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E D I T O R ’ S  L E T T E R

Decision Review Issue 17, May - June, 2019

Dear Decision Maker,

thIn this 17  issue of  the Decision Review, we turn 
our focus to managing high impact teams as we try 
to show you how to drive employee engagement 
through effective performance management. In 
Decision Feature 1, we present '7 Tips for 
Managing High-Impact Teams' that will guide us 
through the challenges of  managing and leading 
different people brought together from various 
backgrounds to work as a team with common 
goal. These tips are; establish the why, not just the 
what and how; model the behavior you want to 
see; keep communication direct and within the 
group; hold short check-inns before every 
meet ing;  celebrate wins and individual 
contributions; offer the right incentives and 
rewards; and get out of  the office. 

Decision Feature 2 is all about 'Driving Employee 
Engagement Through Effective Performance 
Management' by Courtney Bigony where we were 
made to realize that companies with highly 
engaged employees outperform companies with 
disengaged employees on all accounts, including 
higher profitability, productivity, customer 
metrics and turnover. In Decision Feature 3, the 
focus is on 'Building a Sense of  Teamwork among 
Staff  Members' while Decision Feature 4 says 
'Autonomy is the Best Way to Reward Your Team' 
building on the submission of  Lao Tzu and Tao 
Te Ching that the worst leader is he who people 
despise, a good leader is she who people worship, 
and a great leader is one who makes people say; 
'we ourselves did it.' Decision Feature 5 
admonishes us thus; 'Don't be a Hero; A New 
Take on Teamwork' while Decision Feature 6 talks 

Managing 
High-Impact 

Teams
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about 'Poor Performance Reward and 
Recognition' showing us that the most 
effective tool in a manager's toolkit is coaching. 

The Decision Brief  Case in this edition is on 
'The AI Model: What Kind of  Discussion Type 
Are You?' This model categorizes us into four 
groups, namely; fault finders (who will always 
find fault in your ideas), dictators (who will 
always say no to you and gives no reason), 
school teachers (who will say no and give 
reason), and AI thinkers (who will always say 
yes and still suggest ways for improvement). 
The Executive in this edition is Bola Adesola 
who is saddled with the leadership of  Standard 
Chartered Bank Limited, Nigeria. The brief  
about the life of  this amiable CEO will 
strengthen your hope in the African woman. 
As usual we still present you with Executive 
Jokes in the Strategic Humour section. 

In the Strategic Opinion column, the question 
is 'Could Better Communication Unlock Your 
Company 's  Growth? '  whi le  Strategic 
Repositioning reveals '3 Steps to Help 
Employees Understand Your Objectives and 
Expectations'. Management Tips teaches you 
'How to Turn Underperformer into an Ideal 
employee' revealing that a good leader knows 
how to motivate employees so that they will 
perform at their highest level. Also as part of  
Management Tips, a sort of  self-assessment is 
called for when you go through 'Are You 
Building Leaders for Tomorrow?' 

In the Management Affairs column, we take 
you through '4 Ways to Make Leadership 
Development Part of  Your Company Culture' 
identified as; clearly communicate vision, 
create a culture of  learning and development, 
identify leadership strengths, and encourage 

employees to use their strengths every day. 
Also, we have for you 'Seven Tips to Bring You 
and Your Staff  to Your Full Potentials'. 
Management Decision presents '5 Ways to 
Stop Demotivating Your People' as: stop being 
stingy with your recognition, stop information 
hoarding, stop minimizing the value of  
education, stop thinking big, and stop 
squashing the thinking process. 

The Rethinking Tomorrow section presents 
'Engaging Your Employees; How to Get them 
to Care about their Work' by Paul Glover. Also 
in this column is 'Don't Solve that Problem 
Tomorrow. Do It Right Now' because nothing 
kills companies faster than slow decision 
making and slow action taking.

The newly introduced Strategic Steps column 
features; 'Want to Be a Better Manager? Get a 

Protégé, and the equally new Management 
Ways has 'What Great Managers Do' by 
Marcus Buckingham as our presentation. 

