the cost could
be money, time, energy, or other similar variables. The object of process
improvement is to reduce the overall cost of the process as defined by
one or more of those variables. 

For example, in a labor intensive process such as hand packing boxes
one might seek to improve the process so that fewer people are
involved. A process involving a great deal of energy, such as the burning
of gasoline to drive a motor, might be improved by reducing the amount
of gasoline consumed, thereby saving costly energy. 
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In the manufacturing sector the overall financial cost of producing an
automobile might be reduced by looking at the process involved and
seeking to remove manufacturing steps, or determining how any given
step could be done in a more cost effective manner.

Once we understand the concept of a process, and the fact that each
process has a cost that can be influenced by changing steps in the
process, then the concept of continuous process improvement is born. 

Continuous process improvement is always asking yourself “Is there a
better way? Can the process in which I am involved be done differently
so as to reduce the overall cost (however “cost” is measured, i.e. people,
dollars, time, material, energy, etc.)?”

The quality of the finished product must not suffer as the process is
improved. In fact in many instances the objective of the process
improvement is not only to reduce the cost but also to improve the quality.
An organization can be committed to continuous process improvement
by understanding the processes which make up that organization, at
both the micro and macro level, and then seeking to continuously
improve each process. There are two observations that follow:

1. This is clearly a mammoth task, and one which is virtually
impossible for a small handful of individuals to accomplish. On the
other hand if you enlist the assistance of every individual in the
organization, the task then becomes much more manageable. 

Furthermore, each individual knows clearly their own part in those
processes which involve them and so they are the ones most qualified
to assist with the overall process improvement. 

the book_updated_1109.qxd:the book.qxd  11/11/09  10:56 AM  Page 605



606
CORE PRINCIPLES, CLEAR PRIORITIES, CRUCIAL PRACTICES

How to Remove All Forms of Waste from the Organization

UUNNDDEERRSSTTAANNDDIINNGG  CCOONNTTIINNUUOOUUSS  
PPRROOCCEESSSS  IIMMPPRROOVVEEMMEENNTT
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wwaayy  wwiill ll   ddrriivvee  ccoonnttiinnuuoouuss
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This often leads to an organization where each individual has a key
role in improving the way things are done. In this case the role of the
leader or manager is to be the catalyst for the process improvement
to occur, and support those involved in it.

2. It is extremely rare that an organization does something that no one
else in the world does. Production, distribution, purchasing, finance,
manufacturing, human resources, marketing, etc. are all elements of
organizations worldwide. Even activities at the more micro level
such as invoicing, tracking pallets, training delivery, customer
service, patient care, and administration are done by many
organizations around the world.

If you as leader undertake to improve processes within your
organization it is wise to look at how other organizations do the same
thing. These need not be competitive companies, but merely companies
who have a reputation for doing these things extraordinarily well.
You can visit them, or study them to understand more clearly how
they do that particular process. There may then be learning that you
can bring back and apply in your organization in your commitment
to continuously improving processes. You may also be able to share
some learning from your organization with them. This two way
sharing is called “benchmarking” and is a valuable and effective way
to make significant jumps in process improvement.

Having everyone in the organization ask themselves if there is a
measurably better way, will drive continuous process improvement. As
each person in the organization comes to understand what “better”
means then each is able to effectively focus on contributing. 
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Each individual should be looking at the processes of which they are a
part to determine if there is a better way to do it:

1. Faster: Reducing steps and time. 

2. Cheaper: Reducing cost of: labor, materials, or resources.

3. With higher quality: Producing something of higher quality
with no incremental cost and thereby providing a significant
competitive advantage in the marketplace.

4. With less waste: Eliminating any by-product which does not
contribute to the organization. This could be wasted material,
wasted time, wasted money, or wasted human potential.

5. With improved customer service: Those who are willing to
pay money for the service which you offer – your customers –
place a high value on service, i. e. meeting their need in the
manner which they expect it to be met. If this can be improved
with no increase in cost then you increase your value in
the marketplace.

As an organizational leader you need to understand and promote
continuous process improvement.
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DDrriivveess  aann

iinnddiivviidduuaall  

ttoo  ttaakkee  aaccttiioonn  

uunnttii ll   rreessuullttss

hhaappppeenn……

AANNDD  IISS  IINNIITTIIAALLLLYY  RROOOOTTEEDD  IINN  KKNNOOWWLLEEDDGGEE..

11.. CCIIRRCCUUMMSSTTAANNCCEESS TThhee  ssuurrrroouunnddiinnggss

22.. EEVVEENNTTSS WWhhaatt  hhaass  ggoonnee  oonn  bbeeffoorree,,  iiss  hhaappppeenniinngg

nnooww,,   aanndd  iiss  ll iikkeellyy  ttoo  ooccccuurr

33.. FFAACCTTSS OObbsseerrvveedd  ttrruutthhss

44.. HHIISSTTOORRYY  AAnn   eexx tteennss ii vv ee   rreevv iieeww  oorr

uunnddeerrssttaannddiinngg  ooff  ppaasstt  eevveennttss,,  tthheeiirr

ccaauusseess  aanndd  eeffffeeccttss

55.. CCOONNSSEEQQUUEENNCCEE AAnn  uunnddeerrssttaannddiinngg  aanndd  aapppprreecciiaattiioonn  

ooff  ““WWhhaatt  wwii ll ll   hhaappppeenn  iiff  .... ..””

66.. PPEERRSSOONNAALL  TThhaatt  wwhhiicchh  hhaass  bbeeeenn  lleeaarrnneedd  tthhrroouugghh  

EEXXPPEERRIIEENNCCEE ppeerrssoonnaall  iinnvvoollvveemmeenntt

CCOONNVVIICCTTIIOONN
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It is essential that the leader have a strong personal conviction regarding
the feasibility or benefit of a chosen course of action.

Strong convictions of this magnitude enable the leader to persevere until
the desired outcome has been achieved, as well as motivate the team to
follow the leader when this degree of personal conviction is projected.

It is often the leader’s responsibility to initiate change, promote a new
approach, generate enthusiasm for a given course of action, solve a
problem, or seize an opportunity. Inevitably this requires a foray into
the unknown in some fashion, which in turn can be overwhelming or
apparently “impossible” to the team. Nonetheless if the leader
demonstrates conviction that it can be done, and has perseverance, then
those whom they are leading will support their initiative and do their
best to make it a reality. 

This is why personal conviction is so important. If you don’t believe in the
direction, and the success to follow, then it’s difficult to maintain the
drive and to persevere until the objective is met regardless of circumstance.

Conviction must initially be rooted in knowledge. There are times when
faith is a strong motivator, but even that is based on knowledge of some
sort, which has subsequently been translated into faith. Knowledge in
six distinct areas can be used to generate conviction.
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““IItt  iiss  eesssseennttiiaall  tthhaatt  

tthhee  lleeaaddeerr  hhaavvee  aa  ssttrroonngg

ppeerrssoonnaall  ccoonnvviiccttiioonn

rreeggaarrddiinngg  tthhee  ffeeaassiibbii ll iittyy

oorr  bbeenneeffiitt  ooff  aa  

cchhoosseenn  ccoouurrssee  ooff  aaccttiioonn..””
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1. Circumstances: Knowing the environment in which one must operate,
(i. e. the surroundings), can provide a strong degree of confidence,
and so conviction, that an objective is doable. If for example a
product is being launched that draws heavily on personal computing
technology, then the present circumstances (universal acceptance of
PC’s) may well build conviction in the mind of the leader that the
product is right for the times, and will be successful.

Similarly, a change initiative within an organization that follows a
series of focus groups which have indicated that the organization is
ripe for change, may build a level of confidence in the leader that
circumstances are right to initiate the change now; and so the leader
has conviction that the change will be successful. 

Fully understanding the circumstances, the surroundings, in which
the action is going to occur, is a powerful builder of conviction.

2. Events: A series of events can easily lead one to some specific
conclusions, which in turn build conviction that a course of action is
appropriate. To take a dramatic example, if a series of hikers are faced
with the choice of going forward or backwards, but believe that the recent
rainfalls have washed out the bridges behind them, then those events
build a certain degree of conviction that forward is the best approach!

Past, present, and future events can all serve to breed conviction. If sales
results are running behind target, and marketing dollars have been
cut back concurrently, then the leader might draw the conclusion that
there is a link between these two events and decide that increasing
marketing dollars will accelerate sales, which may in turn generate a
personal conviction that the way to drive sales is to increase marketing.
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Examine events carefully, and as you draw conclusions from them
allow them to feed your convictions, until a course of action becomes
apparent and one to which you can lend your full support.

3. Facts: Certain truths are readily observed and they can serve to build
conviction. For example , from my own experience I believe there is
tremendous potential within every human being, which can be harnessed
when that individual has the proper leadership and professional
environment in which to operate. Because I see this as a fundamental
truth it has developed within me a strong conviction to invest heavily in
training – both for the leaders and for those on the teams.

In this example my strong personal conviction is born out of an
observed truth. Because of that conviction I can speak with passion
and clarity in attempting to persuade others to support an in-depth
and ongoing training and development initiative. 

4. History: When history demonstrates predictable consequences as a
result of a certain chain of events, then individuals can develop a
strong conviction that as those chain of events begin to unfold again,
the consequences will most likely be the same as they have been in
the past. For example, unresolved conflict between employees over
time generates bitterness and dissension and is ultimately disruptive
to the team. History would indicate that if conflict between two
members of a team goes unresolved, then ultimately the overall
productivity and performance of the entire team will suffer.
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As a result of having seen this many times, then the leader will
develop a strong conviction that, based on this kind of history,
conflict between two individuals must be addressed immediately and
resolved completely. This is necessary if the team is to flourish and
continue to pursue their objectives optimally.

In the more macro sense, history is also a great guide to developing
convictions. For example, civilizations that lose their moral fiber,
their sense of values and respect for authority, have degenerated into
anarchy and ultimate destruction. Seeing this historical truth easily
supports the development of personal conviction that we should
focus on values crucial to sustaining our culture and society, and that
we should maintain those values which we feel were instrumental in
bringing us to our current level of greatness. In this way personal
convictions are again established on the basis of history.

5. Consequence: If you have a clear picture of what will happen as a
consequence of something else happening, then this facilitates the
development of personal conviction.

If shop lifting and petty thievery is tolerated in an individual’s youth,
and it is felt that this leads to a greater level of theft in later years, it
leads one to the conviction that the consequence of allowing this kind
of thievery in youth is unwise.

On the other hand, the consequence of individuals committing
themselves to delivering on their commitments as promised, and
supporting wholeheartedly the direction of the team, leads to
overall success. 
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Having observed the consequence of this level of commitment and
team skill the leader may well develop a personal conviction that
individual accountability and mastery of effective teamwork
behavior is crucial to succeeding at the world-class level. As a
consequence emphasis will be placed on these two qualities when
selecting and training staff. 

Again, personal conviction has grown from an observation of
circumstance. As we recognize what will be the outcome of certain
behaviors we then develop a strong conviction which behaviors to
support and which to discourage.

6. Personal Experience: I suspect for most of us personal experience is
the strongest force in developing conviction. Very often you hear the
expressions, “Experience has taught me that…,” “I know from
experience that …” Expressions of this nature are merely other ways
of saying the individual has developed some very strong personal
convictions on an issue or topic based on their own personal
experience. This is a healthy thing, provided the individual remains
open, teachable and objective.

Personal experience is a way in which we integrate all the five
elements of knowledge discussed above. It is our personal
experience which allows us to evaluate circumstances, assess events,
look at facts, judge history, and examine consequence. We are the
individuals doing this, for ourselves, in the context within which we
are accustomed to operate. As we integrate all these things into our
personal experience it allows us to develop conviction, which then
drives us to action.
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It is important though that the right interpretation be placed on these
factors so that our experience can be used to further our progress; and
not serve as a brake to forward momentum when our experience has
taught us that something may not have worked. Often our experience
has taught us not only that something may not have worked, but why
it didn’t work. By altering “the why” there would be a different
outcome. In this fashion we must use our personal experiences
wisely, judiciously, and with caution when using them as a basis for
developing further action plans.

Personal conviction is a prerequisite for stunning achievement. It
allows you to persevere when others might quit, and it allows you to
provide the leadership which others require in the midst of
challenging times. Our own convictions develop as a result of several
types of knowledge. As we seek to strengthen convictions we must
become more knowledgeable in each of those areas.
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CCOONNVVIICCTTIIOONN  MMUUSSTT  IINNCCLLUUDDEE  PPAASSSSIIOONN

AAnndd  iitt  ccaarrrriieess  ccoonnvviiccttiioonn……

FFrroomm  tthhee  hheeaarrtt  ooff  oonnee  ppeerrssoonn……

TToo  tthhee  iinnnneerr  sseellff   ooff  ootthheerrss..

OONNLLYY  FFIIRREE  KKIINNDDLLEESS  FFIIRREE!!

PPaassssiioonn  iiss  aann  iinnnneerr  ffiirree……

……aa  ppeerrssoonnaall   eexxcciitteemmeenntt!!

PPAASSSSIIOONN  IISS  AANN  EEMMOOTTIIOONN

EExxcciitteemmeenntt!!
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Conviction is a deep-rooted, heartfelt thing. It is something which is
located in the very core of our being and which drives us to action. It is a
good thing when it positively affects the well-being of others. And it is a
good thing in that it provides clear visible guideposts for our actions in life. 

In a leader, conviction must be shared, and coupled with passion if it is
to ignite conviction in others.

Passion is the visible outworking of conviction or emotion. When we
are passionate about something this is readily seen and observed by
others. It is an excitement which excites others. It is a force which can
be used to drive others to action, and if it is driven by our convictions
then the actions that follow will be in support of those convictions.

Fundamentally passion is an emotion, with a weaker link to the intellect
than to conviction. Emotion in leaders is a strong and powerful force,
and a good thing. We are emotional beings, and harnessing the emotions
as well as the intellect is crucial as we seek to lead others. Passion
serves as the vehicle for carrying our conviction from our heart to the
hearts of others; and in the same way that fire kindles fire so our passion
will generate passion in others.

Do not allow your convictions to motivate only yourself, but through
the magic of passion, your visible excitement, allow them to be passed
on to those looking to you for leadership.
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FFIIRREE  KKIINNDDLLEESS  FFIIRREE

TTHHEE  TTHHOOUUGGHHTTSS,,  BBEELLIIEEFFSS,,  CCOONNVVIICCTTIIOONNSS  
AANNDD  PPAASSSSIIOONNSS  OOFF  TTHHEE  LLEEAADDEERR

.... ..TTHHAATT  
IIGGNNIITTEESS  TTHHEE  SSAAMMEE  

IINN  OOTTHHEERRSS

IISS
TTHHEE

SSPPAARRKK.... ..
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FFIIRREE  KKIINNDDLLEESS  FFIIRREE

One of the most exciting things about working with people is seeing
that fire kindles fire. 

When I’m excited about something others get excited. When I’m in
contact with someone who is enthusiastic about a sport, then it’s easy
for me to want to try it, certainly at least when I’m with them!

Those who are “on fire” with an idea or concept, or a plan, or an
execution can more easily persuade others to participate. 

Those who are bland, unenthusiastic, and tediously slogging through
from one point to another have a great deal of difficulty enlisting others
to join them in working towards that objective. 

As we seek to work with others, to provide leadership, and to harness
the emotions of those who look to us for guidance, we must first
demonstrate a raging enthusiasm to such a degree that others with whom
we come in contact are swept up in our own enthusiasm, until they too are
excited about the prospect, or journey, or goal for which we are striving. 

The leader has thoughts, beliefs, convictions, and passions. As these are
brought alive, they become the spark that ignites thoughts, beliefs,
convictions, and passions in others.

To truly harness the inner drive of other individuals, their inner
motivations, their own personal convictions, we as leaders must allow
their inner drive to draw strength, to be kindled from, and be ignited by,
our own.

Leaders with passion and enthusiasm engender passion and enthusiasm
in others. Only fire kindles fire. Leaders without fire will have followers
without fire, and so be without those inner forces which are so vital to
sustained success. 
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A) wwwwwww
B) wwwwwww
C) wwwwwww

1. wwwwwww
2. wwwwwww
3. wwwwwww

TTHHEE  RREEAASSOONNSS

TTHHEE  RRAATTIIOONNAALLEE

TTHHEE  BBEENNEEFFIITTSS

PPuurrppoossee  ddeessccrr iibbeess  tthhee  eexxppeecctteedd  oouuttccoommee

oonnccee  tthhee  ccoonnvviiccttiioonn  iiss  aacctteedd  uuppoonn..

TThhee  llooggiiccaall  bbaassiiss  

ffoorr  aannyy  iinniittiiaattiivvee,,

tthhee  IIMMPPOORRTTAANNCCEE  

ooff  ttaakkiinngg  

aaccttiioonn  bbaasseedd  oonn  

tthhee  ccoonnvviiccttiioonn

CCOONNVVIICCTTIIOONN  MMUUSSTT  IINNCCLLUUDDEE  PPUURRPPOOSSEE
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CCOONNVVIICCTTIIOONN  MMUUSSTT  IINNCCLLUUDDEE  PPUURRPPOOSSEE

While passion is crucial to the successful communication of conviction,
by itself it is not sustainable. By its very nature passion is transitory, being
an emotion; and emotions are significantly influenced by many factors and
can be fleeting. For conviction to be sustained it must include purpose.

Purpose is the rationale, the intellectual reason, the satisfying of our
desire for intelligent, logical, and reasonable arguments for a point of view.
As we develop convictions which we seek to build into others we must couple
them not only with passion but also with purpose. We must acquire the
ability to communicate that purpose clearly and in a way that is memorable,
so that it can be seized and remembered when we’re not present.

There are three specific aspects which must be covered when
communicating purpose.

1. The Reasons: This represents whywe are doing something, the specific
statement of reasons for adopting a course of action or approach. 

Reasons are the specifics, the details, as to why steps are being taken.
Any conviction will be brought to life and implemented through a
series of steps, and the reasons tell us why these steps were chosen
and what they hope to accomplish.

2. The Rationale: The rationale takes one step backwards to explain
the motivation for the conviction. When you provide clarity regarding
rationale you allow individuals to understand why you adopted this
particular course of action in the first place, and what led you to these
conclusions and steps which you are outlining for them.

In effect it gives them a window into your thinking to allow them to
draw conclusions similar to your own, as you provide them with the
rationale which led you to your own personal convictions.
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CCOONNVVIICCTTIIOONN  MMUUSSTT  IINNCCLLUUDDEE  PPUURRPPOOSSEE

““WWhhii llee  ppaassssiioonn  iiss  ccrruucciiaall  

ttoo  tthhee  ssuucccceessssffuull

ccoommmmuunniiccaattiioonn  ooff  ccoonnvviiccttiioonn,,

bbyy  iittsseellff   iitt  iiss  nnoott  ssuussttaaiinnaabbllee..   

FFoorr  ccoonnvviicctt iioonn  ttoo  bbee  ssuussttaaiinneedd

iitt   mmuusstt   iinncclluuddee  ppuurrppoossee..””
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CCOONNVVIICCTTIIOONN  MMUUSSTT  IINNCCLLUUDDEE  PPUURRPPOOSSEE

3. The Benefits: Individuals seeking to build convictions must clearly
understand the nature and the consequences of the benefits. In many
ways this helps people appreciate the value of any particular course
of action, approach, or thinking. The benefits are very important.
They need not be self-serving, but they must be clear. 

Providing individuals with the benefits, and indicating who will be
the recipient of those benefits, will allow them to develop a
conviction for this particular course of action, that it is not only
appropriate but also worthwhile.

In essence, by describing the purpose you are providing the intellectual
basis people require to commit to something which, if you handle
passion properly, they will also want to commit to.

Purpose describes the outcome once the conviction has been acted
upon, and so creates within the minds of others a clear and logical
framework on which conviction can be built. 
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CCOONNVVIICCTTIIOONN  MMUUSSTT  IINNCCLLUUDDEE  BBEELLIIEEFF

BBEELLIIEEFF

BBeelliieeff  iiss  tthhaatt  wwhhiicchh  iiss  sseeeenn  oonnllyy  bbyy  tthhee  iinnnneerr  eeyyeess;;  

eeyyeess  tthhaatt  aarree  nnoott   ll iimmiitteedd  bbyy  

ccuurrrreenntt  rreeaalliittyy,,   aanndd  cciirrccuummssttaannccee..  

UUnnpprroovvaabbllee DDiiffffiiccuulltt  

ttoo  ddeessccrriibbee  ––

iinnttaannggiibbllee

AA  vviissiioonn  

ffoorr  wwhhaatt  ccoouulldd  bbee

AA  ddrreeaamm,,   aa  wwiisshh
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CCOONNVVIICCTTIIOONN  MMUUSSTT  IINNCCLLUUDDEE  BBEELLIIEEFF

Belief is an interesting concept in that it borders on faith. Belief is
something which is often unproven, untested, untried, yet nonetheless
felt to be real, tangible and solid.

If we believe in something we often do so without hard, observable
evidence. This is what makes it belief.

Our own convictions must carry a component of belief. True, they are
based on knowledge to some degree, they carry passion with them, and
they have purpose. But convictions that strike at the very innermost core
also carry with them a certain component of belief. We believe that what
we are doing, saying, or planning is the right approach and we believe
that time will prove us right.

Conviction based only on belief may be unfounded; but conviction
based only on purpose or knowledge may not be strong enough to stay
the course until completion.

Belief is not only good, it is essential to establishing conviction, and is
not something which we should avoid. You must be careful to ensure
that belief is only a part of the total mix, but not shy away from
recognizing its value and relying upon it appropriately.

By its very nature belief is something which cannot be proved, a dream
or a wish, a vision for what could be. Our beliefs are our dreams for
what we could achieve, or what might be possible, or what could
happen; and as such they are powerful motivators and drivers of action.
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CCOONNVVIICCTTIIOONN  MMUUSSTT  IINNCCLLUUDDEE  BBEELLIIEEFF

““BBeelliieeffss  aarree  tthhoossee  tthhiinnggss

wwhhiicchh  aarree  sseeeenn  

bbyy  tthhee  iinnnneerr   eeyyee,,   

aanndd  aass  ssuucchh  aarree  nnoott  ll iimmiitteedd

bbyy  tthhee  ccuurrrreenntt  rreeaalliittiieess  

oorr  cciirrccuummssttaanncceess..””
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CCOONNVVIICCTTIIOONN  MMUUSSTT  IINNCCLLUUDDEE  BBEELLIIEEFF

Beliefs are usually very difficult to describe, given their intangible
nature. This too is okay because in the area of belief we are free to
dream, to understand and create a sense of wonder as we imagine the
future and what could be our impact upon it.

Beliefs are those things that are seen by the inner eye, and as such are
not limited by the current realities or circumstances. Beliefs are an
integral part of conviction and with them you are far more effective at
building conviction into others.
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CCOONNVVIICCTTIIOONN  CCOOMMEESS  OONNLLYY  FFRROOMM  AANN  IINNTTEEGGRRAATTEEDD  BBLLEENNDD
OOFF  KKNNOOWWLLEEDDGGEE,,  PPAASSSSIIOONN,,  PPUURRPPOOSSEE  AANNDD  BBEELLIIEEFF

CCOONNVVIICCTTIIOONN

KKNNOOWWLLEEDDGGEE

PPaassssiioonnPPuurrppoossee BBeelliieeff

KKnnoowwlleeddggee  iiss  tthhee  bbaassee..

PPuurrppoossee,,  BBeelliieeff   aanndd  PPaassssiioonn  aarree  tthhee  PPii ll llaarrss..

TTooggeetthheerr  tthheeyy  ssuuppppoorrtt  CCoonnvviicctt iioonn..
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CCOONNVVIICCTTIIOONN  CCOOMMEESS  OONNLLYY  FFRROOMM  AANN  IINNTTEEGGRRAATTEEDD  BBLLEENNDD
OOFF  KKNNOOWWLLEEDDGGEE,,  PPAASSSSIIOONN,,  PPUURRPPOOSSEE  AANNDD  BBEELLIIEEFF

It is crucial to recognize that conviction is the final product, the end
result of the proper blending of knowledge, passion, belief, and
purpose.

Knowledge is the base, the foundation on which our convictions should
be built. This knowledge must be sound, regardless of its source; and it
then provides a good foundation from which we can draw our
convictions, and on which we can build. We need to understand, and
have a clear knowledge of, the basis for those things to which we will
be giving ourselves, and towards which we will be leading others.

This knowledge can be rooted in many sources, such as our
observations, our experiences, and our judgement; but whatever its
source, it must be there. Convictions that are not rooted in knowledge
are truly built upon unsteady and unstable foundations. However, once
this base has been established, the pillars of passion, belief, and purpose
can then rest upon it. Taken together these three support conviction.

Given what you know, and the convictions that begin to flow from that,
you’re able to explain clearly what has led to that conviction, the
rationale for its development, the reasons for the actions to be taken,
and the benefits that will accrue. 

You’re able to communicate your convictions with passion so that
others see that there is an excitement around them and something of
which they would like to be a part.

You’re able to communicate your belief that you have every confidence
that the outcomes are attainable.
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CCOONNVVIICCTTIIOONN  CCOOMMEESS  OONNLLYY  FFRROOMM  AANN  IINNTTEEGGRRAATTEEDD  BBLLEENNDD
OOFF  KKNNOOWWLLEEDDGGEE,,  PPAASSSSIIOONN,,  PPUURRPPOOSSEE  AANNDD  BBEELLIIEEFF

““CCoonnvviiccttiioonnss  tthhaatt  aarree  

nnoott   rrooootteedd  iinn  kknnoowwlleeddggee

aarree  ttrruullyy  bbuuii ll tt  uuppoonn

uunnsstteeaaddyy  aanndd  uunnssttaabbllee

ffoouunnddaattiioonnss..””
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CCOONNVVIICCTTIIOONN  CCOOMMEESS  OONNLLYY  FFRROOMM  AANN  IINNTTEEGGRRAATTEEDD  BBLLEENNDD
OOFF  KKNNOOWWLLEEDDGGEE,,  PPAASSSSIIOONN,,  PPUURRPPOOSSEE  AANNDD  BBEELLIIEEFF

It is the integration of passion, purpose and belief which allows you to
effectively create conviction in the minds of others. Not only are your
own convictions strengthened, but others who rely upon you for
leadership and direction are willing to follow, and develop within
themselves convictions that mirror your own.

The conviction which leads to concrete action, and can sustain the
hurdles and setbacks which inevitably occur, is one which is built on
this foundation of clear and defensible knowledge, and shares a well-
integrated blend of purpose, passion, and belief.
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PPEERRSSOONNAALL  CCOONNVVIICCTTIIOONN  BBRREEEEDDSS  RREESSUULLTTSS

RREESSUULLTTSS

CCoonnvviiccttiioonn  iiss  aa  hhuuggee  ffoorrccee!!

IItt  bbeelliieevveess  hhuurrddlleess  ccaann  bbee  oovveerrccoommee..

IItt  pprroodduucceess  ppaassssiioonn..

IItt   eenneerrggiizzeess  wwhheenn  ttiimmeess  aarree  ttoouugghh..

IItt   oovveerrccoommeess  rreessiissttaannccee..

HHAAVVEE  CCOONNVVIICCTTIIOONN!!

CCOONNVVIICCTTIIOONN
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PPEERRSSOONNAALL  CCOONNVVIICCTTIIOONN  BBRREEEEDDSS  RREESSUULLTTSS

An individual with a strong personal conviction is far more likely to
bear fruit from that conviction than an individual with limited conviction
regarding a topic or course of action.

Personal convictions become the foundations of granite on which we
build. The deeper and stronger our convictions, the more solidly and
quickly we will be able to build, as we are not constantly having to
double back, check, shore up and reassess.

Convictions which are rooted in fact, and which are seen to be valid, are
respected and not considered to be idiosyncratic. Even those convictions
that arise from innovation are respected when they are presented in a
way that is considerate of the opinions of others, rather than in an
egocentric way. 

While your own convictions may not always be embraced by others,
what matters is that you have the conviction, rooted deeply within you.
If you can express it in a way that respects the right of others to disagree
then they will respect you for it, and give you the room to pursue it. 

As convictions are established they will become a powerful energy
source within you that will enable you to drive for increasingly visible
and meaningful results. Personal conviction allows you to persevere
where others would stop because a hurdle or obstacle has surfaced. If
you believe something can be done, then you will continue until it is
done, and only see obstacles as things to be overcome. Others without
such a great conviction may see the obstacles as a permanent
impediment and back down. Your results will be far greater than theirs
if you have a deep conviction that your objective can be achieved; for
you’ll then constantly seek, push, prod, pry, and work until you have
overcome all obstacles that surface.
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PPEERRSSOONNAALL  CCOONNVVIICCTTIIOONN  BBRREEEEDDSS  RREESSUULLTTSS

““AAnn  iinnddiivviidduuaall  wwiitthh  aa  

ssttrroonngg  ppeerrssoonnaall   ccoonnvviiccttiioonn

rreeggaarrddiinngg  aa  ccoouurrssee  ooff  aaccttiioonn  

iiss  ffaarr  mmoorree  ll iikkeellyy  ttoo  

bbeeaarr   ffrruuiitt  ffrroomm  tthhaatt  ccoonnvviiccttiioonn  

tthhaann  aann  iinnddiivv iidduuaall  

wwiitthh  ll iimmiitteedd  ccoonnvviiccttiioonn..””
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PPEERRSSOONNAALL  CCOONNVVIICCTTIIOONN  BBRREEEEDDSS  RREESSUULLTTSS

There are several examples similar to this, but imagine an individual deemed
to be incapable of performing their job. In your judgement that individual
may have significant ability and great potential, but you are  unable to
persuade their manager to that effect. Because of your own strong conviction
you agree to take them into your department, assume the cost related to that
move, and the responsibility if they fail to perform as anticipated. Because
of your conviction that their weaknesses could be overcome, you are able to
provide them with the opportunity to grow. As a result, they do grow, to the
point that they are recognized within the organization as skilled in their field,
whose opinion is frequently sought. The talent was there, it only needed
another’s conviction – yours – to allow it to develop.

Conviction also produces passion. Passion is one of the great energizers
of life and with conviction comes passion. It’s difficult to be passionate
about things we do not believe in. The greater our beliefs, the greater
our passion. We all know individuals who have a tremendous love for a
sport or an activity, to such a degree that they are personally convinced
that this activity is so rich and rewarding that they want all their friends
to also be involved in it. They become passionate in their enthusiastic
urging that we take up this activity for ourselves. Their passion is driven
by their own conviction as to its value and worth. And in fact, in many
instances we actually go out and try the activity for ourselves as a result
of their passionate promotion of involvement in it.

When things are difficult, and not going according to plan, then we are
forced to reassess our inner motivations and opinions. If that
reassessment finds its way down to our deep felt convictions then we
are re-energized to persevere despite the toughness of the moment.
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PPEERRSSOONNAALL  CCOONNVVIICCTTIIOONN  BBRREEEEDDSS  RREESSUULLTTSS

““AAss  yyoouu  ssttrriivvee  ttoo  

lleeaadd  ootthheerrss,,   eessttaabblliisshh

yyoouurr  oowwnn  ccoonnvviiccttiioonnss,,   

aanndd  lleett  tthheemm  bbeeccoommee

ffoouunnddaattiioonnss  ffoorr  yyoouurr  ll iiffee,,

aanndd  lleeaaddeerrsshhiipp..””
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PPEERRSSOONNAALL  CCOONNVVIICCTTIIOONN  BBRREEEEDDSS  RREESSUULLTTSS

Things will not always go smoothly, but if our convictions are deep
enough they will provide the internal motivation which we require to
persevere and ultimately enjoy success. In this fashion conviction
allows us to overcome resistance. 

We experience resistance in many forms, some intentional and some
unintentional. At times individuals might call us “crazy” or “silly.” At
times people will ridicule our approach, or our objective. At other times
individuals may support our direction but believe that the pathway to
success is simply too difficult, and the obstacles too great to be
overcome. They wish us well but believe that success is impossible.

In other cases individuals are with us as we move forward, but they
simply grow weary and stop out of exhaustion. Having stopped they
then often find it difficult to get up and continue. In each of these three cases:
ridicule, insurmountable hurdles, or fatigue – our own personal conviction
can allow us to overcome and persevere when others might falter.

When we are in a leadership role this personal conviction draws us
forward and those whom we are responsible for leading will follow.
Individuals will often follow a leader if they are convinced of the depths
of the leader’s own convictions, whereas by themselves they would be
hesitant to continue.

As you strive to lead others establish your own convictions, understand
them, and evaluate them, thus ensuring that they are rooted in what you
believe to be truth, and then let them become foundations for your life,
and leadership.
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OOUUTTSSTTAANNDDIINNGG  CCOOMMMMUUNNIICCAATTIIOONN::  
AA  LLEEAADDEERR’’SS  SSNNAAPPSSHHOOTT

TThheeiirr  TTaasskk TThheeiirr  ttaasskk  iiss  ppaarrtt  ooff  aa  

llaarrggeerr  pprroocceessss  wwiitthh  aa  

mmeeaassuurraabbllee  oouuttccoommee
AA

AA.. CCOOMMMMUUNNIICCAATTIIOONN’’SS  OONNGGOOIINNGG  NNAATTUURREE

11.. WWhhyy  tthheeyy  ((tthhoossee  yyoouu  aarree  lleeaaddiinngg))  

aarree  iinnvvoollvveedd  wwiitthh  tthhiiss  ttaasskk

22.. HHooww  tthhee  ttaasskk  iiss  pprrooggrreessssiinngg  

rreellaattiivvee  ttoo  wwhhyy  iitt’’ss  bbeeiinngg  ddoonnee

33.. WWhhaatt  wwaass  tthhee  rreessuulltt   rreellaattiivvee  ttoo  

wwhhyy  iitt  wwaass  ddoonnee

BB.. TTHHEE  NNEEEEDD  FFOORR  RREELLEEVVAANNCCEE

TThhee  ttaasskk  iiss  ddeeffiinneedd  bbyy  tthhee  pprroocceessss  ooff  wwhhiicchh  iitt  iiss  aa  ppaarrtt..  TThhee

ttaasskk  iiss  mmeeaassuurreedd  bbyy  iittss  iimmppaacctt  oonn  tthhee  ddiirreecctt  rreessuullttss  oorr  oonn  tthhoossee

pprroocceesssseess  tthhaatt  iinn  ttuurrnn  aaffffeecctt  tthhee  rreessuullttss..