Finally, in this edition, we summarized three 
books in the Book Summaries section. These 
are; The 5 Levels of  Leadership, The First 90 Days, 
and Sink or Swim. With this package, we are 
again hopeful that this edition will make you a 
better Decision Maker, all to the benefit of  
your organization.

Sincerely Yours.

How to Turn Underperformer into an Ideal 

employee' revealing that a good leader knows 

how to motivate employees so that they will 

perform at their highest level.

”
“
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Teams are often thrown together under tight deadlines, making it tough for 
leaders to manage them. These tricks can help.

Tips For Managing 
High-Impact Teams7

ost business leaders can agree that teamwork is important 
for getting anything done. But the agreement usually 
stops there. In many cases, the company's immediate 
needs take over, and there's seldom enough time for deep 
thought about how to actually develop an effective team.

Groups of  people are often thrown together and told to get to work. 
And while many organizations do well when it comes to a team's 
technical aspects, like bringing in people with the right expertise and 
establishing deadlines, the less quantifiable, “people-building” element 
tends to get lost. With a little effort and foresight, though, managers 
and team leaders can avoid some of  the most common problems 
plaguing teams.

1. ESTABLISH THE “WHY,” NOT JUST THE “WHAT” AND “HOW”
We tend not to put maximum effort into things we see as unimportant. 
When a team is assigned a certain project but doesn't have a clear sense 
for why it matters for the company, it's likely that members will work 
merely to pull it off  adequately. You're unlikely to get exceptional, truly 
creative solutions.

M

Harvey Deutschendorf

Decision Review Issue 17, May - June, 2019
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It's crucial that every member agrees they can 
accomplish more working collaboratively 
than they ever could separately.

At the beginning, make sure everyone 
understands the importance of  what you're 
doing and how it fits into the company's 
overall goals. Take time to answer questions, 
and give everyone a chance to talk about how 
they feel about what they're about to 
undertake. Explain why there needs to be a 
team, instead of  everyone working individually 
on separate components. It's crucial that every 
member agrees they can accomplish more 
working collaboratively than they ever could 
separately.

2. MODEL THE BEHAVIORS YOU WANT TO 
SEE
In order to develop trust and cohesion among 
team members, leaders need to demonstrate 
the attitude and habits they want their teams 
to abide by themselves. That includes sharing 
your frustrations and being vulnerable. 
Particularly when projects are daunting and 
fraught with tight deadlines, managers can 
have a tendency to crack the whip. Instead, it 
might be better to send the message that being 
uncertain at the beginning is okay–including 
for team members themselves.

Whatever behaviors you want to encourage, 
it's important you do so by example. This will 
build trust, not just in your leadership, but 
among team members as well. Be open and 
honest about how you'd like everyone to 
work, and make sure those expectations you 
set are reasonable in light of  the task at hand. 
If  you make a mistake, readily admit it and 
take full responsibility.

3. KEEP COMMUNICATION DIRECT AND 
WITHIN THE GROUP
While your superiors may require updates on 
what's going on, leaders should only share 
progress reports with upper management and 
keep team dynamics out of  it. Team members 
will lose trust if  they feel you're reporting back 
on everything that goes on. If  issues arise with 
any individual members, it's your job to pull 
them aside and have a conversation.

Prepare for these discussions in advance so 
you don't come across as angry or accusatory. 
Point out what you've noticed, be ready to 
listen, and come armed with possible 
solutions. For example: “I thought you 
sounded angry when Ryan questioned your 
knowledge of  outsourcing. Tell me more 
about that.” Ask open-ended questions that 
start with, “It sounded to me like . . . ” or “The 
way that came across, I thought . . . “

In addition, only bring up the behavior you 
want modified; Don't make judgments about 
why someone might have behaved a certain 
way unless you see that underlying cause as the 
main issue that needs correcting–in which 
case, focus on that, not just on the incident. 
Don't superimpose your own impressions on 
the situation. It's always possible that what you 
observed wasn't what the team member 
intended. For example, you would never say, 
“Were you angry because you thought Ryan 
was getting more attention than you?”