33..   RREESSUULLTT

22..   TTHHEEIIRR  TTAASSKK

11..   WWHHYY

MMeeaassuurraabbllee

OOuuttccoommee

BB

CC

DD

EE
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OOUUTTSSTTAANNDDIINNGG  CCOOMMMMUUNNIICCAATTIIOONN::  
AA  LLEEAADDEERR’’SS  SSNNAAPPSSHHOOTT

Leaders need to understand from a macro perspective the ongoing
nature of communication, and the importance of relevance. 

A.Communication’s ongoing nature: One of the great illusions about
communication is that the objective has been accomplished when the
communication has been delivered. This is far from the case. Rather,
communication is an ongoing event, much like breathing – it ends when
the subject is dead.

There are three steps related to the ongoing nature of communication:

1. Providing individuals with clarity regarding their role “in the
scheme of things.” Before becoming too heavily involved in any
activity individuals appreciate understanding, from the leader’s
perspective, why they are involved, the importance of their role
and the essential nature of their contribution. They also need to
understand why the task is important, and what will be achieved
by its completion.

2. As the task progresses individuals need to understand not only
how their portion is progressing, but how their portion is
progressing with respect to the larger objective.They are interested
in their task, but they are also interested in the overall, and need to
be kept informed of this.

3. At the task’s conclusion they need to understand what was the
result, and how it impacted what was intended to be accomplished.
This then sets the stage for the next task and establishes an
atmosphere of clear, ongoing, and effective communication.
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OOUUTTSSTTAANNDDIINNGG  CCOOMMMMUUNNIICCAATTIIOONN::  
AA  LLEEAADDEERR’’SS  SSNNAAPPSSHHOOTT

““CCoommmmuunniiccaattiioonn  

iiss  aann  oonnggooiinngg  eevveenntt,,   

mmuucchh  ll iikkee  bbrreeaatthhiinngg  ––  

iitt  eennddss  wwhheenn  tthhee  

ssuubbjjeecctt  iiss  ddeeaadd..””
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OOUUTTSSTTAANNDDIINNGG  CCOOMMMMUUNNIICCAATTIIOONN::  
AA  LLEEAADDEERR’’SS  SSNNAAPPSSHHOOTT

B.The need for relevance: Each individual has a task which will be
part of some other larger task. We are all links in a larger chain.
Understanding the links on either side of us gives us a greater
appreciation of the importance of our task and, often more crucially,
how we can improve our task in order to better support those on
either side of us.

The overall process of which my task is a piece will have a measured
result, an outcome that can be quantified. Each individual needs to
understand this, appreciate the outcome, and ideally understand how
their contribution influences the final outcome. 

This provides relevance for the individual. 
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TTLLCC22 CCOOMMMMUUNNIICCAATTIIOONN

EENNSSUURREE

TT WWOO--WWAAYY = IInntteerraaccttiivvee  aammoonngg
ppaarrttiicciippaannttss

LL EEAADDIINNGG  EEDDGGEE = LLeett  tthheemm  kknnooww  ffrroomm  yyoouu  ffiirrsstt,,
nnoott  bbyy  tthhee  ggrraappeevviinnee

CC IIRRCCUULLAARR = DDiissccuussss  tthhee  ppaasstt,,  pprreesseenntt
aanndd  ffuuttuurree  ffoorr  aannyy  iissssuuee

UUSSEE

TT OOOOLLSS:: PPrroovviiddee  aa  ttaallkk  sshheeeett  tthheeyy
ccaann  ttaakkee  aawwaayy  wwiitthh  tthheemm

LL EEAADDEERRSSHHIIPP:: EExxppllaaiinn  wwhhyy  tthhiinnggss  
aarree  ooccccuurrrriinngg,,  ffrroomm  
yyoouurr  ppeerrssppeeccttiivvee

CC OONNSSIIDDEERRAATTIIOONN:: AAllwwaayyss  ffaaccee--ttoo--ffaaccee
wwhheenneevveerr  ppoossssiibbllee

Communicate understanding, not facts.
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TTLLCC22 CCOOMMMMUUNNIICCAATTIIOONN

Communication is frequently recognized as one of the most critical
elements in the success of any venture. The larger the venture, the more
complicated the communication, and the more important that
misunderstanding not occur.

Those charged with communicating effectively are sometimes at a loss
to know what “effectively” really means. They’re willing to speak, and
they’re often willing to set aside whatever time is required, but they are
unsure whether or not that is adequate. 

One approach to ensuring communication is truly effective is to use the
“TLC2 Approach.” “TLC” usually stands for Tender Loving Care,
which is appropriate given that communication requires the same
attention to detail, compassion, and consideration that one requires
when one is actually providing another with tender loving care. The
“squared” usually refers to an extra multiple of whatever it is that’s
being squared. TLC2 could mean a really strong dose of tender loving
care. Similarly, outstanding communication is so important that it could
be said to require a really heavy dose of tender loving care! 

While this play on words is a good way to remember the “TLC2” model,
it also serves to reinforce the fact that communication requires a great
deal of personal attention. I’ve used the “TLC2” as a anagram to help
remember the six elements of communication. 
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TTLLCC22 CCOOMMMMUUNNIICCAATTIIOONN

““CCoommmmuunniiccaattiioonn  tthhaatt  iiss

eeffffeeccttiivvee  mmuusstt  iinncclluuddee  ssoommee

ffeeeeddbbaacckk  mmeecchhaanniissmm  ttoo  

aallllooww  tthhee  sseennddeerr  ttoo  aasssseessss  

tthhee  ddeeggrreeee  ttoo  wwhhiicchh  tthhee

mmeessssaaggee  hhaass  bbeeeenn  

hheeaarrdd  aanndd  uunnddeerrssttoooodd..””
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TTLLCC22 CCOOMMMMUUNNIICCAATTIIOONN

Taking the first “TLC” (that is, before we square it) gives us 
the following:

“T” refers to “Two Way”: Communication that is effective must
include both the sender and the receiver. There must be some
feedback mechanism to allow the sender to assess the degree to
which the message has been heard and understood. Ideally there
should be some form of question and answer session or opportunity
for dialogue. People tend to understand better the things which they
have a chance to participate in, discuss among themselves, or
generally “mull over” together. So for maximum effectiveness,
provide communication which allows for two-way interaction. 

“L” stands for “Leading Edge”: Leading edge indicates that the
communication which individuals need to hear should be heard first
from the original source. Often information comes from the
grapevine. In many instances people hear things from their
colleagues, or even outside sources such as suppliers or the media,
before they hear from their own organization. This is definitely not
leading edge communication! People want to hear from the source,
and want to be “in the know.” You demonstrate respect for those on
your team if you ensure that the messages which are important are
delivered by someone in authority within the organization, and not
by the grapevine, the rumor mill, or some other source with a
personal bias. For communication to be really outstanding it must
be provided in leading edge fashion; that is, they hear first from you.
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TTLLCC22 CCOOMMMMUUNNIICCAATTIIOONN

““PPeeooppllee  wwaanntt  

ttoo  hheeaarr  ffrroomm  tthhee  ssoouurrccee,,

aanndd  wwaanntt  ttoo  bbee  

‘‘iinn  tthhee  kknnooww’’..””
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TTLLCC22 CCOOMMMMUUNNIICCAATTIIOONN

“C” stands for “Circular”: Good communication should review
what was communicated in the past, and include a brief history
leading up to the present circumstances. Communication then
moves to the present – the situation at hand under discussion; and
finally to the future, that is, the anticipated outcome or result. 

The next time a communication opportunity occurs, applying this
“circular” approach will ensure that the current message references
earlier information (the past), the present situation is discussed
(what in the past was the future) and the future (from here forward)
is presented. This ensures that those receiving the message are
always in sync with what is being communicated: they have been
provided with context, the situation, and some guidance on the anticipated
outcomes which they can expect to be referenced at a later date. 

The second set of TLC’s refers to the approach taken. The first set is
“what the communication should contain,” or “what the messages
should look like.” The second TLC is more along the lines of “how,” in
that it provides guidance for the approach.

“T” here stands for “Tools”: Whenever a message is being given,
individuals need some way of referring back to that message. Over
time the memory tends to lose bits and pieces, or begins to place
personal bias or interpretation on what was heard. As individuals
discuss messages among themselves opinions form, and in a few
days it’s difficult to remember what was originally said by the
speaker, and what was said by those discussing the message. 
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TTLLCC22 CCOOMMMMUUNNIICCAATTIIOONN

““WWhheenn  ccoommmmuunniiccaattiinngg  iinn

ppeerrssoonn,,  pprroovviiddee  aa  ttaallkk  sshheeeett

wwhhiicchh  iinncclluuddeess  tthhee  kkeeyy

ppooiinnttss,,   aanndd  wwhhiicchh  ccaann  

sseerrvvee  aass  aa  rreeffeerreennccee  

iinn  ssuubbsseeqquueenntt  ddaayyss..””
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TTLLCC22 CCOOMMMMUUNNIICCAATTIIOONN

To address these issues and ensure clarity, provide a talk sheet
whenever any message is provided to others. This talk sheet does
not have to be long and extensive, but should include the key points
and key messages in simple and memorable ways. If possible, use
pictures, or illustrations. This then provides the listener with
something which can serve as a reference in subsequent days and a
“marker” along the path to which you can refer at the next set of
communications, and on which you can build.

“L” stands for “Leadership”: Leaders are often set apart from those
whom they are charged with leading by virtue of the fact that they
understand more about why things are occurring then the rest of
their team. This is usually because they have a broader perspective,
and a larger context. As leaders it’s important to recognize the need
to communicate why things are occurring, that is, to pass on the
perspective that you have as a leader. This is an important element
of leadership as it allows those who are trusting in you to
understand why it is that you are doing or saying the things which
you are.
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TTLLCC22 CCOOMMMMUUNNIICCAATTIIOONN

““MMoosstt  ccoommmmuunniiccaattiioonn  tthhaatt  iiss  

nneeww  rreeqquuiirreess  iinntteerrpprreettaattiioonn,,   aanndd

ccoonnsseeqquueennttllyy  yyoouu  sshhooww

ccoonnssiiddeerraattiioonn  ffoorr  yyoouurr  ll iisstteenneerrss

wwhheenn  yyoouu  ddeelliivveerr   tthhee  mmeessssaaggee

ffaaccee--ttoo--ffaaccee,,   

tthheerreebbyy  aalllloowwiinngg  ffoorr  ddiiaalloogg..””
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TTLLCC22 CCOOMMMMUUNNIICCAATTIIOONN

“C” stand for “Consideration”: There are times when impersonal
communication is valid – for example when issuing written
material that reinforces what others already know or expect.
However, most communication that is new requires interpretation,
and consequently you show consideration for your listeners
when you deliver the message face-to-face, thereby allowing
for dialog. 

Even simple messages between colleagues working in an office are
often more effective when you take a moment to deliver a message
face to face, rather then via voice mail, e-mail, memo, or through
some third party. Face-to-face communication shows consideration
for the other individual and allows you to be more effective in the
first TLC’s – that is, it provides for interaction, lets them know from
you first, and best covers the past, present and future.

This format, the TLC2 methodology, will go a long way to enhancing
your communication. This is because it is intended to allow you to pass
on understanding to your listener, and not just facts. With understanding
comes clarity of communication.
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CCOOMMMMUUNNIICCAATTIIOONN  IINNCCRREEAASSEESS  SSIIGGNNIIFFIICCAANNTTLLYY
WWHHEENN  TTHHEE  RRAATTIIOONNAALLEE  IISS  IINNCCLLUUDDEEDD

TTHHEE  MMEESSSSAAGGEE  WWIITTHH
TTHHEE  RRAATTIIOONNAALLEE

LLeeaaddss  ttoo

““TThhiiss  iiss  wwhhaatt  II   wwaanntt  

yyoouu  ttoo  kknnooww””

TTHHEE  ““WWHHAATT””

TThhee ““WWHHYY””
aanndd  tthhee  WWHHAATT””

LLeeaaddss  ttoo

““NNooww  II   uunnddeerrssttaanndd  

wwhhyy  yyoouu  ttoolldd  mmee  tthhiiss..

TThhaannkk  yyoouu..””

TTHHEE  PPUURREE  MMEESSSSAAGGEE

TThhiiss  eennhhaanncceess  mmoottiivvaattiioonn,,   aalllloowwss  ffoorr  iinnddeeppeennddeenntt  

ddeecciissiioonn  mmaakkiinngg    iiff  rreeqquuiirreedd,,   aanndd  pprroommootteess  qquueessttiioonnss  

aanndd  aannsswweerrss,,   wwhhiicchh  ffaaccii ll iittaattee  aacchhiieevviinngg  tthhee  ““wwhhaatt””..
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CCOOMMMMUUNNIICCAATTIIOONN  IINNCCRREEAASSEESS  SSIIGGNNIIFFIICCAANNTTLLYY
WWHHEENN  TTHHEE  RRAATTIIOONNAALLEE  IISS  IINNCCLLUUDDEEDD

“Do your homework now” is a less effective communication strategy
than “Do your homework now because your cousins are coming over
later this afternoon and there will be no opportunity then.”

The reason why the second statement is more effective is because the
rationale is provided. This is equally true in other forms of
communication. A head of training seeking more money for training
activities can put together a detailed plan as to how the money will be
spent, how it will be monitored, and the number of people who will be
trained as a result. This is “information,” and it is valuable, but it would be
far more effective when, for example, the request for training funds is
accompanied by the rationale that explains how corporate profitability
will increase as a direct result. In this case the reason for requesting the
funds is provided in addition to stating the desired outcome.

When individuals understand why, it is much easier to harness their
conviction, and their enthusiasm, for a project, an activity, or a topic. 

Often to the speaker the “why” is so obvious that only a small
percentage of the total communication time is spent on it because it is
“obvious”. The majority of time is spent explaining the “what.” In fact,
the communication will be much more effective if more time were spent
explaining why the topic was initiated in the first place, and then
followed with the what.

Helping people understand the reason for something enables them to
respond more intelligently, ask better questions, and ultimately add
greater value and participate more effectively in the outcome.
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CCOOMMMMUUNNIICCAATTIIOONN  IINNCCRREEAASSEESS  SSIIGGNNIIFFIICCAANNTTLLYY
WWHHEENN  TTHHEE  RRAATTIIOONNAALLEE  IISS  IINNCCLLUUDDEEDD

““WWhheenn  iinnddiivviidduuaallss

uunnddeerrssttaanndd  ‘‘wwhhyy’’,,  

iitt   iiss  mmuucchh  eeaassiieerr  ttoo

hhaarrnneessss  tthheeiirr  eenntthhuussiiaassmm

ffoorr  aann  aaccttiivviittyy..””
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CCOOMMMMUUNNIICCAATTIIOONN  IINNCCRREEAASSEESS  SSIIGGNNIIFFIICCAANNTTLLYY
WWHHEENN  TTHHEE  RRAATTIIOONNAALLEE  IISS  IINNCCLLUUDDEEDD

If as a result of the communication the listener is intended to take action
and do something, they will be better able to act independently if they
understand why it is they are being asked to achieve a specific outcome,
instead of simply what the outcome is. Being given the rationale allows
the individual to make decisions “on the spot” should they encounter a
hurdle or roadblock, because they understand why the task was
assigned. If they are only given the specific “whats” – do this, do that –
then if for some reason they encounter a roadblock and are unable to
“do” something, they’ll simply stop.

Communication increases significantly when the rationale is included.
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KKNNOOWWIINNGG  WWHHEENN  TTOO  WWRRIITTEE  AANNDD  WWHHEENN  TTOO  SSPPEEAAKK
PPRROOMMOOTTEESS  EEFFFFEECCTTIIVVEENNEESSSS

SSPPEEAAKKIINNGG

TToo  ffoosstteerr  mmoottiivvaattiioonn  aanndd  ttoo  pprroovviiddee  ffoorr  ddiissccuussssiioonn..

Consider the desired outcome in advance 
of initiating the approach.

WWRRIITTIINNGG

AA  ppeerrmmaanneenntt  rreeccoorrdd  aanndd  ffoorr  ooppeerraattiioonnaall   ccllaarriittyy..
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KKNNOOWWIINNGG  WWHHEENN  TTOO  WWRRIITTEE  AANNDD  WWHHEENN  TTOO  SSPPEEAAKK
PPRROOMMOOTTEESS  EEFFFFEECCTTIIVVEENNEESSSS

The two major forms of communication available to us are writing and
speaking. Clearly other more visual mediums such as video are also
available, but they are simply a more effective form of speaking. 

Writing has its strengths when there is no need to bring people together, when
feedback is not immediately required, and when discussion is not necessary.

Writing is a very powerful communication vehicle when a permanent
record is required, and clear “marching orders” are needed in order to
ensure that things happen as intended.

The written word need not be complicated, but rather can be simple and
straightforward, providing a touchstone to which the readers can
frequently refer to check that they are “on track”. The price that is paid
for this form of clarity is that it is not interactive, and as such should not
be used until you are confident that the message is clear and will not
require additional interaction.

Speaking, on the other hand, allows for two-way discussion.  It promotes
dialogue, and can be used as a powerful motivational tool, given that passion
can usually be introduced more effectively by the spoken word than the
written word.

On the other hand, its down side is that unless notes are taken the
message can be misunderstood and become fuzzy, or blurred over time.
Inevitably the spoken form of communication takes longer than the
written form as people are engaged, involved and responding.

Understanding the pros and cons of these two mediums is important,
but the real key lies in considering the desired outcome in advance.
Simply using the most convenient medium does not ensure that your
communication is as effective as possible. Give thought to what outcome
you wish and then select the most effective way to achieve that outcome.
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EEFFFFEECCTTIIVVEE  CCOOMMMMUUNNIICCAATTIIOONN::  NNEEVVEERR
UUNNDDEERREESSTTIIMMAATTEE  TTHHEE  NNEEEEDD  FFOORR  RREEPPEETTIITTIIOONN

The message needs to come often, and clearly, 
and it must be consistently the same from all sources!

OObbjjeeccttiivveess RReeppoorrttss

CCoolllleeaagguueess

LLeeaaddeerrsshhiipp

TTrruusstteedd  SSoouurrcceess

MMeemmooss

RReessuullttssMMeeaassuurreemmeennttss

TTeexxtt

IInnttrraanneett

VViiddeeoo

GGrraappeevviinnee

RREEPPEETTIITTIIOONN  mmeeaannss::   

TThhee  ssaammee  ccoonntteenntt  ((eegg..  aa  ccoommppaannyy  vv iissiioonn))  

oorr  tthhee  ssaammee  ffooccuuss  ((  eegg..   pprroodduuccttiivviittyy  ppeerr  sshhiifftt))..
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EEFFFFEECCTTIIVVEE  CCOOMMMMUUNNIICCAATTIIOONN::  NNEEVVEERR
UUNNDDEERREESSTTIIMMAATTEE  TTHHEE  NNEEEEDD  FFOORR  RREEPPEETTIITTIIOONN

Communication events inherently carry with them the potential for
their own failure, in that once done we believe it has happened. In fact
communication has only really occurred when the person receiving the
message has internalized it, not just heard it. 

In order to facilitate this, and so drive effective communication, the
messages need to be repeated several times, and preferably in many
different ways and formats. Any company promoting its products
through advertising demonstrates this truth brilliantly. 

There are many vehicles available for communicating a message and
they should all be employed. The message itself remains constant but
each different medium allows for a different emphasis. In a written
piece, detail can be provided; in a video piece, a visual image provided;
in word of mouth, personal testimonials, etc.

As you strive for truly effective communication think of the many
different vehicles available, but also think of the unique properties of
each and harness those properties in order to link to a specific aspect of
the message you are giving.

Every communication message can be approached in the above fashion,
not just those which are seen as major, or important. This principle of
frequent repetition of the message using many different media is equally
valid for departments, focusing attention on issues on the factory floor,
communicating vision, tracking performance results, and so forth.

In short, any situation that requires a clear understanding of a message
by others will benefit from this thinking.
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EEFFFFEECCTTIIVVEE  CCOOMMMMUUNNIICCAATTIIOONN::  EENNSSUURREE  EEVVEERRYYOONNEE
WWHHOO  NNEEEEDDSS  TTOO  KKNNOOWW  RREEAALLLLYY  DDOOEESS  KKNNOOWW

TThheerreeffoorree  eeaacchh  lleevveell   mmuusstt  eennssuurree,,  aanndd  vveerriiffyy,,  

tthhaatt  tthhee  ddeessiirreedd  iinnffoorrmmaattiioonn  iiss  iinn  ffaacctt  bbeeiinngg  ppaasssseedd  

oonn  aass  iinntteennddeedd..

CCEEOO

SSrr..  VVPP’’ss

VVPP’’ss

DDiirreeccttoorrss

MMaannaaggeerrss

SSuuppeerrvviissoorrss

SSttaaffff

11.. TThhiiss  iiss  aa  LLOONNGG  wwaayy  ffoorr  iinnffoorrmmaattiioonn

ttoo  ffllooww..

BBIIGG  DDAANNGGEERR!!

BBIIGG  DDAANNGGEERR!!

22.. MMaaddee  ddiiffffiiccuulltt   bbyy::

((aa))  EEaacchh  lleevveell  ffeeeelliinngg  tthhaatt  oonnccee  tthheeyy

kknnooww,,  kknnoowwiinngg  iitt   ““ iiss   rreeaall llyy   nnoott

tthhaatt   ccrruucc iiaa ll”” !!

((bb))  TThhee  nnoorrmmaall  ccoorrrruuppttiioonn  wwhhiicchh  ooccccuurrss

aass  iinnffoorrmmaatt iioonn  iiss  ppaasssseedd  oonn..

((cc))  EEaacchh  lleevveell  lloossiinngg  tthhee  ppaassssiioonn  

ooff  ppeerrssoonnaall  ccoonnvviiccttiioonn!!!!

If I don’t know – I want to; but
if I now know then I don’t
think anyone else really needs
to know.
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EEFFFFEECCTTIIVVEE  CCOOMMMMUUNNIICCAATTIIOONN::  EENNSSUURREE  EEVVEERRYYOONNEE
WWHHOO  NNEEEEDDSS  TTOO  KKNNOOWW  RREEAALLLLYY  DDOOEESS  KKNNOOWW

The nature of communication is such that key messages often carry the
seeds of their own destruction within them. An individual who really
feels the need to know about some topic or issue is deeply satisfied once
they have that knowledge. This deep satisfaction works against their
taking responsibility to pass the message on to others in the organization
with equal clarity and conviction. Being human, their desire to know,
once satisfied, fades in favor of the need to do other things.

However, those at a lower level who are relying on their supervisor for
clear communication, with passion, have an equally great thirst to
know, and as such are looking to their immediate supervisor for this
communication. The supervisor no longer has any burning desires
relative to this message, and so treats it as less valuable; consequently
the chances of those next in line hearing and effectively understanding
it greatly diminish! 

This is a very dangerous reality and one must consciously work to
overcome its influence. We intellectually realize the importance of each
communication message, the importance of communicating it clearly,
and the importance of communicating it with passion and conviction.
From this should come the discipline to set aside the time to make
communication a priority on an ongoing basis, to keep those who rely
on us for information, well informed.
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EEFFFFEECCTTIIVVEE  CCOOMMMMUUNNIICCAATTIIOONN::  EENNSSUURREE  EEVVEERRYYOONNEE
WWHHOO  NNEEEEDDSS  TTOO  KKNNOOWW  RREEAALLLLYY  DDOOEESS  KKNNOOWW

““TThhee  nnaattuurree  ooff  ccoommmmuunniiccaattiioonn  

iiss  ssuucchh  tthhaatt  kkeeyy  mmeessssaaggeess  

oofftteenn  ccaarrrryy  tthhee  sseeeeddss  ooff  tthheeiirr  

oowwnn  ddeessttrruuccttiioonn  wwiitthhiinn  tthheemm..  

TThhee  ddeessiirree  ttoo  kknnooww,,  

oonnccee  ssaattiissffiieedd,,   ffaaddeess  iinn  ffaavvoorr

ooff  tthhee  nneeeedd  ttoo  ddoo  ootthheerr  tthhiinnggss,,

tthheenn  ppaassss  tthhee  mmeessssaaggee  oonn..””
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If you have ever played the telephone game around the room where
your aunt whispers a sentence into your cousin’s ear who then whispers
into an uncle’s ear and so on until you, the twentieth person in the circle
hears it, you realize how easy it is to have a message corrupted as it
passes from person to person. Your aunt begins by saying, “My
neighbor, Sally, has just bought a new cat.” By the time you hear it the
message is, “Sally sat on my neighbor to keep her from getting fat.”
Interestingly in that game, no one questions the message they just heard
even though it becomes increasingly ludicrous as it moves from person
to person. Each believes that they repeated exactly what they just heard,
and trusts that somebody, somewhere, knows what is meant.

In order to address this concern, frequent checking should be done along
the communication chain. Additionally, checking should occur at the end
of the chain to ensure that in fact the message was received as intended.

It’s relatively easy for a senior member of management to communicate
a message clearly and to “require” that the message itself be communicated
“throughout the organization.” The senior executive then goes on to the
next task believing that the communication flow will go right to the
extremities of the organization. In fact this may well not be the case as
the message is filtered, edited, shortened, deleted, or just plain forgotten
as it passes through many hands (or mouths!). There needs to be
ongoing and regular checking at various milestones between the senior
manager and the extremities of the organization to ensure that the
message is in fact flowing, and that it is flowing as intended.

We should never just believe that communication is occurring as
intended with the intended results. We must check to ensure that this is
in fact happening.
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TThhiiss  lleettss  tthhee  iinniittiiaall  sseennddeerr  kknnooww  iiff  tthhee  iinntteennttiioonn  

ooff  tthhee  ccoommmmuunniiccaatt iioonn  wwaass  aacchhiieevveedd..

IINNIITTIIAALL  FFLLOOWW

11..   IImmppoorrttaanntt  iinnffoorrmmaatt iioonn  

eeffffeeccttiivveellyy  ccaassccaaddeedd

BBUUTT  WWHHAATT  IISS  CCRRUUCCIIAALL  IISS::

22.. RReessppoonnsseess::   ttoo  eennssuurree  

tthhee  iinnffoorrmmaattiioonn  wwaass  hheeaarrdd  

aanndd  uunnddeerrssttoooodd
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Once the initial communication has been effectively moved out into the
organization the next challenge is to ensure that that message was
understood as intended. Knowing that the message was received does
not ensure that the intention of the message was understood. 

In order to check this, feedback must be part of the communication
plan. How to get feedback is outlined on the following pages, but first a
conviction of the importance of feedback is required.

The entire organization needs to appreciate that feedback is the
mechanism for determining what was heard, what was understood,
what actions are happening as a result, whether or not these actions are
the intended actions, and the degree of acceptance the message has
received. Shooting an arrow at a target may be a worthwhile exercise,
but if the archer never checks to see where the arrow landed then there’s
little confidence in the effectiveness of the shot. The archer must make
the effort to go to the target, examine how close the arrow was to the
mark, determine why the shot landed where it did, and then identify the
appropriate next steps.

Similarly, firing off communication requires a (usually greater!) effort
to track down the target and determine whether or not the
communication did in fact hit the mark as intended, with the desired
result, and if not, what next steps are appropriate. 

Equally important is knowing if in fact the communication did hit
anything at all! 

Never underestimate the importance or value of getting feedback. This
allows you to move on in confidence knowing that that particular issue
has been dealt with. 
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11.. OOnnee  oonn  oonnee::  ccaassuuaall llyy,,  dduurriinngg  tthhee  ddaayy  

aass  ooppppoorrttuunniittiieess  aarriissee

22.. UUpp  tthhrroouugghh  tthhee  oorrggaanniizzaattiioonnaall  lleevveellss

33.. FFooccuuss  GGrroouuppss

44.. SSuurrvveeyyss  ––  iinnssttaanntt  oonn  tthhee  iinnttrraanneett

55.. SSppoott   ccaall llss  bbyy  pphhoonnee  ttoo  rraannddoomm  rreecciippiieennttss

66.. OOrrggaanniizzeedd  ““MMuuffffiinnss  &&  MMuussiinnggss””  ffoorr  aa  11//22  hhrr

ffiirrsstt   tthhiinngg  iinn  tthhee  mmoorrnniinngg  wwiitthh  aa  ffeeww  iinnvviitteedd

rreecciippiieennttss  ((oorr  aatt  lluunncchh  ——  eettcc..))

(A “Reverse
Cascade”)
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Recognizing the importance of feedback, there are six clear ways by
which you can get it.

1. Take casual opportunities during the day to probe and ask about
the communication message. At a training session I’ll often ask
participants during break “So what do you feel you’re learning?”,
“Has the morning been worthwhile so far? Why?”, “Is the course
meeting your expectation to date?”, etc. These questions are short,
allow for short answers, and allow me to get the pulse of how that
program is going.

Similarly, when a key communication message has gone out to the
organization there are many opportunities during the normal course
of the day to ask simple probing questions on a one-on-one basis: e.g.
at the end of a meeting, or before a meeting begins, in the halls or
elevators, etc, as a way of getting some feedback as to the effectiveness
of the communication.

2. Organizationally mandate that feedback flow bottom up. This is a
method whereby department managers are asked for feedback as to
how a given message was heard, whether it was understood, what
action has been taken, and so forth. As the information is aggregated
as it moves up it remains anonymous, and so accurate. Mandating
this kind of feedback back to the senior levels is a very effective way
of keeping a pulse on the organization. It does require, however, that the
time be set aside at the senior management level to report on the feedback.
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““OOrrggaanniizzaattiioonnaallllyy  

mmaannddaattee  

tthhaatt  ffeeeeddbbaacckk  ff llooww  

bboottttoomm  uupp..””
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3. Focus groups can be a very effective way to determine if a communication
message has been truly understood and internalized. The focus group
is a small group of people, perhaps six to eight, selected at random
from a representative sample of the population who received the
communication message.

This group is joined by a moderator or facilitator, or trainer, who
simply acts as a leader to facilitate interaction. The group is then
asked questions regarding the communication such as; “What did
you understand by the message?”, “What actions have you taken as a
result?”, “How do you feel the message will influence your job on a
day-to-day basis?”, etc. The power of this approach is that it
generates dialogue and discussion among the participants, which in
turn gives a much deeper level of feedback than does simple
summary statements passed on.

The facilitator can then summarize information and feed it back into
the organization, or the focus group itself can be observed in action
by the initiator of the message at the time of the focus group, or by
video or audio taping for later replay. 
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““TThhee  ppooiinnttss  ooff  vviieeww

eemmppllooyyeeeess  pprreesseenntt  wwii ll ll   bbee

mmoorree  tthhaann  tthheeiirr  oowwnn,,  

tthheeyy  wwii ll ll   aallssoo  iinncclluuddee  tthheeiirr

oowwnn  sseennssee  ffoorr  wwhhaatt  

tthheeiirr  ccoolllleeaagguueess  bbeelliieevvee..””
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4. Written surveys provide an excellent source of feedback. They
allow questions to be targeted and the responses to be very concrete.
If intranet technology is available then this form of feedback
mechanism can be done with little bureaucracy. 

“Written” surveys should not be underestimated in their ability to
provide accurate feedback from large numbers. 

Instant feedback can be obtained in a similar fashion when the large
groups are in one place and group response technologies are used. In
this case the group is asked a question and they enter a response on a
keypad right at their table. These responses are immediately
aggregated and projected onto the screen in front of the group. This
provides both the group and the leaders with immediate feedback on
key issues.

5. Using a quick phone call to random recipients through the
organization can give an immediate snapshot as to the effectiveness
of the message’s dissemination. If these calls are made to all levels of
the organization at all geographical locations, then they provide an
immediate sense for whether or not the message did get out as
intended, and what in fact was heard. If the results of this are
encouraging then further probing is probably not required. If on the
other hand the results are disturbing, then more detailed feedback tools
could be utilized to find out where the communication broke down.
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““IInnssttaanntt  ffeeeeddbbaacckk  

ccaann  bbee  oobbttaaiinneedd  wwhheenn  

llaarrggee  ggrroouuppss  aarree

iinn  oonnee  ppllaaccee  aanndd  

ggrroouupp  rreessppoonnssee

tteecchhnnoollooggiieess  aarree  uusseedd..””
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6. Senior managers could meet randomly selected employees on a
regular basis (say, once a week) for a short period of time (eg. half
an hour) for “muffins and musings.” This is best used in those cases
where feedback on larger issues is required, such as how the culture
change initiative is progressing; or whether or not training programs
are having a significant effect; or whether the corporate values are
being effectively implemented. 

This is an opportunity for senior managers to meet three or four
employees selected from within the organization to talk over these
topics and understand more clearly how those employees are feeling
about them. If this occurred on a regular basis, then over time the
executive involved in these sessions would stay closely in touch with
the points of view of the organization on these various initiatives. 

These meetings provide value in that the employees can talk openly,
and in depth, responding to more probing questions given the fact
that it is a small intimate meeting with opportunity to chat, instead of
being a managed discussion. 

Also, the points of view that the employees present will be more than
their own, they will also include their own sense of what their
colleagues believe. As such, there is much greater input received than
simply that from the three or four people present.