4. HOLD SHORT CHECK-INS BEFORE 
EVERY MEETING
Kick off  each status meeting with a brief  
check-in to see how everyone's feeling and 
how well they're handling the work. Limit the 

At the beginning, 
make sure everyone 

understands the 
importance of what 

you're doing and how 
it fits into the 

company's overall 
goals.
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time for this and be clear it isn't a personal 
therapy session but a way to get grounded 
before tackling the work that needs to be done. 
It's still a good reminder that your team 
members are individuals who experience 
stress and pressure, and it's important for 
sustaining trust.

This is the time to discuss issues that don't 
necessarily have anything to do with work. It 
might give someone a chance to share why 
they haven't been their usual self. It also helps 
the group leader see if  someone needs a little 
extra support and attention

Team members will lose trust if  they feel 
you're reporting back on everything that goes 
on.

5. CELEBRATE WINS AND INDIVIDUAL 
CONTRIBUTIONS
Celebrate successful steps along the way. For 
example, finishing a report that was well 
received could call for buying a round of  lattes 
or going out for a drink after work. It's 
important to balance recognizing group 
achievements with individuals' unique 
contributions. Various personalities all bring 
different things to the team and impact how 
members work together. The stickler for 
details makes sure valuable information isn't 
overlooked, and the jokester lightens the 
mood, lessening stress at difficult times.

6. OFFER THE RIGHT INCENTIVES AND 
REWARDS
Communicate from the very outset what the 
potential rewards are for successfully carrying 

out the project. These shouldn't only be 
monetary–perhaps it's increased visibility 
with upper management and chances for 
promotion in the future. Or it could simply be 
an opportunity to gain new skills that let team 
members take on higher-level responsibilities 
further down the road. Whatever the 
incentives and rewards might be, make sure 
they're enough to give every team member a 
stake in the outcome.

7. GET OUT OF THE OFFICE
The best way to get to know people you work 
with is to get them away from the office to 
spend some time together. Buckling down on 
a big project day in and day out can create 
superficial barriers that prevent people from 
working together as openly as they could. We 
can often learn more about a colleague in a 
short amount of  time over a meal or a fun 
activity than we might by working with them 
in an office environment for years. That's all 
the more true on close-knit teams, and these 
off-premises interactions can help build 
productive new perspectives among team 
members.

Harvey Deutschendorf  is an emotional 
intelligence expert, author and speaker. To 
take the EI Quiz go to 
theotherkindofsmart.com

Decision Review Issue 17, May - June, 2019
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ow much are disengaged employees 
costing your company? If  we zoom out, 
G a l l u p  e s t i m a t e s  t h e  c o s t  o f  
disengagement to be between $960 
billion and $1.2 trillion per year. So what 
drives workforce engagement and what 
effective management styles can leaders 

use to create an environment where both engagement and 
productivity thrive?

Using leading social science research as our guide, we will 
uncover why the key to employee engagement is highly 
intentional performance management. We will also reveal 
the 3 research backed strategies in effective employee 
performance management and highlight the key players 
involved in the performance management process.

The Intersection of Employee Engagement and 
Performance Management
Companies with highly engaged employees outperform 
companies with disengaged employees on all accounts, 
including higher profitability, productivity, customer 
metrics and decreased turnover. While the benefits of  
improving employee engagement are evident, even with 
this understanding, many leaders aren't clear about the 
performance management strategies that lead to success.

We can learn about employee engagement from leaders 
like Gallup and Culture Amp who say that the top driver 
of  engagement, especially for millennials, is the 
opportunity to learn and grow. New social science 
researchshows that strategic employee performance 

Courtney Bigony

Driving Employee 
Engagement Through 

Effective Performance 
Management

H Companies with 
highly engaged 
employees 
outperform 
companies with 
disengaged 
employees on all 
accounts, 
including higher 
profitability, 
productivity, 
customer metrics 
and decreased 
turnover.
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management allows leaders to impact 
employee development and learning, and 
thereby increase engagement.