The above methods for gathering feedback each have their own
strengths and weaknesses, and need to be used as appropriate,
depending on the level of feedback required, the nature of the message
being sent, and the degree to which an immediate response is required.
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CCOONNTTRROOLLLLIINNGG  WWHHAATT  IISS  RREEPPEEAATTEEDD

TTOO  EENNSSUURREE  WWHHAATT  TTHHEEYY  SSAAYY  YYOOUU  SSAAIIDD
IISS  RREEAALLLLYY  WWHHAATT  YYOOUU  DDIIDD  SSAAYY  .. .. ..

11.. BBEE  PPRROOAACCTTIIVVEE SSaayy  wwhhaatt  yyoouu  tthhiinnkk  iiss  iimmppoorrttaanntt..

TThhiiss  mmaayy  nnoott  bbee  wwhhaatt  yyoouu  wweerree

aasskkeedd  aabboouutt!!

22.. KKEEEEPP  IITT  VVEERRYY  SSHHOORRTT AA  sseerriieess  ooff  1100  sseeccoonndd  ““ssoouunndd

bbyytteess,,””  eeaacchh  wwiitthh  oonnee  mmeessssaaggee

33.. SSAAYY  IITT  WWIITTHHOOUUTT TThhiiss  ttaakkeess  aa  lloott  ooff  pprraaccttiiccee  

UUSSIINNGG  NNEEGGAATTIIVVEESS  ((hhiinntt::   aavvooiidd  ““NNOO””,,  ““NNEEVVEERR””,,

NNOOTT””))

44.. MMAAKKEE  IITT  IINNTTEERREESSTTIINNGG UUssee  ssiimmppllee,,  cclleeaarr  llaanngguuaaggee

55.. AADDDD  AA  SSHHOORRTT  ““SSTTOORRYY”” AA  ppeerrssoonnaall  oorr  oobbsseerrvveedd  eexxaammppllee,,

bbuutt  kkeeeepp  iitt  sshhoorrtt..  PPeeooppllee  rreeppeeaatt

ssttoorriieess

HHooww  yyoouu  oofftteenn  eenndd  

uupp  bbeeiinngg  qquuootteedd!!

YYoouurr  wwoorrddss  

oorriiggiinnaallllyy

SSoommeeoonnee  

eellssee
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There are often instances when we know that something we say is going
to be repeated. This is clearly the case when granting a media interview,
but it is also the case when your point of view is asked for by a member
of the organization, and you know that your answer is going to be
repeated to others. 

Frequently circumstances occur when your comments or response
provide the basis for subsequent direction, discussion, or action.
Consequently it’s very important to be able to influence what others say
about what you said, after they walk away. In order to do this there are
five specific things which you can do to ensure that what you say has
the best possible chance of being passed on as you said it!

1. Look at the intent of the question or request and respond with your,
and only your, message.

It’s not always necessary to specifically answer the question, or
respond exactly to what was asked. Sometimes it’s important to be
very precise with a specific answer to a specific question. However,
often the question you are asked is phrased in a way that reflects the
learner’s lack of knowledge as they are seeking information,
clarification or direction. In these cases respond to the message by
stating what you want to leave them with, even if it is different from
what was asked.

For example, if you are asked, “Why did you cancel the Christmas
party?” and you respond: “To save money” then that is the message
that will be repeated. An alternate answer could be “Our job security
depends on our ability to be the lowest cost producer in our business.
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““SSaayy  oonnllyy  wwhhaatt  

yyoouu  wwaanntt   rreeppeeaatteedd,,

wwiitthhoouutt  aallll   

tthhee  aaccccoommppaannyyiinngg

ddeessccrriipptt iioonn,,   eellaabboorraattiioonn,,

aanndd  bbaacckkggrroouunndd..””
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Competition is fierce at present and so we have to reduce costs
everywhere we possibly can. We’ve done this in twelve different
areas which I’d be happy to share with you, the Christmas party
being one of those twelve.” 

In this example the message you are sending is the one which you
want to be repeated, one which provides context and rationale, and
enhances understanding. It’s not, however, the specific answer to the
specific question, but it does ensure that what’s repeated is what you
want communicated.

2. Long messages will inevitably be shortened. People cannot remember
everything you said; and they will take out what they think is
important and repeat only that. 

In order to manage this proactively from your point of view you need
to keep what you say short, and present only one message at a time.
In essence, say only what you want repeated without all the
accompanying description, elaboration, and background thinking.

3. People seem to remember negatives much more than positives!
When you use negatives in your language and your messages these
are strong, and often repeated. “I will not go” and “I will go tomorrow”
are often both repeated as “He’s not going,” despite the fact that in
the second case you did not use a negative and gave more information.
It just seems that human nature is biased towards shrinking the
message down and putting it into a negative context. This trait is seen
when individuals are asked to list both the things that could go wrong
and the things that could go right in a given circumstance. Inevitably
the list of things that could go wrong is significantly longer!
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““SSttoorr iieess  ggeett  rreeppeeaatteedd;;

ffaaccttss  oofftteenn  

ggeett  ffoorrggootttteenn..””
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In order to proactively address this, present your messages without
negatives wherever possible. It’s often very difficult and takes
practice, but it does make the message more effective and it influences
what’s repeated. “Did you like the red car?” is better answered by
saying “I much prefer the blue car” than by saying “No.” 

4. If what you say is interesting it is more likely to be repeated the way
you presented it than if you said something that is boring, dull and
uninteresting. In this latter case it’s highly likely that your message
will be distorted to make it more interesting, or embellished to add
spice. It’s much more effective if you add the interest so that is what’s
communicated. Very often an analogy, or an illustration can add the
necessary interest to an otherwise dull topic.

Referring to an earlier example, the speaker could say “The cost of
last year’s Christmas party was the same amount we pay to keep five
people employed for a year. We felt it was more important to keep
those people employed.” This brings context to the message, adds
interest and relevance to the listener, ensures greater understanding,
and results in a more effective message being repeated in the
company than simply “They’re trying to cut costs again and so took
away our Christmas party.” Adding interest is a powerful way to
control what’s repeated.
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““‘‘DDiidd  yyoouu  ll iikkee  tthhee

rreedd  ccaarr??’’   iiss  bbeetttteerr

aannsswweerreedd  bbyy  ssaayyiinngg

‘‘ II   mmuucchh  pprreeffeerr  

tthhee  bblluuee  ccaarr’’   

tthhaann  bbyy  ssaayyiinngg  ‘‘NNoo..’’””  
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5. Short stories, especially personal ones, also significantly enhance
communication and influence what’s repeated. Throughout history
people have passed on stories about their families, personal histories,
and traditions. Repeating folklore from generation to generation is
one of the most important aspects of the family history. Stories get
repeated; facts often get forgotten.

Another response to the question about Christmas parties could
include a story as follows, “Some weeks ago I was shopping at the
local department store and noticed proudly that our product was
displayed beside our competitor’s product. I was especially pleased
to see how many more features our product had compared to those of
our competitor. Interestingly, a customer came to the counter while I
was standing there with a competitor’s product in her hand. She
bought the competitor’s product! As I stood there five other people
did exactly the same thing. I found this particularly distressing since
we have just launched our new product and it seems to be so much
better than what all the others have.

“When the seventh person did the same thing as I stood there
watching, I had to ask her why she had made that choice. Her
response was ‘I like the other product better, but this one’s cheaper.’ I
realized consumers are now placing a much greater value on price
than they ever did before, and are willing to forgo some of the
features which they like in order to get a better price.”
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““OOfftteenn  aann  aannaallooggyy,,   

oorr  aann  ii ll lluussttrraattiioonn,,   ccaann  

aadddd  iinntteerreesstt  ttoo  aann

ootthheerrwwiissee  dduullll   ttooppiicc..””
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“If we are to capture the hearts and pocketbooks of the consumer we
have to provide a product with better features and a lower cost. Then
we’ll scoop the market. As a result of that Saturday shopping trip I
came back and looked for every possible way we could reduce costs
without sacrificing people’s jobs. The Christmas party was one of
twelve things which we can do immediately to reduce costs – so the
next seven customers buy our product!” 

Telling stories is a great way to make communication memorable, and
so be repeated as intended.
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FFUUTTUURREE

““CCuurrrreenntt  pprroojjeeccttiioonnss    sshhooww

tthhaatt.. ....””

PPAASSTT

““LLooookkiinngg  bbaacckk  ––  eexxppeerriieennccee,,

oorr  hhiissttoorryy,,   oorr  rreessuullttss  cclleeaarrllyy

sshhooww  tthhaatt.... ..””

BBee  ssuurree  iinn  aallll   ccaasseess  ttoo  mmaakkee  cclleeaarr  

wwhhiicchh  ccoonncclluussiioonnss  ccoommee  ffrroomm  oobbsseerrvvaabbllee  ffaaccttss  aanndd

wwhhiicchh  ccoommee  ffrroomm  ccoonnssiiddeerreedd  ooppiinniioonn..

TThheenn NNooww

LLaatteerr

PPRREESSEENNTT

““AAnn  aannaallyyssiiss  ooff  ccuurrrreenntt  ffaaccttss

aanndd  ooppiinniioonnss  lleeaaddss  ttoo  tthhee

ccoonncclluussiioonn  tthhaatt.... ..””
TThheenn AAfftteerr

NNooww

Select the most appropriate from these 
possible approaches.
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When you are working hard to persuade someone else to accept what it
is that you have to say, there are three very effective approaches from
which you may choose – or even use a combination of all three.

The past: In order to make your point it’s possible to reference what has
gone before. This is a way of looking at history, bringing in what has
been done before – perhaps in the form of an anecdote, statistics, or
previous results.

The power of this approach is that we tend to get in the future what we
got in the past if we follow the same path.  Consequently as we look at
the past it is likely that the future can be anticipated, and therefore the
outcome foreseen.

As a result an individual wishing to persuade another can do so by
referencing previous or historical data, and demonstrating how it can be
projected to predict the desired outcome. 

The present: In this case there is little historical data available, but there
is a great deal of current fact or information at hand. This material can
be analyzed, and an interpretation arrived at which leads to the
conclusion. When persuading another a comprehensive and accurate
analysis of current data can be a very effective way of bringing someone
to your way of thinking.

In the present there is less predictability of results than from the past;
but as circumstances are constantly changing, very often looking at the
past might not lead to the right conclusion. Past information must be
tempered with judgement drawn from the present realities. 
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““YYoouurr  eeffffeeccttiivveenneessss  

iiss  oofftteenn  eennhhaanncceedd  bbyy

iiddeennttiiffyyiinngg  cclleeaarrllyy,,  uuppffrroonntt,,

wwhhiicchh  ooff  yyoouurr   tthhoouugghhttss  

aarree  rrooootteedd  iinn  ffaacctt,,   aanndd  wwhhiicchh

aarree  yyoouurr  

ccoonnssiiddeerreedd  ooppiinniioonnss..””
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The Future: Visionaries have the ability to anticipate what will come
in the future as a result of looking at things in the present. If this future
can be accurately predicted, it then provides a strong basis from which
to make recommendations in the present. In some cases future
predictions are quite straightforward (e. g. those based on demographics),
in other cases they’re much less clear (eg. those based on current opinion).

In those instances where you have a firm conviction of what the future
will be, based on your present observations, and you believe you can
present an accurate chain of events from the present to the future, and
thereby accurately predict what will occur, then this is a powerful
argument for galvanizing action in the present, with reference to what is
foreseen in the future.

It is clear when looking at these three possible approaches to persuading
others that in some cases fact provides the basis for the discussion and
in other cases opinion provides the basis. Your effectiveness is often
enhanced by identifying clearly, upfront, which of your thoughts are
rooted in fact, and which are your considered opinions.
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Real Deadline

Delayed
Deadline

DDeeaaddlliinnee

TTiimmee

NNuummbbeerr  ooff

CCoommpprroommiisseess

CCoommpprroommiisseess  ooccccuurr  aass  tthhee  ddeeaaddlliinnee  aapppprrooaacchheess……

Time

Time

Real Deadline

Artificial
Deadline

C
om
pr
om
is
es

C
om
pr
om
is
es

11 .. AArrtt iiff iicciiaallllyy  aaddvvaannccee

tthhee  ddeeaaddll iinnee  ttoo  ggeett

aaggrreeeemmeenntt  ssoooonneerr

22.. DDeellaayy  tthhee  ddeeaaddlliinnee

iiff  aaggrreeeemmeenntt  sseeeemmss

ttoo  bbee  nnoott

ffoorrtthhccoommiinngg
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When attempting to persuade others time is a key variable that can work
to your advantage or disadvantage. 

If there is a deadline to which both parties have agreed, then human
nature is such that significant give-and-take does not usually occur until
you approach the deadline. In the early portion of the discussion, whether
it’s minutes, days, weeks, or even months, then somehow the parties
feel that there is “lots of time,” relatively speaking, and so use that time
to present points of view, and clarify perspectives; not to compromise.

This early stage is an important time, because it is a period in which
both parties can exchange information and seek to understand one
another; but it is not usually a time when significant decisions are made.
They are made as the deadline approaches. The closer the parties get to
the deadline the more willing they are to make decisions, and, if
necessary, attempt to work out compromises, provide concessions, or
come to some resolution. They know that once the deadline arrives the
opportunity for further agreement, discussion, or resolution will be past.

In light of this there are two ways in which you can be more persuasive. 

1. Attempt to create an artificial deadline in advance of the real
deadline. This will tend to get agreement sooner. For example, if a
contract expires at the end of May and both parties agree that they
will have a contract in place by the end of February, then this is an
artificial deadline and one which both have agreed to. It becomes the
new “deadline” and so people will often move forward sooner
towards resolution and concession behavior, which would not
normally have occurred until sometime later.
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““IIff  tthheerree  iiss  aa  ddeeaaddll iinnee  

ttoo  wwhhiicchh  bbootthh  ppaarrttiieess  hhaavvee

aaggrreeeedd  tthheenn  hhuummaann  nnaattuurree  

iiss  ssuucchh  tthhaatt  ssiiggnniiffiiccaanntt

ggiivvee--aanndd--ttaakkee  ddooeess  nnoott

uussuuaallllyy  ooccccuurr  uunnttii ll   yyoouu  

aapppprrooaacchh  tthhaatt  ddeeaaddlliinnee..””
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Similarly one individual could move a deadline forward in an
artificial fashion, for example by not being available just prior to the
final deadline; they might have to leave the city early, or not be
available on the weekend, or, in a shorter time frame, have to attend
an unscheduled meeting which cuts short the amount of time that was
thought to be available. Each of these kinds of actions move the
deadline forward in an artificial fashion and so drive forward the
concession behavior. 

In most cases this artificial deadline is just that – artificial. Once the
concession behavior has occurred at this new deadline then there is,
in fact, time before the real deadline, if additional compromise would
benefit the outcome.

2. If the concession behavior, or anticipated compromise, is not
forthcoming then attempt to delay the deadline. Very often deadlines
which are set are themselves a compromise and can in fact be changed.

By delaying the deadline, some concession behavior or attempts
at resolution or compromise may still occur after what was the
original deadline.

In order to persuade others be very conscious of the role of time as it
relates to your ability to persuade, seek compromise, or resolution.
By adjusting the deadline you increase your ability to affect the
outcome, and so your ability to be successful in persuading the other
party of your point of view.
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TTrruusstt

IInnffoorrmmaattiioonn

TTrruusstt  iinnccrreeaasseess  aass  iinnffoorrmmaattiioonn  iinnccrreeaasseess  ssoo……

11.. PPrroovviiddee  iinnffoorrmmaattiioonn

eeaarrllyy  wwhheenn  ttrruusstt   

iiss  iimmppoorrttaanntt

22.. DDeellaayy  pprroovviiddiinngg

mmeeaanniinnggffuull  iinnffoorrmmaattiioonn

wwhheerree  tthheerree  iiss  mmiissttrruusstt

A
m
t. 
of
 In
fo
rm
at
io
n

A
m
t. 
of
 In
fo
rm
at
io
n

Time

Time

High trust generated

Low trust situation
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Information is crucial to building trust, and so over time as information
passes between the two parties, so does trust. As you seek to persuade
others there is great value in managing the flow of information and so the
degree of trust that occurs, and thereby your ultimate ability to be persuasive.

Given that trust increases as the information increases, there are two
things which you need to focus on if you seek to be more persuasive.

1. When it is important to build trust, provide the information early. 
There are times when trust is not a crucial element in being
persuasive so that providing information may in fact work against
you. However, in those cases where in your judgement you would be
more persuasive if there were greater trust between you and the other
party, or parties, then there is a need for early information flow. I
emphasize the word flow because the information must flow both
ways. If all you do is provide information, and receive none in return,
then there is no mutual trust established, which is a poor foundation
for long-term trust and the persuasion that follows.

When you are providing information it needs to be provided in “bite
size” bits and not all at once. Trust is generated when information is
exchanged and so there should be a constant flow of “packets” back
and forth until ultimately all the packets are delivered. If this
information flow happens early, well in advance of the deadline, then
there is strong trust and clarity on both sides regarding the
information relative to the issues at hand. This then allows you to be
more effective, given that the other party will now have a greater
degree of trust in your point of view and subsequent conclusions.
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““TTrruusstt  iinnccrreeaasseess  

aass  tthhee  aammoouunntt  ooff

iinnffoorrmmaattiioonn  sshhaarreedd

iinnccrreeaasseess..””
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2. In the case where there is mistrust initially, then adding additional
information may only serve to fuel that, as it will also be mistrusted.
In this case information should be delayed and not provided as early.
Wait until the issue that generated the mistrust is addressed.
Information relative to illuminating and eliminating the mistrust is
good and should be provided to address the problem of mistrust. 