A New Approach to  Per formance 
Evaluations
When it comes to evaluating employee 
performance, outdated processes are being 
replaced by new norms. Companies are 
ditching the annual performance review 
(traditionally accompanied by forced ranking 
systems) and revamping their employee 
feedback processes entirely. Here, we will 

outline what science reveals as the 3 non-
negotiable strategies of  an effect ive 
performance management program.

According to J.Lee Whittington, professor of  
management at the University of  Dallas, high 
employee engagement is directly impacted by 
an intentional, well thought out performance 
management program. In his new book, 
Enhancing Employee Engagement: An Evidence 
Based Approach, Whittington highlights 3 non-
negotiable strategies companies need to take 
into account for highly effective performance 
management that  leads to increased 
engagement.

– Clear Expectations: The first step in the 
employee performance management process 
begins when a new team-member joins your 
company. During the first week, it's important 
that the first meeting between manager and 
employee  cen te r s  a round  c l a r i f y ing 
expectations. According to research, in this 
initial meeting, managers should review the 
role description, clarify responsibilities, 
s t anda rd s  o f  eva l u a t i on ,  r e po r t i ng 

relationships, and acclimate the new hire to 
the organizational culture and values.

According to Gallup, only 50% of  employees 
clearly know what is expected of  them at 
work, so there's a huge opportunity for 
improvement here. Clear role expectations 
often begin with a role description and should 
extend to goals for work and key objectives.

– Goals and Key Objectives: Studies have 
shown the effect of  goal setting on employee 
performance for decades. Goals and key 

objectives should be clear, specific and 
challenging and help employees prioritize 
their work. Effectively setting goals and 
objectives at work is not top down, and always 
involves employees in the process.

When employees experience personal meaning through 
a collective purpose, engagement soars.

During the process of  setting goals, managers 
can help their team members connect their 
work to the success of  the company. 
Employees need to clearly see how their role 
contr ibutes to the success of  their 
organizat ion.  According to  Gal lup, 
employees who strongly agree that they can 
link their goals to the organization's goals are 
3.5 times more likely to be engaged. When 
employees experience personal meaning 
through a collective purpose, engagement 
soars.

–  Frequent  Feedback:  Old  school 
performance management typically focuses 
on one employee feedback event, the end of  
year performance review. In Enhancing 

During the process of setting goals, managers can 

help their team members connect their work to the 

success of the company. Employees need to clearly see 

how their role contributes to the success of their 

organization. 

Decision Review Issue 17, May - June, 2019



DECISION FEATURE 2

10

Employee Engagement: An Evidence Based 
Approach, Whittington emphasizes the 
importance of  goal related employee 
feedback provided on a regular basis. In a 
recent conversation Whittington mentioned 
that, “the biggest things teams seem to be 
lacking is regular, concrete, expectations based 
feedback.” Feedback should reflect the role 
expectations set from the start.

Managers can implement programs that help 
them engage in more frequent feedback 
through ongoing and recurring one on one 
meetings. These sessions provide a regular 
venue for staff  recognition, constructive 
feedback, growth and development. One on 
ones also provide the time for managers and 
employees to continually reassess work goals 
and expectations based on the needs of  the 
organization. Although cadence may vary 
with each organization, research shows one on 
ones that occur once a week works best.

The Key Players Involved in Managing 
Performance
A strong employee performance management 
program does not rest on the shoulders of  one 
single person and requires involvement from 
more than just the CEO or other top leaders. 
Whittington notes that among the key players 
establishing a performance management 
program, HR and direct managers have a 
substantial impact. Those individuals must 
work together and partner to develop and 
implement a comprehensive performance 
management system.

HR performance management begins with 
teams designing programs that impact the 
entire employee lifecycle, from an employee's 
first day through onboarding and establishing 
a cadence for regular employee feedback and 
performance evaluation. When it comes to 
managing employee performance, HR teams 
can source Performance Management 
Technology to help implement the types of  
role clarity, goal setting and feedback 
programs that matter most. But a successful 
performance management program cannot 
rely on technology alone.

Well designed employee performance 
management systems will fail if  they are not 
supported by active engagement from an 
employee 's  manager.  The cont inued 
involvement of  management and leadership 
in the entire performance management 
process signals their commitment to the 
i n d iv i d u a l  e m p l oy e e ' s  g r ow t h  a n d 
d e ve l o p m e n t .  U s i n g  p e r f o r m a n c e 
management software, managers help to 
reinforce and sustain the programs they 
devise.

Leaders who are building organizations where 
both organizational performance and 
employee engagement thrive, need to develop 
and maintain effective strategies for managing 
performance. As the research shows, it's 
important to be highly intentional and take 
into account clear role expectations, well 
defined work goals and a methodology for 
receiving and providing ongoing employee 
feedback. Leaders that enable strong 
partnerships between HR and management 
will also benefit most.

Decision Review Issue 17, May - June, 2019
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he term “team” is often used to refer to 
groups that meet over time to 
complete a project and then wind 
down (e.g., cross-functional teams) or 
is used to describe a group that 
operates solely as a team, with the role 
of  leader alternating (self-directed 
work teams), or a traditional staff  that 

meets as a group on an ongoing basis to discuss operating 
issues. Here I am using the word "team" as a synonym for 
“teamwork.”

Many departments do not operate as teams—that is, 
“practice teamwork.” Members may talk to each other at 
the printer or over lunch, and their work efforts may be 
designed to meet the overarching objectives of  the 
department, but these employees' work on a day-to-day 
basis is largely done as individuals, which is unfortunate, 
for many business experts now believe that teamwork is 
critical to organization productivity and profitability.

D o w n s i z i n g ,  r i g h t - s i z i n g ,  r e o r g a n i z i n g , 
reengineering—all are indications of  the pressure on 
organizations to reduce the size of  their workforces. The 
only way to cope with this need to do more with less is by 
working cooperatively in an environment of  respect, 
drawing on all the resources available to get the job done.

Building a Sense of 
Teamwork Among Staff 

Members

T
Downsizing, 

right-sizing, 

reorganizing, 

reengineering—a

ll are indications 

of the pressure on 

organizations to 

reduce the size of 

their workforces. 
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When people work together in an atmosphere 
of  trust and accountability toward a common 
goal, they put aside turf  issues and politics and 
focus on the tasks to be done. This focus of  
resources overcomes barriers, helps to identify 
new opportunities, and builds a momentum 
that leads to three major bottom-line benefits:
1. Better problem solving
2. Greater productivity
3. More effective use of  resources

Jon Katzenbach, author of  The Wisdom of  Teams, 
observes, “There is virtually no environment in which 
teams—if  done right—can't have a measurable 
impact on the performance of  an organization.”

Unless you have built a sense of  teamwork 
among your employees, they will have no 
shared performance goals, no joint work 
efforts, no mutual accountability, which can 
increase productivity. There is also a group of  
softer benefits of  teamwork that greatly 
enhances the workplace:
1. People enjoy working together and 
teamwork satisfies a need for socialization.
2. Working together helps people grow as they 
learn from each other and develop important 
skills.
3. Working together toward a common goal 
provides a sense of  purpose that is motivating 
and fulfilling.

Need I say more about the benefits of  
teamwork?

Team Characteristics
Productive teams usually share many 
characteristics. They have a common purpose 
each member is committed to. They stay 
involved until the objective is completed. They 
care about each other: and, in keeping with 
this, they are concerned about how their 
actions and attitudes affect each other. They 
listen to each other and respect all points-of-
view, and are sensitive to each other's needs. 
And their leaders encourage everyone's 
participation in the decisions to be made.

If  you looked into groups of  employees who 
work as teams, you would see these 
characteristics or traits:

Openness and candor. The more reluctant 
people are to express their feelings and be 
honest with each other, the more likely 
suspicion and distrust will exist. When real 
teamwork is present, team members, because 
they basically trust each other, are more open 
and honest with each other.