In low trust situations attempt to provide whatever information you
can, and elicit whatever’s possible from the other party, to move from
a sense of mistrust to one of trust. Then you are in a position where
you can provide additional information to now rebuild trust; which
will in turn allow you to be persuasive.

Because information is indeed power, providing it to another gives them
power, and receiving it gives you power. However, with this transfer of
power is also a transfer of trust, and as individuals come to trust you
increasingly, then it will be easier for you to persuade them to accept
your point of view. Use this information flow judiciously and
appropriately to achieve the objective.
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$$

TTiimmee

YYoouurr  eeaarrllyy  iinnddiiccaattiioonnss  sshhoouulldd  bbee  ccoonnssiisstteenntt  wwiitthh  

yyoouurr  ffiinnaall  ddeessiirreedd  oouuttccoommee,,  ssoo……

11.. CCoonnttrrooll   tthhee  ccoonntteenntt   ooff  

yyoouurr  iinnffoorrmmaattiioonn,,  ttoo  ssiiggnnaall

yyoouurr  ff iinnaall  iinntteenntt  eeaarrllyy  oonn

22.. AAll llooww  aaddeeqquuaattee  ttiimmee  ffoorr

tthhee  ffiinnaall  iinntteenntt  ttoo  bbee

““pprreeddiiccttaabbllee””  ((aanndd  ssoo

mmoorree  aacccceeppttaabbllee))

$
Time

A narrowing gap

$ Time

Time elapsed

For Example: Negotiating the sale of a house.

$ 410,000

Your bottom line

$ 435,000

$ 420,000

$ 415,000

$ 412,000

AA  nnaarrrroowwiinngg  ggaapp
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When persuading others it is important to understand what their final
position is likely to be, as well as to send signals regarding what your
final position is likely to be. For example if you are negotiating the sale
of a house, you would not start with a first price of $500,000 and then
jump to a price of $100,000, because the buyer would feel as though
you were either untrustworthy, trying to gouge them initially, or trying
to unload something with which there is a serious problem!

Rather, you would start at a price which you hope to get, and then
slowly move down to your bottom line, the lowest price which you
could afford to take. This is a narrowing gap, and the rate at which the
gap is narrowing is an indication of your final position. If you were to
start at $500,000, narrow to $498,000, and then $497,500, it’s pretty
clear that you don’t intend to move too far off the original $500,000,
because the gap is not narrowing significantly over time.
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““YYoouu  nneeeedd  ttoo  eennssuurree  

tthhaatt   yyoouurr  eeaarrllyy

iinnddiiccaattiioonnss  aarree  ccoonnssiisstteenntt

wwiitthh  yyoouurr  

ffiinnaall  ddeessiirreedd  oouuttccoommee..””
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Within the context of your communication with others, you need to
ensure that your early indications are consistent with your final desired
outcome as you seek to persuade them to adopt your point of view.
There are two things on which to focus in attempting to achieve this.

1. Control the content of your information so that you signal your
final intent early. If you are proposing something radical, but are
willing to come off that position to something more conventional as
long as you get agreement, then in your early efforts to persuade
move from the radical to the conventional in reasonable and
predictable steps.

If on the other hand you are unwilling to move from the radical but
are willing to make minor modifications or “tweak” it, then signal that
early on in your discussions by holding to the more radical stance. 

The key objective is to ensure that early in your discussion, as you
demonstrate movement from your original position to your final
position, you signal your final intent appropriately. Don’t jump
quickly to the end; nor move so slowly that the individual believes
that you are approaching the end, when in fact you are just making
one more of your (too) many small steps! Place your position of
compromise in an appropriately narrowing gap so that you move
from your initial thought to your final thought within a time frame
that is acceptable to both parties, and lead them, so to speak, down
the path to your final conclusion.
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““TToo  bbee  ppeerrssuuaassiivvee  

yyoouu  nneeeedd  ttoo  bbee  sseennssiittiivvee  

ttoo  tthhee  tthhiinnkkiinngg  aanndd

ppoossiittiioonnss  ooff  ootthheerrss..””  
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2. Often individuals have difficulty moving quickly to a new position,
a new point of view, a decision, or in response to some change. They
need time. Consequently you need to give them this time. 

One of the ways of doing this is to begin with an initial position
which is elevated, or more advanced then your final position. As you
then move to your final position you allow time for them to come to
grips with the new idea, concept, pricing, or whatever is the issue to
be considered and assimilated by the other party. You are providing
the time which they require to absorb this suggestion, idea, or
position and become accustomed to it. 

If your timing is correct, by the time they have come to grips with the
concept it has been presented in a way which they find acceptable.
You have modified it over this time period, and so you will then be
successful in persuading them of your position.

Understand that to be persuasive you need to be sensitive to the
thinking and positions of others. They are influenced by time,
information, and also their own thought patterns. In order to help
them, and give them time to align their thought patterns with your
intent, ensure that you demonstrate the compromises you are willing
to make in a predictable fashion, so that your final intended position
is well received and “as predicted.”
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TThheerree  mmuusstt  bbee  mmuuttuuaall  ggaaiinn  oonn  tthhee  ssiiddee  ooff  bbootthh  ppaarrttiieess,,  ssoo::

11.. EEnnssuurree  tthheerree  iiss  ggaa iinn

ffoorr  tthheemm

22.. ““SSppeell ll   oouutt””  tthhee  vvaalluuee

ooff  tthhiiss  ggaaiinn

T
he
ir
  g
ai
n

Time
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As you seek to persuade others you need to be very mindful of the need
for mutual gain. The parties with whom you are dealing will have their own
interests, agenda, and desired outcomes. You must bear these in mind.

Mutual gain for both parties allows them, as well as you, to walk away
feeling as though this was a successful encounter, and one which they
can support and about which they can be enthusiastic. In order to
accomplish this you must bear mutual gain in mind.

In order to accomplish this you need to focus on two issues.

1. You need to ensure that, over time, as you approach the deadline,
that there is gain for them. They will naturally be seeking this for
themselves, but if you make it a personal priority as well, then you
may be in a better position to control the degree of gain, and ensure
that it is consistent with your own objectives. 

2. As they are making gains ensure that you courteously point these
out, or keep track of them for them. This will serve to reinforce the
fact that they are indeed making headway, and that they are achieving
their own objectives.

If, for example, you wish to introduce a certain policy within the
organization, and they wish to retain a certain degree of control, then
as you point out the various principles of your policy, indicate the
way in which they are retaining control, or gaining as a result of the
policy. Some of these may appear self-evident or trivial but they are
nonetheless important, as they allow you to satisfy their concern about
control, and show how your proposed policy addresses these concerns. 
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““TToo  ttaakkee  yyoouurr

iinniittiiaattiivvee  ffoorrwwaarrdd,,

bbee  sseennssiittiivvee

ttoo  tthheeiirr  nneeeeddss..””  
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In seeking to be persuasive bear in mind the needs of the other side.
Take your initiative forward, and attempt to enlist the necessary buy-in,
but not in a fashion that forces it on others. Rather, be sensitive to their
needs and seek to meet these while at the same time achieving your
objective. If you do this you will be significantly more persuasive than
with the sledge hammer method.
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Harnessing the Power of Vision

KKNNOOWW  WWHHEERREE  YYOOUU’’RREE  GGOOIINNGG    
OORR  WWHHEERREE  YYOOUU’’RREE  TTAAKKIINNGG  OOTTHHEERRSS

CCUURRRREENNTT
PPLLAACCEE

AA..    DDeessccrriibbee  hhooww  iitt  wwii ll ll   llooookk

BB..    DDeessccrriibbee  wwhhaatt  iitt  wwii ll ll   ffeeeell

ll iikkee  ttoo  bbee  tthheerreeThis meets an
intellectual need

This meets an
emotional need

The vision
for what will be

CClleeaarrllyy  ddeeffiinneedd,,  iinn  tteerrmmss  

ppeeooppllee  iiddeennttiiffyy  wwiitthh,,  oorr

tteerrmmss  tthheeyy  aarree  aaccccuussttoommeedd

ttoo  uussiinngg

UUssiinngg  ssiimmii llaarr   tteerrmmss::
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KKNNOOWW  WWHHEERREE  YYOOUU’’RREE  GGOOIINNGG    
OORR  WWHHEERREE  YYOOUU’’RREE  TTAAKKIINNGG  OOTTHHEERRSS

It’s important to explain to people exactly where they’re going. This
creates a comfort in them, as well as allowing them to get their thoughts
and energy focused in the desired direction.

The first step to accomplishing this is a clear statement of where we are
now. In the case of someone about to climb a mountain, it’s obvious that
“we’re now at the bottom and we’re going to the top.” However, in the
course of day-to-day activity it’s often not so clear! 

A clear statement should also include some form of measurement if at
all possible. For example: in a competitive situation one might describe
the current position as, “Market leader with a forty one percent share;”
or in a non-profit service area, one might the describe the current
position as, “Being not well known with donations coming in from six
percent of the local community.”

Sometimes the current position is extremely bad, but is not realized to
be so. In that case it’s insufficient to simply make clear the current
position; you also must create dissatisfaction with the current position,
otherwise people may be unwilling to move in a new direction.

Once the current position is clear, the statement of where you’re going,
and a description of what it will be like when you arrive there, becomes
crucial. This excites people, and provides motivation for movement; it
also provides clarity for people, which allows focus for individual
activity and energy. 

When making it clear where you’re going, it’s important to describe the
finished product; for example, “We will have thirty-seven percent
market share,” preferably using the same terms and measurements that
were used to describe the current position. 
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““TThhee  aacctt  ooff  ddeessccrriibbiinngg  

wwhhaatt  iitt  wwii ll ll   ffeeeell  ll iikkee  wwhheenn  yyoouu

aarrrriivvee  aatt  yyoouurr  ddeessttiinnaattiioonn  

hheellppss  ppeeooppllee  ttoo  sshhaarree  

yyoouurr  vv iissiioonn,,  aanndd  uunnddeerrssttaanndd  

wwhhyy  iitt  iiss  ssoo  iimmppoorrttaanntt  

ttoo  mmoovvee  ffrroomm  

tthhee  ccuurrrreenntt   ppoossiittiioonn..””
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This has the added benefit of allowing you to track progress using the
same measures with which people are already familiar, until you
ultimately achieve the desired objective. Measures don’t have to be in
numbers all the time, they can be qualitative such as “morale,” “how we
feel,” and “satisfaction.” 

The act of describing what it will feel like when you arrive at your
destination helps people to share your vision and understand why it is
so important to move from the current position. When they understand
that: “When we get there we will be able to celebrate our position as
market leader, with enough revenue to begin to invest in the future and
therefore not only create new products but also provide a greater
measure of job security,” then they can get really excited about the
outcome. It is often not that easy to articulate what the final position
will feel like, but the leader’s responsibility is to spend enough time
doing so that those who hear the message can identify with the outcome.

Describing how it will look in quantitative and measured terms,
preferably the ones used to describe the current position, satisfies the
intellectual need for clarity. Describing what it will feel like satisfies
the emotional need, which is crucial to really harnessing enthusiasm.

This same principle applies when providing direction within a family.
The present situation could be the need to clean the garage. The
statement of the current position is one which outlines the difficulty of
parking the car, and the mess caused by the bicycles, the skis and all the
junk on the floor. A description of the finished product would describe
racks for the skis, hooks for the bicycles, and a clean floor, etc. The greater
the detail, the better. This helps everyone to share the vision for the finished
product, and allows them to work towards achievement of that goal.
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WWHHEENN  CCOOMMMMUUNNIICCAATTIINNGG  VVIISSIIOONN,,  BBRRIINNGG  BBOOTTHH
IINNTTEELLLLEECCTT  AANNDD  PPAASSSSIIOONN  ((EEMMOOTTIIOONN))  TTOO  BBEEAARR

IINNTTEELLLLEECCTT

PPAASSSSIIOONN

“I need to understand: 
why, what, where, etc.”

“I need to believe, 
to personally commit”

YYOOUURR
DDEESSIIRREEDD
OOUUTTCCOOMMEE

Intellect and passion are two great forces which can be 
harnessed to influence outcomes.

They are very different, and so need to be 
handled differently. However, don’t neglect one simply 

because the other is “your strength.”
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You’re about to sit down to a beautifully prepared, piping hot dinner of
your favorite meal when the phone rings. Just before that first bite is
taken you replace the fork, rise and answer the phone. You hear an
individual with an opening line something like this, “I apologize for
calling you at dinner time but I wanted to be sure to get you in – would
you care to buy some light bulbs?” Chances are at this point you are
rather distressed, say, “NO!”, hang up forcefully, and return to your now
somewhat colder meal. 

Replay the above scenario right up to the phone call when, instead of
the description above, the voice says, “Hi son. Your father just fell and I
think he’s broken his arm. Could you come over and drive us to the
hospital?” In this case chances are all thoughts of the meal vanish and
you are immediately galvanized into action, with no distress at having
your dinner interrupted. 

The difference between the first and second scenario is the degree of
personal emotion involved. 

In the first case there was no emotional involvement with the light bulb
seller, and in fact probably a greater emotional attachment to eating
your dinner! In the second scenario, the strong emotional tie to your
mother calling with an immediate and pressing need overrode any
concern for the dinner.

Recognize the incredible power to direct and motivate action which is
harnessed when one engages the emotions of others. When providing
direction and focus for future activity be sure to do it in such a way that
it involves the emotions of those whom you are asking to participate.
This allows them to personally commit to the outcome.
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““RReeccooggnniizzee  tthhee  

iinnccrreeddiibbllee  ppoowweerr  ttoo  ddiirreecctt  

aanndd  mmoott iivvaattee  aaccttiioonn  

wwhhiicchh  iiss  hhaarrnneesssseedd  wwhheenn

oonnee  eennggaaggeess  tthhee  

eemmoottiioonnss  ooff  ootthheerrss..””
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However, enthusiastic passion does not address the basic questions of
what, where, when, and why. Doing that is also important, as without a
clear statement of the outcome, the commitment roused by emotion can
easily be lost.

This is often seen in volunteer organizations where the volunteers are
highly committed to the task at hand, or the organization, or it’s values,
or it’s impact on society. However, because the leaders are not skilled in
clear communication or the establishment of readily understood objectives,
much of the time of that volunteer army is wasted. People can often be
seen standing around trying to decide what to do next; or they’re involved
in tasks which have relatively low pay-back compared to other pressing
needs –  of which they are often unaware. At times large numbers of
people committed to a task are poorly organized and so can impede the
overall progress by inadvertently “tripping over one another.” 

These problems can be readily eliminated by providing a very clear
understanding of what is to be accomplished, by when, how, and where.
The level of detail needed to provide this clarity depends upon the
individual circumstances, but thought needs to be given to ensure the
detail is appropriate if the emotional commitment is to be fully utilized. 
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Fill Vacuums

II   ddoonn’’tt  kknnooww  
wwhhyy  wwee’’rree  ddooiinngg  tthhiiss??

Provide a 
full 

rationale.

CCaann  wwee  
aaffffoorrdd  tthhiiss  aapppprrooaacchh??

Provide a 
full 

financial 
analysis.

DDiiddnn’’tt  wwee  ttrryy  tthhiiss
bbeeffoorree??

Review
history;
explain 
what has
changed.

SSoo  wwhhoo  eellssee  kknnoowwss,,   
aanndd  wwhhoo’’ss  iinnvvoollvveedd??

List those
who are
involved, 
and in 

what way.

HHooww  
wwii ll ll   tthhiiss  aaffffeecctt  mmee??

Anticipate 
and explain
foreseen

consequences
to 

individuals.

II   ddoonn’’tt  kknnooww  wwhhaatt’’ss  
ggooiinngg  oonn!!

Communicate 
very often, 
and fully. 

IIss  tthhiiss  
tthhee  bbeesstt   wwaayy??

Have a 
structured 
periodic 
review
procedure 
in place.
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For an individual to be logically or intellectually committed to a
direction which you are presenting requires that you proactively
identify what answers they may require.

It’s difficult to commit to something that is not well understood, or
which leaves you with several unanswered questions. These questions
and lack of understanding in key areas are “knowledge vacuums” which
create uncertainty and tentativeness in the minds of those you are
leading. As a result, the individual tends to fill these vacuums with
supposition, diverting commitment away from the objective while
attempting to deal with these vacuums.

The solution is to ensure that outstanding clarity and understanding
exists, thereby eliminating the vacuum and allowing the people to focus
their entire energy on the task at hand.

Seven examples of these knowledge vacuums, and how to fill them, follow:

1. “I don’t know why we’re doing this?” – The rationale for the activity
needs to be provided in full, so that the person has a chance to really
appreciate the significance of the goal or challenge that lies ahead.

2. “How will this affect me?” – Individuals are very concerned about
the impact of activities and decisions upon them personally. If this is
clarified up front it allows energy to be focused on the task, by
providing calm, and an appreciation of how the outcome will affect
the individual involved.

3. “Is this the best way?” – Often the approach initiated will undergo
several alterations in the time that follows. The best way to capitalize
on the ability of the people involved to make meaningful
contributions is to have a structured process review procedure in
place that allows them to present their ideas for improvement.
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““FFoorr  aann  iinnddiivv iidduuaall  ttoo  

bbee  llooggiiccaallllyy  oorr   iinntteell lleeccttuuaallllyy

ccoommmmiitttteedd  ttoo  aa  ddiirreecctt iioonn  

wwhhiicchh  yyoouu  aarree  pprreesseennttiinngg

rreeqquuiirreess  tthhaatt  yyoouu  

pprrooaaccttiivveellyy  iiddeennttiiffyy  wwhhaatt

aannsswweerrss  tthheeyy  mmaayy  rreeqquuiirree..””
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4. “Can we afford this approach?” – As we move to more and more
responsibility in the work place, people have a greater appreciation
of the financial cost of activities and are more involved in
questioning to ensure there is a sound financial basis for the activity.
In order to nurture these questions, while at the same time providing
confidence that the approach is fiscally responsible, a simple
approach is to share with the entire group whatever financial analysis
preceded the decision, to allow them the benefit of understanding the
financial viability of an enterprise.

5. “So who else knows and who’s involved?” – Often in the course of
day-to-day urgencies we fail to make clear who else is involved, and what
are their activities and responsibilities. This breeds misunderstanding,
speculation, and promotes rumor. A more effective approach is to
make clear to all involved who else is influencing the outcome and in
what way. This has the added benefit of promoting cross-functional
communication and idea sharing while building a common team with
a common vision.

6. “Didn’t we try this before?” – In cases where an activity or initiative
has its roots in something similar which may have preceded it,
individuals may feel that a previous failure will ensure future failure.
At this point it’s important to review the history and explain how the
current approach differs from the initial efforts, and what specifically
has changed – even if it’s only the people involved – and so provide the
rationale for why it is felt that this next effort has a greater chance of success.

7. “I don’t know what’s going on?” – As projects begin, the high quality
communication with which they were begun can often deteriorate,
and so an increasing sense of “being out of touch” develops. It’s
important throughout any initiative or process to communicate
completely, frequently and openly.
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Getting the emotion engaged requires:

11.. SSppeeaakkiinngg  wwiitthh::

PPaassssiioonn,,  EEllooqquueennccee  aanndd

CCoonnvviiccttiioonn

22.. PPaaiinnttiinngg  aa   vviivviidd  mmeennttaall  ppiiccttuurree

33.. AAnndd  tthheerreebbyy  pprreesseennttiinngg  tthhee

ffoorreesseeeenn  ssiiggnniiffiiccaannccee  ((bbootthh

ppeerrssoonnaall  aanndd  oorrggaanniizzaattiioonnaall))   

ooff  tthhiiss  aacchhiieevveemmeenntt
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Emotion, unlike the intellect, is far less influenced by facts, and much
more so by pictures.

For example, if the objective is to lose weight, the intellect can be
harnessed by designing programs, counting calories, quoting statistics
on life expectancy, taking measurements, etc. But these often have little
impact by themselves in spurring motivation. The emotion can be
harnessed by meeting for lunch once a week with a slim fit individual
who is passionate about the joy of exercise, and excited about the
personal benefits in terms of feeling good and having more energy. The
emotion can also be harnessed by visualizing a new outfit, or going
shopping for new clothes a size smaller, or looking back at photo
albums before the additional weight was added, and so creating within
the mind a desire for a certain look, and level of fitness.

If the emotion can be harnessed to want a certain state or objective, and
be persuaded that the achievement of this state is possible, that powerful
emotional component can then be brought to bear on the outcome.
Leaders who are presenting an objective or vision must communicate
emotion clearly. Explanations need to be passionate, eloquent, and
spoken with conviction. A vivid mental picture needs to be painted of
the final outcome. This “painting of a mental picture” requires
digressing from facts, figures, and statements to attempting to paint in
the listener’s mind, in vivid colour, the image and power of the vision
once achieved. If people can fully picture it for themselves, in
considerable detail, with a personal appreciation of the power of that
vision, then their emotion can be completely engaged.
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““AA  vviivv iidd  

mmeennttaall  ppiiccttuurree  nneeeeddss  

ttoo  bbee  ppaaiinntteedd  

ooff  tthhee  ff iinnaall  oouuttccoommee..””
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The third element (after passionate communication and creating a vivid
mental image) is to make very clear the foreseen significance of
success. For example, a team of social workers assisting the elderly
need to understand the personal difference that can be made in the lives
of those elderly people, the satisfaction which members of the team will
personally derive, and the sense of worth which can be rekindled in the
seniors as the result of the work of the team. Telling anecdotes from
previous experiences with seniors, for example, will go a long way to
helping people appreciate the significance of the activities in which
they are about to embark. 

the book_updated_1109.qxd:the book.qxd  11/11/09  10:57 AM  Page 731



732
LEADING IN TRANSITIONAL TIMES

Providing Leadership to Those Living in a World of Change

MMAANNAAGGIINNGG  CCHHAANNGGEE  ––  TTHHEE  RROOLLEE  OOFF  CCOOMMMMUUNNIICCAATTIIOONN

HHIIGGHH

LLOOWW

When the change
will occur

Degree 
of  disruption
caused by 
the change

TTIIMMEE

TThhee  eeaarrll iieerr  yyoouu  lleeaarrnn  ooff  aann  uuppccoommiinngg  cchhaannggee,,   

tthhee  lleessss  ddiissrruuppttiivvee  iitt  iiss  wwhheenn  iitt   aarrrriivveess..

When you’re told about it
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In a world of change, especially today’s world where the change is so
fast paced, managing change seems always a challenge, a mystery, and
something which is difficult to do.

Managing change can be made much, much simpler by understanding
the importance of communication within the change process.

The reason change is so important to manage is that it affects people.
But if it’s not properly managed then the impact is often negative on
those impacted, resulting in the corresponding loss of productivity or
performance. When change is properly managed then people are
excited about it, and can enthusiastically support it and the anticipated
benefits to the organization.

One of the most powerful ways of managing change is understanding
the role of communication. Usually leaders already have the
information required to effectively manage change within the
organization. And if they don’t have the information, they are in a
position to obtain it. How this information is used, and when,
determines the degree to which change will be effectively managed in
the eyes of those who follow the leader.

Change inevitably causes disruption – that is, change requires that
people behave or respond differently from the way to which they have
become accustomed. It is the anticipated change in behavior that often
causes anxiety. They are not sure what is expected from them, what the
impact will be on them, how they will then have to react, what new
behavioral patterns they will have to set down, and what the
consequences of the changes in the behavior of others will mean to
them. Inevitably, once the change has occurred, over time these things
are better understood and people adapt and a sense of normalcy returns.

the book_updated_1109.qxd:the book.qxd  11/11/09  10:57 AM  Page 733



734
LEADING IN TRANSITIONAL TIMES

Providing Leadership to Those Living in a World of Change

MMAANNAAGGIINNGG  CCHHAANNGGEE  ––  TTHHEE  RROOLLEE  OOFF  CCOOMMMMUUNNIICCAATTIIOONN

““TThhee  eeaarrll iieerr  tthhee  iinnffoorrmmaattiioonn  

iiss  ccoommmmuunniiccaatteedd,,   wwiitthh  

aass  mmuucchh  ddeettaaii ll   aass  ppoossssiibbllee,,   

tthhee  bbeetttteerr   tthhee  cchhaannggee  

wwiill ll   bbee  aaccccoommmmooddaatteedd  bbyy  

tthhoossee  aaffffeecctteedd..   

TThhee  ggrreeaatteerr  tthhee  ddeettaaii ll   tthhee  mmoorree

eeffffeeccttiivvee  tthhee  ccoommmmuunniiccaattiioonn..””
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Given that change will cause disruption, the degree of this disruption
can be minimized with early communication. Individuals who are
notified well in advance of a pending change, and preferably with a
considerable amount of detail regarding the nature of the change and its
impact, will have two responses:

1. Given the fact that the change is a long way away they will feel as
though it has little impact on them at present, and so will neither be
threatened nor disrupted. “It’s out there in the future, it doesn’t affect me
now.” But in fact, knowing that change is coming, they will begin almost
subconsciously to take small steps in anticipation of the change.

The earlier the information is communicated, with as much detail as
possible, the better the change will be accommodated by those
affected. The greater the detail the more effective the communication.

2. As the change comes nearer, their level of anxiety will continue to be
low given that the unknown has become known. Rather than
speculating, worrying about what will be, and imagining the worst,
they will know what will be in place and begin to make mental
shifts accordingly.

Over time as the change event occurs, if constant and comprehensive
communication is occurring on a regular basis, then the transition
from the old to the new will be relatively seamless, rather than
perceived as “change.” 

Needless to say the fundamentals of good communication must be in
place, such as getting and receiving feedback, and responding to
individual needs and requests.
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““TThhee  eeffffeecctt iivvee

mmaannaaggeemmeenntt  ooff  cchhaannggee  

iiss  aa  ttwwoo--wwaayy  pprroocceessss  wwiitthh

bbootthh  ppaarrttiieess  

ccaarrrryyiinngg  rreessppoonnssiibbii ll iittyy

ffoorr  tthhee  oouuttccoommee..””
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Imagine a supervisor coming to you and requesting that they attend a
change management course. On asking why, they inform you that they
just learned that in the next week two of the six people in their
department will be moved to another location, and that many of the
systems on which they had depended were going to be upgraded. Both
they, and the people for whom they are responsible, need help
responding to the degree of disruption that this change was going to
create and they feel that a day at a course would be of help.

If you were to ask how long they had known that these events were going
to occur, and they said they had just found out about the detail, but had
“heard rumors” six months ago that “something was coming” (as is
usually the case), then a “managing change” course is not the answer.

If the individual responsible for that department had met with this
supervisor six months earlier and told them at that time that new
systems were coming, and that two individuals were going to be moved
to another department in six months, then they could have made the
necessary provisions. They could have talked to the two individuals and
helped them address the day-to-day impact on their lives (commuting,
sense of job security, new duties, etc.); and they could have begun to
prepare their staff for the new systems by initiating training for them in
advance of their arrival. None of this happened. As a result they saw the
change as disruptive. 
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““MMaannaaggiinngg  cchhaannggee  

ccaann  bbee  mmaaddee  mmuucchh,,  mmuucchh

ssiimmpplleerr  bbyy  uunnddeerrssttaannddiinngg

tthhee  iimmppoorrttaannccee  ooff

ccoommmmuunniiccaattiioonn  wwiitthhiinn  

tthhee  cchhaannggee  pprroocceessss..””

the book_updated_1109.qxd:the book.qxd  11/11/09  10:57 AM  Page 738



739
LEADING IN TRANSITIONAL TIMES

Providing Leadership to Those Living in a World of Change

MMAANNAAGGIINNGG  CCHHAANNGGEE  ––  TTHHEE  RROOLLEE  OOFF  CCOOMMMMUUNNIICCAATTIIOONN

Had it happened as it should have, then the events would not have been
seen as “change,” they would not have needed a “change management
course,” and they would have effectively managed the transition of a
growing and dynamic environment.

Clearly the manager who knew what was coming would be at fault for
failing to communicate early enough. But the supervisor would also be
at fault in that they should have pushed harder for more information,
seeking to get clarity behind the “rumors” in order to proactively take the
initiative and thereby avoid the disruption which they were now facing.

This is also illustrative of the truth that the effective management of
change, and in fact all management, is a two-way process with both
parties carrying responsibility for the outcome.
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•• TTiimmee  ffoorr  uunnddeerrssttaannddiinngg  

tthhee  rraattiioonnaallee

•• TTiimmee  ttoo  pprreeppaarree

•• OOppppoorrttuunniittyy  ffoorr  QQ  &&  AA

•• OOppppoorrttuunniittyy  ttoo  aaddjjuusstt

•• TTiimmee  ffoorr  ppeerrssoonnaall  bbuuyy--iinn  

ttoo  ooccccuurr

•• PPrrooaacctt iivvee  rreessppoonnsseess

Use early notification and reap the benefits of 
minimizing the negative impact of change.

EEaarrllyy   NNoottiiffiiccaattiioonn

AALLLLOOWWSS

•• PPaanniicc

•• UUnncceerrttaaiinnttyy

•• PPeerrssoonnaall  ddiisseennggaaggeemmeenntt

•• RReejjeeccttiioonn

•• RRuummoorr

•• RReeaacctt iivvee  ––  aanndd  oofftteenn  

eexxppeennssiivvee  ––  rreessppoonnsseess

LLaattee  NNoottiiffiiccaattiioonn

PPRROODDUUCCEESS
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If communication is provided early, in advance of the change process,
then there are considerable benefits.

Individuals have time to understand the rationale for change, to probe,
to question, and ultimately to understand why that change will in fact
occur. Concurrently with this understanding is the opportunity to
contribute to the upcoming change, adding their bank of knowledge and
experience, resulting perhaps in a smoother and more effective
transition than would have been the case if it had simply “come down
from the mountain.”

Individuals need time to absorb new information. They also need time
to question, ponder, and allow that information to germinate and bring
its own fruit to the surface. Allowing people to “become accustomed”
to a new idea, its rationale, and the anticipated consequences goes a
long way towards minimizing the negative impact of change. 

In addition, providing new information allows individuals to prepare.
Often this preparation is physical: moving desks or furniture, acquiring
some training, or establishing new relationships within the organization.
However the preparation time can also be used mentally: to become
accustomed to the idea, to probe and appreciate its value, and predict
the positive impact the change will make on their own personal lives.

Advance notification provides opportunity for ongoing dialogue and
debate. Questions and answers can flow freely. The debate is not about
the decision, but rather about understanding why the decision was made
and how best to implement it. Often this kind of question and answer
discussion brings to light unanticipated consequences of the change
which can then be dealt with in advance, thereby smoothing the transition.
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MMAANNAAGGIINNGG  CCHHAANNGGEE  ––  RREESSPPOONNDDIINNGG  TTOO  IINNFFOORRMMAATTIIOONN

““AAlllloowwiinngg  ppeeooppllee  

ttoo  ‘‘bbeeccoommee  aaccccuussttoommeedd’’   

ttoo  aa  nneeww  iiddeeaa  aanndd  tthhee  

ccoorrrreessppoonnddiinngg  rraattiioonnaallee

ggooeess  aa  lloonngg  wwaayy  

ttoowwaarrddss  mmiinniimmiizz iinngg  tthhee

nneeggaatt iivvee  iimmppaacctt  ooff  cchhaannggee..””
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Picture yourself responsible for an office move and adopting this
communication approach. As a result of the questions which would
come you may uncover several unforeseen issues, such as, for example
not having enough printers per square foot. Perhaps the previous office
had a different floor plan from the new one and the intent was to simply
bring the old printers to the new space without reference to the new
floor plan. In the new office the number of printers would have been
inadequate. True, you would have discovered that fact within three to
four weeks of moving in, but by having a discussion in advance with the
potential users you could avoid additional disruption during those three
to four weeks, and so help to sustain the productivity. 

When individuals are aware of what is coming they have the
opportunity to mentally adjust, and to buy-in personally. Often new
ideas are greeted with skepticism and disengagement by the hearers.
Not everyone enthusiastically jumps into a new concept immediately.
But when time is given to consider the new information, and the
opportunity provided to see others excited about the change, and time
allowed to personally understand it, then individual buy-in will grow
until finally, at the time of the change, the majority of those affected are
committed to its success.

If individuals do not find out about a change in advance then they
can only react. If they find out in advance then they can proactively
initiate, make suggestions, and take action. People much prefer to be
involved in a process than to be passive recipients able only to respond
to the outcome.

If these guidelines are not followed, and notification of upcoming
change occurs at or near the time of the change itself, then a number of
negative responses will be generated among those who are affected.
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““IIff  iinnddiivviidduuaallss  aarree  

nnoott  ttoolldd  aabboouutt  aa  cchhaannggee  

iinn  aaddvvaannccee,,  tthheenn  tthheeyy  ccaann  oonnllyy

rreeaacctt..   IIff  tthheeyy  ffiinndd  oouutt  

iinn  aaddvvaannccee  tthheeyy  ccaann  

tthheenn  pprrooaacctt iivveellyy  iinniittiiaattee,,   

mmaakkee  ssuuggggeessttiioonnss,,   aanndd  

ttaakkee  aacctt iioonn..””
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Often a sense of panic sets in, which, although muted, is still there, and
stems from people losing a sense of security and foundation. They no
longer know how they or their behavior will fit into the new scheme.
Their world around them is changing and they do not know how to
change with it, and as a result have a sense of the “loss of one’s
moorings,” which generates panic as individuals lose sight of their
reference points.

When change is occurring without clarification of the rationale for the
change, or the detail associated with it, uncertainty develops and grows.
People can no longer predict the future with some certainty, and as a
result grow apprehensive and nervous. They begin to spend time
attempting to gain certainty in the changing world. Not only does this
cause unnecessary anxiety but it is unproductive.