Acceptance of assignments. It might make 
each of  us happier if  we could choose all our 
work. However, this is unrealistic. Still, when 
real teamwork exists, team members willingly 
accept assignments. Motivated by peer 
pressure, they also work hard to get their jobs 
done right the first time and to meet 
deadlines.

Understood and accepted goals. A team 
needs purpose, direction, and goals. These are 
accepted by the members of  the team, and 
they work collaboratively to achieve them. 
Their manager has explained the importance 
of  achievement of  these goals in the bigger, 
corporate picture, and team members 
understand why it is so important for the 
goals to be reached. Committed to their 
accomplishment, they assist one another to 
make them a reality.

Progress and results assessed. Teamwork 
requires that members be results-directed as 
opposed to process-oriented. Their focus is 
on their objectives, and their activities are 
directed toward those goals. Periodically, 
under direction of  a leader, the team assesses 
its progress. That knowledge serves to guide 
fu tu r e  t e am ac t i on .  T h i s  i n c l ude s 
identification of  barriers and what can be 
done to rid the team of  them.

Shared trust. In a healthy team, members 
essentially trust one another. Despite 
occasional conflict, members get along well 
and enjoy each other's company. They 
coopera te  and  g e t  the  work  done.
Involvement and participation. There are 
three general types of  people in the world: 
those who do not know or care about what is 
happening, those who watch what others do, 
and those who make things happen. 

Decision Review Issue 17, May - June, 2019



DECISION FEATURE 3

13

Teamwork requires that members be involved 
in their work and participate in team activities. 
What they say and do counts for something.

Many work environments in which teamwork 
is practiced involve team members in decision 
making, practicing participative management. 

The Loner 
How do you handle a talented loner or 
nonteam-player on your team?
You may not have someone like this on your 
staff  yet but you probably will at one point in 
your career, that is, have a territorial, 
introverted, or us-versus-them worker who 
simply doesn't want to be a team player. The 
individual can drag down the team effort, but 
he or she is too valuable to let go. What can you 
do with this loner who exhibits anti-team 
behavior?

You must either create a niche that this non-
mainstreamer can fill successfully and 
productively or encourage the individual to 
modify his or her behavior for the sake of  the 
other members of  the team.

To change the individual's anti-team behavior, 
you might play up peer pressure. Although 
loners may march to the sound of  a different 
drummer, explain that the behavior can cause 
ill will and negative feelings from other team 
members. A change would move this person 
closer to the center of  the group, reduce co-
workers' resentment, and help to eliminate the 
uncomfortable us-versus-them attitude that 
may exist now.

You may also point out the reality of  the 
situation. While praising the individual's 
experience, special skills, and length of  
service, emphasize that everyone is expected 
to embrace a one-for-all, all-for-one attitude. 
Anything less threatens the success of  the 
entire work unit and will jeopardize the 
headstrong employee's job security in a 
corporate culture that revolves around teams.

If  your team is virtual, you should take the 
time to learn specific strategies for leading a 
virtual team with a course or check out our 
free webcast on virtual teams.
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icromanagement is pervasive — research 
shows that 79 percent of  people have been 
victims of  it. But it's not a need for control 
that drives this behavior; it's a need for 
survival. We live in a connected and 
empowered society, where employees want 

autonomy. This is incompatible with the fact that almost 
half  of  all surveyed executives acknowledge having a 
strong desire for power.

This doesn't make them micromanagers in the 
traditional sense, where they observe and control 
everything their subordinates do. Rather, they simply like 
to be seen as experts and authority figures. Employees' 
demand for autonomy creates an existential crisis 
among these executives, who believe their expertise and 
authority are no longer needed.

So executives delegate tasks, but not necessarily authority. 

Is the Best Way to Reward Your 
Autonomy 

TEAM

“The worst leader is he 
who people despise. A 
good leader is she who 
people worship. A great 
leader is one who 
makes people say: 'we 
ourselves did it.'”

— Lao Tzu, Tao Te Ching

M
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Teams own projects but, in the end, have to 
wait for The Boss to make the final call. 
There's a cost to this tactic. Employees wait 
around for the green light rather than moving 
a project forward. They lose excitement and 
commitment in the process.

O n  t o p  o f  t h a t ,  m a n y  c o m p a n i e s 
micromanage employees indirectly by 
expecting them to do things in a specific way. 
The how seems to matter more than the what — 
often for reasons unknown to employees (and 
executives).

Micromanagement is not scalable. If  
organizations want to grow and become more 
agile,  i t 's  crucial  that employees are 
empowered to take the reins.

The Benefits of Autonomy

“Autonomy is the antithesis of  
micromanagement.”
— Joan F. Cheverie

Autonomy is our desire for choice. It's the 
feeling that we manage our own actions. And 
it's not just about the ability to choose — it's 
also about creating the options. There's little 
that even money can do to offset feeling 
oppressed at a job, as described in this Quartz 
piece.

When a workplace enables autonomy:
· People feel more valued: Having a say 

in how things are done creates a sense of  
ownership — employees are committed, 
not just transactional.

· It alleviates negative emotions: 
Neuroscient is t  Steven Maier  of  
Colorado University found that it's easier 
to manage our emotions when we're in 
control. Stressors we can't control are far 
more damaging than stressors we feel we 
have some control over.

· It makes the job more attractive: 
“People were nearly two and a half  times 
more likely to take a job that gave them 
more autonomy than they were to want a 
job that gave them more influence” in 

one study, as reported by Melissa Dahl in 
New York Magazine.

· It drives loyalty: Motivation expands 
when people feel in control, as described 
by Harry E. Chambers in his book, My 
Way or the Highway: The Micromanagement 
Survival Guide.

· It increases productivity: Studies have 
shown that autonomy makes people 
more efficient.

Autonomy Drives Accountability (And Vice 
Versa)
The opposite of  control is not “total 
independence.” Kids are dependent; 
teenagers want full independence. The 
balance lies in being interdependent. Adults value 
autonomy, but they also value other people. 
Autonomy is not total independence — it's a 
collective mindset that increases team 
performance.

Not understanding the critical distinction 
between autonomy and independence makes 
managers afraid of  delegating authority. They 
associate “freedom” with lower performance 
and accountability. Though it sounds 
counterintuitive, genuine autonomy amplifies 
both freedom and responsibility.

To help managers and employees see this, we 
must reframe the reward system at work. We 
need to move from a carrot-and-stick 
approach to an intrinsically motivated 
approach. As Daniel Pink describes in his 
book Drive, we must focus on three elements: 
Autonomy, Mastery, and Purpose.

As Pink explains, our brains are wired to self-
direct. We don't want others telling us how to 
do things; we want to feel in control. We need 
to feel autonomy over our tasks (what we do), 
our time (when we do it), the team (who we do 
it with), and the technique (how we do it). 
Spotify, for example, is organized in small 
cross-functional teams known as “Squads” — 
each has the autonomy to decide what to build, 
how to build it, and how to work together.

Autonomy and accountability are not 
opposing forces that must be balanced. 
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Promoting autonomy encourages people to 
become more accountable to themselves and 
others. It creates a virtuous cycle.

Belonging Drives Accountability
“Great leaders don't want the attention, 
but they use it. They use it to unite the 

tribe and to reinforce its sense of  
purpose.”

— Seth Godin

We are social animals. Our culture is shaped by 
the groups, or tribes, we belong to. In his book 
Tribes, Seth Godin defines a “tribe” as a group 
of  peop le  who share  in te res t s  and 
communication styles. Members of  a tribe are 
connected to one another, connected to a 
leader, and connected to an idea.

Great teams are like tribes. People want to 
connect with a leader and an idea — they want 
to join a mission, not just a job, as I wrote here. 
People want connection and growth. They 
want to be accountable to something larger 
than themselves.

When teams behave like tribes, they increase 
their chances of  success. They become tighter 
and more fluid entities. They become great at 
recruiting and immersing newcomers. They 
also become skilled at identifying and rejecting 
those who lower the bar.

Spotify's “Squads” define their own missions, 
develop their own goals, and how they work 
— they  a re  t r ibes  w i th  end- to-end 
responsibilities.