Individuals who have not been consulted tend to disengage. They tend
to sit back and take the attitude of “Well, they made the decision; let’s
see if they can make it work.” This does not mean that individuals will
stop working, it just means that their commitment, their personal
conviction that a given approach is vital and must work, is lost. To lose
the engagement of a team, or even an individual, is to lose greatly in
initiative, innovation, and productivity. 

Very often late notification of change results in almost reflexive
rejection. Inevitably they do not have the option of rejecting it
corporately, but internally in their heart of hearts they have rejected the
idea and therefore they are doing nothing to ensure its success. They’ve
been ignored until the last minute and now are expected to respond
enthusiastically. This is very difficult for most people to do, and as a
result they reject the idea as poor, whether or not it is. They are really
rejecting the fact that they have not been consulted and so believe they
are deemed to be of little value.
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““IInnddiivviidduuaallss  

nneeeedd  ttiimmee  ttoo  aabbssoorrbb  

nneeww  iinnffoorrmmaattiioonn..””
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Rumor abounds in the absence of fact, and when notification is not
provided early and clearly, then a natural consequence is that rumor will
step in to fill the vacuum left by lack of information. Concurrently with
this people will then respond to whatever rumors they hear, which will
often have no relevance or reference to the truth. This can create
expensive, and often totally unanticipated and unnecessary disruption
to the organization.

In order to ensure that change occurs seamlessly, provide early
notification!
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CClleeaarrllyy  wwhheenn  ccoonnttiinnuuoouuss  cchhaannggee  iiss  tthhee  nnoorrmm,,  

ccoonnttiinnuuoouuss,,  ccoommpprreehheennssiivvee,,   eeaarr llyy,,   ccoommmmuunniiccaattiioonn  

iiss  ccrruucciiaall !!

OONNEE  
CCHHAANNGGEE

Notify Early

TTWWOO  
CCHHAANNGGEESS

Notify Early

OONNGGOOIINNGG  
CCHHAANNGGEE

The principles of early notification still prevail - 
but for continuous change they must be continuously applied.

Continuous change

Ongoing, frequent,
earliest communication

When the change 
will occur
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We previously discussed managing a change by early notification.
However there are times when the organization is not faced with a single
change event but rather with several events, or even sustained continuous
change. In either of these cases the principles remain the same.

When there is more than one single event, say perhaps two or three,
each needs to be treated as a separate event with the appropriate up-
front early notification and communication occurring for each. Care
must be taken not to confuse the people involved by running all the
communications together; if we do so, people may then be unable to
distinguish which communication applies to which event!

If there are two or more distinct change events occurring, then identify
them, perhaps with a project name, or by location, or manager responsible.
Provide each with a “key-word” so that individuals can immediately
connect the communication with the change event being discussed. Colored
paper can also serve to support this kind of clear communication.

Individuals need to understand what you are talking about. When there
are several continuous events, each one representing a change to the
norm, and all occurring simultaneously, the opportunity for confusion
and misunderstanding is great.

Once clarity is established concerning which communication relates to
which change initiative, then the same guidelines as in the previous
pages apply.
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““CCoommpprreehheennssiivvee

ccoommmmuunniiccaattiioonn  tthhaatt  iiss

pprroovviiddeedd  eeaarrllyy  iiss  tthhee  kkeeyy

ttoo  ggaaiinniinngg  

eemmppllooyyeeee  ccoommmmiittmmeenntt..””
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At one time I was initiating half a dozen major changes to Human
Resources policies and procedures, and failed to distinguish one from
the other. Over the course of about eight months the organization
received what they called a “blizzard” of memos from me regarding
Human Resources. I felt they were responding poorly to my initiatives.
In seeking to understand why, I realized that the initiatives were all
blurred together in the minds of the recipients and so they were unable
to separate one from the other.

Initially their comments seemed unfair to me, since the changes were
all so clear in my own mind. I could not possibly understand how
anybody could fail to see each change as clear and distinct. However I
realized that each individual within the organization had their own
priorities and urgencies, and as a result were not nearly as conversant
with my area of responsibility as I was. I had failed to transmit the
clarity which I saw out into the organization, as a result each additional
piece of communication only served to muddy the waters still more,
resulting in the sense that people were being “snowed under” with
“stuff” from Human Resources.

Once I realized this it was easy to rectify. I provided the organization
with a template that clearly outlined each of the initiatives in its own
box. Then all subsequent communication carried a copy of that
template with the appropriate box highlighted so they could
immediately pigeon hole information around the change initiative into
the appropriate compartment. 
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““IIff  tthheerree  aarree  ttwwoo  oorr  mmoorree  ddiissttiinncctt

cchhaannggee  eevveennttss  ooccccuurrrriinngg,,  

tthheenn  iiddeennttiiffyy  tthheemm,,  ddiissttiinnccttllyy  

ssoo  tthhaatt   iinnddiivviidduuaallss  ccaann  iimmmmeeddiiaatteellyy

ccoonnnneecctt  tthhee  ccoommmmuunniiccaattiioonn  

wwiitthh  tthhee  cchhaannggee

eevveenntt    bbeeiinngg  ddiissccuusssseedd..””
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Within a matter of weeks much of the confusion was cleared up and I
had discovered a valuable tool for the following years, which allowed
me to continually build on each separate initiative without loss of focus.
The organization appreciated it, less disruptive response occurred, and
the change initiatives succeeded.

Extrapolating this further to circumstances where there are not a series
of change events but rather ongoing change, the principles of proactive
communication still apply. The organization needs to be provided with
continuous comprehensive and early communication. In effect an
atmosphere of continuous change is simply one large change project and
needs to be treated as such. If change is seen as sustained over a number
of years then communication concerning this change must be focused,
and a priority. Ongoing continuous sustained change requires ongoing,
continuous and sustained communication, providing the organization
with as much advance information and notification as possible.

If a large sustained change initiative can be broken into component
parts, as I did with the HR initiative outlined above, then this might
also help retain the necessary focus. In either case comprehensive
communication that is provided early is the key to gaining employee
commitment.
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PPRROOVVIIDDEE::

11.. DDEETTAAIILLSS rree::  TTIIMMIINNGG

WWhheenn  wwii ll ll   iitt  ooccccuurr??

22.. SSPPEECCIIFFIICCSS  OONN  CCOONNTTEENNTT

WWhhaatt  cchhaannggeess  aarree  eexxppeecctteedd??

33.. IIMMPPAACCTT  OONN  PPEEOOPPLLEE

WWhhoo  wwii ll ll   bbee  aaffffeecctteedd??

44.. PPEERRSSOONNAALL  CCOONNSSEEQQUUEENNCCEESS

FFOORREESSEEEENN

HHooww  wwii ll ll   II   hhaavvee  ttoo  cchhaannggee??

55.. RRAATTIIOONNAALLEE  FFOORR  TTHHEE  CCHHAANNGGEE

WWhhyy  iiss  tthhiiss  hhaappppeenniinngg??

66.. AACCCCEESSSS  TTOO  RREESSOOUURRCCEESS

WWhheerree  ddoo  II   ggoo  ffoorr  hheellpp,,  ttoooollss,,   wwiitthh  

qquueessttiioonnss,,  wwiitthh  ssuuggggeessttiioonnss,,   eettcc??

77.. VVIISSIIBBLLEE,,   AAVVAAIILLAABBLLEE  LLEEAADDEERRSSHHIIPP

If the manager, supervisor, or leader does not
provide this content, those affected should proactively

seek it out, and as early as possible.

old

new
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Once the commitment has been made to use proactive early
communication as a primary vehicle to help the organization respond
effectively to change, there are seven specific elements which then need
to be included.

1. Timing: The organization needs to determine, in precise detail, the
timing of any particular change event.

Clearly this assumes that the change will take place at a given time;
for example: “The old computers will be replaced with new
computers next Monday,” or “Harry will move to another department
on May 3rd.” Larger change initiatives that do not occur at a point in
time but rather over a longer time frame need to have that
information communicated as well.

2. Content: Exactly what is to happen, and how things will change,
needs to be spelled out. This is an opportunity to provide the
organization with the information they require regarding whether
things will look differently, and if so in what way. 

3. People: “Who will be affected?” “How will they be affected?” “What
difference will it make to their present responsibilities, and even
possibly to their future career?” Answering questions such as this as
it relates to people is crucial. Again it’s important to include everyone
and not fall into the trap of including only those who are “senior.”
Everyone affected by the change has an equally valid interest in
knowing how the change will affect them. Individuals also want to
know how change will affect their colleagues, and to the degree that
you can provide this information without violating confidentiality, or
personal situations, this should also be included.
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““WWhheenn  aann  iinnddiivv iidduuaall   uunnddeerrssttaannddss

wwhhyy  aa  cceerrttaaiinn  iinniittiiaattiivvee  

iiss  ooccccuurrrriinngg  iitt   iiss  mmuucchh  eeaassiieerr  ffoorr

tthheemm  ttoo  bbeeccoommee  ppeerrssoonnaallllyy

ccoommmmiitttteedd  ttoo  tthhee  oouuttccoommee;;

ccoonnsseeqquueennttllyy  ccoommmmuunniiccaattiioonn

ccoonncceerrnniinngg  cchhaannggee  

mmuusstt  iinncclluuddee  aa  ssoolliidd  aanndd  

ccoommpprreehheennssiivvee  rraattiioonnaallee..””
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4. Consequences: In addition to knowing how the change will affect
each individual they will also wish to know what the consequences
will be. That is, once they are clear on what the change will mean to
them, they will wish to know how they will have to respond to that,
and change their own behaviors. They may, for example, need to
operate out of a different geographical location, with a different
computer system, under a different leader, with a different set of
values, or with a different set of priorities. They will want to know
what specific behavioral changes they should expect as a result of
this change. This is particularly important as individuals recognize
that assessment of their performance is dependent on their ability to
meet the expectations that are placed on them, and so early
notification of what the expectation will be allows them to prepare,
and as a result maximize their level of performance.

5. Rationale: Many times people will be told what will occur, but not
why it will occur. Being told what will happen is very important in
allowing people to set clear goals and take the logical next steps.
However, knowing why it happening allows people to go beyond
goals to personal commitment. The ‘why’ is what provides the vision
for the activity.

When an individual understands why a certain initiative is occurring
it is much easier for them to become personally committed to the
outcome; consequently communication about change must include
solid and comprehensive rationale.
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““TThhrroouugghhoouutt  tthhee  

pprroocceessss  lleeaaddiinngg  uupp  ttoo  tthhee  cchhaannggee,,

oorr   dduurriinngg  tthhee  cchhaannggee  iiff   iitt  iiss  aann

oonnggooiinngg  oonnee,,  lleeaaddeerrsshhiipp  

mmuusstt  bbee  vviissiibbllee..   PPeeooppllee  ttaakkee

ccoonnffiiddeennccee  iinn  sseeeeiinngg  tthheeiirr  lleeaaddeerrss

aanndd  oobbsseerrvviinngg  hhooww  tthheeyy

tthheemmsseellvveess  aarree  rreessppoonnddiinngg  

ttoo  tthhee  ccoommiinngg  cchhaannggeess..””
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6. Access: As a result of effective communication, inevitably additional
questions will arise. People want to know where to go for help, further
clarification, or even specific training in anticipation of the change. Clearly
defined routes of access need to be made available to everyone.

Sometimes the access point can be the individual’s immediate
supervisor, sometimes it is the new supervisor coming in as a result
of the change. Often other support areas within the organization,
such as Human Resources or Internal Communication, can be
identified as key access points; if the change initiative is large enough
then an individual or department can even be set up to coordinate
change, and field questions and requests from employees.

7. Leadership: Leaders need to be visible and available throughout a
change initiative. Ideally communication occurs first in face-to-face
form and then in written form. Written text should only serve to
supplement or augment earlier communication that has occurred at a
personal level.

Throughout the process leading up to the change, or during the
change if it is an ongoing one, leadership must be visible. People take
confidence in seeing their leaders and observing how they
themselves are responding to the coming changes. Their accessibility
allows individuals to question and feel confident in raising issues
with the present visible leadership, rather than through some less
personal and perhaps less credible vehicle. As in any initiative,
strong leadership that is in touch with those affected generally
maximizes the chance of a successful outcome.
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““EEffffeeccttiivvee  iimmpplleemmeennttaattiioonn  

ooff  cchhaannggee  rreeqquuiirreess  tthhee

iinnvvoollvveemmeenntt  ooff  aall ll   ccoonncceerrnneedd,,

aanndd  aannyy  iinniittiiaattiivvee  ffrroomm  tthhoossee

rreecceeiivviinngg  ccoommmmuunniiccaattiioonn  

ttoo  sseeeekk  ccllaarriittyy  

sshhoouulldd  bbee  wweellccoommeedd..””
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These seven principles are valid whether they are initiated by those
responsible for the change or not. If it’s not forthcoming then those
affected by the change should take the initiative to go and request this
information, if the culture allows it. 

Effective implementation of change requires the involvement of all
concerned, and any initiative from those receiving this communication
to seek clarity or additional detail should be welcomed. The leadership
may have neglected some element that is required by the organization,
usually not intentionally, but only because they were unaware that it
was of value, or needed. The proactive requests by those affected
provide a safeguard against such omissions.
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TTHHEE  LLEEAADDEERRSSHHIIPP  RRAAIINNBBOOWW

CHARISMA Likeable

CLARITY Able to communicate simply, clearly, and memorably

DIRECTION Has, and expresses, clear goals, and vision

KNOWLEDGE Effectively uses the power that comes from
understanding

DECISIVENESS Takes responsibility for actions and decisions required

CONVICTION Demonstrates perseverance, displaying confidence

DISCIPLINE Consistently executes as promised

APPROACHABILITY Has integrity, and easily adapts to the styles of others

COMPETENCE Demonstrates skill

HUMILITY The ego is under control

10 qualities must  co-exist in world-class leaders, 
and  be in balance.

the book_updated_1109.qxd:the book.qxd  11/11/09  10:57 AM  Page 762



763
LEADING IN TRANSITIONAL TIMES
Ten Qualities of a World-Class Leader

TTHHEE  LLEEAADDEERRSSHHIIPP  RRAAIINNBBOOWW

Those who would strive to be exceptional leaders must also strive to
acquire the following ten qualities. The important objective is the
acquisition of all ten in comparable measure. Having one to the
exclusion of the others can be far less beneficial than having all to a
comparable but lesser degree. This integration of these qualities, “the
having of them in balance,” allows you as a leader to draw on each, and
a combination of each, as required. Whether you lead many people as a senior
executive, or few as a new junior supervisor, striving for skill and balance
in each of these is a key element in becoming an exceptional leader. 

1. Humility: This is the ability to control your ego, not permanently
subdue it. Humility should not be confused with timidity. Humility
is keeping one’s ego in check.

2. Competence: This is the demonstration of knowledge and skill as it
relates to your areas of responsibility.

3. Approachability: Individuals will approach those whom they trust,
that is, those with integrity; and those whose personal style and
manner is flexible rather than rigid. Learn to be adaptable to the
various needs and personalities of others.

4. Discipline: Exercise the required self-disciple to deliver what you
say you will deliver; and behave the way you know you should
behave. Discipline puts feet to intent.

5. Conviction: People will follow those who believe in themselves,
and display conviction regarding the course of action. Assess
carefully how you will lead and then persevere, displaying
confidence and conviction as you lead others towards your goal.
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““WWhheetthheerr  yyoouu  lleeaadd  mmaannyy  ppeeooppllee  

aass  aa  sseenniioorr  eexxeeccuuttiivvee,,   

oorr  ffeeww  aass  aa  nneeww  jjuunniioorr  ssuuppeerrvviissoorr,,

ssttrriivv iinngg  ffoorr  aa  

ffuull llyy  ddeevveellooppeedd,,   wweell ll--rroouunnddeedd  

aanndd  bbaallaanncceedd  sskkiill ll   sseett  

iiss  aa  kkeeyy  eelleemmeenntt  iinn  bbeeccoommiinngg  

aann  eexxcceeppttiioonnaall   lleeaaddeerr..””
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6. Decisiveness: Assess and then act. Take responsibility for your
actions, don’t prepare a barricade or pass blame for your decisions
in times of failure. When you must make a decision, make it.  Make
it decisively, and take responsibility for its outcome.

7. Knowledge: Use your knowledge wisely to promote effective
action; and when in doubt gain the necessary knowledge.

8. Direction: Have clear goals and a clear vision for yourself which
you then pass on to others. It is important that you have clarity
of direction yourself, and the ability to clearly communicate
this direction.

9. Clarity:Your communication needs to be simple and memorable.
People must be able to understand it in your presence, and recall it
in your absence.

10. Charisma: Charisma does not mean the ability to win a popularity
contest, rather it means that you are likable. We all tend to gravitate
to individuals we like, and so as a leader be friendly and likeable.

The integration of these ten qualities, taken together will provide you
with the balanced set of competencies required in an effective leader
and will keep you from over-playing one competency, at a cost to
another. Strive for excellence and strive for balance. 
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