Godin describes how great leadership creates 
the conditions for tribes to form and thrive: “A 
leader can help increase the effectiveness of  

the tribe and its members by transforming the 
shared interest into a passionate goal and 
desire for change; providing tools to allow 
members to tighten their communications; 
and leveraging the tribe to allow it to grow and 
gain new members.”

When a team becomes a tribe, the role of  the 
leader doesn't lose importance — it evolves 
into something much more meaningful.

Getting Started
How managers introduce a challenge or kick 
off  a new project can encourage the feeling of  
autonomy, or hinder it — and perception 
matters as much as reality.

Here are some tips for leaders who want to 
foster strong, autonomous tribes:
· Recognize that your job is to lead 

people, not to manage tasks. You 
mu s t  wo r k  t h r o u g h  o t h e r s  t o 
accomplish a mission.

· Start small. Promising full autonomy 
and then cutting back on “freedom” not 
only backfires — it erodes trust and 
credibility. It's always better to surprise 
than to overpromise.

· Set expectations up front. For every 
project, be clear on what you want to 
achieve and on the rules of  engagement. 
What's the mission? How much 
accountability will the team have? Will 
they need to check in with you at certain 
stages? If  you have doubts or fears, share 
those with your teams too — change is 
navigating uncertainty. People expect 
leaders to be honest, not to be perfect.

· Be patient. It takes time for a team to 
turn into a high-performing tribe. 
People sometimes turn into “dictators” 
when they receive more power — 

When teams behave like tribes, they increase their 
chances of success. They become tighter and more fluid 
entities. They become great at recruiting and immersing 

newcomers. 
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through time, they'll find balance. Be 
ready for some chaos at the beginning of  
the process.

· Reframe mistakes as lear ning 
moments. To experiment with “new 
ways of  crossing the river,” people must 
make mistakes. Create a habit of  turning 
errors into lessons. At WD-40, mistakes 
are called “learning moments” — they 
can be positive or negative, but are never 
considered bad. Employees openly and 
freely share mistakes because they 
understand that though mistakes come 
and go, learnings stay forever.

· Promote col lect ive autonomy. 
Providing people with more freedom to 
speak and make choices doesn't mean 
they'll do what they want. It's always 
about what's better for the tribe, not for a 
particular individual.

· Focus on the mission. Leading change 
by delegat ing authority involves 
specifying the desired outcome, putting a 
team in charge, and letting them design a 
way to get there. Challenge your team to 
find a way to cross the river rather than 
asking them to build a bridge.

· Focus on accountabilities, not just 
goals. Autonomy and accountability are 
two sides of  the same coin. Expectations 
for each role must be clear and aligned 
with the distributed authority. In 
Holacracy, a self-management practice, 
accountabilities usually begin with an -
ing verb to convey that it's an ongoing 
activity (and not a one-time project or 
action). Check out this post on for more 
on crafting accountabilities.

· Set level expectations. Clarity is critical. 
Educate your team on the power of  

autonomy and how to implement it 
throughout your organization. Most 
importantly, focus on the why: What are 
you trying to achieve?

· S i m p l i f y  y o u r  r u l e s .  M o s t 
organizations build their policies with a 
micromanagement mindset. Take a 
close look at both your employee 
handbook and the unwritten rules you 
mention in meetings. Is everything 
forbidden unless it is permitted? Or is it 
e ve r y th ing  a l l owed  un l e s s  i t ' s 
forbidden? General Motors' CEO 
narrowed down its dress code policy to 
just two words: “dress accordingly.”

· Include your team along the way. 
Promoting autonomy with a top-down 
approach would be ironic. Your team 
should be involved from the beginning, 
especially when setting up expectations, 
clarifying the problem to be fixed, and 
aligning on the ideal outcome. Early 
involvement not only minimizes 
resistance and noise down the line, it 
promotes ownership.

Autonomy is more rewarding than money. 
People want to join a mission and become 
part of  a tribe, not to be told how to work. 
They want to be the source of  their own 
action.

Letting go of  power may make many leaders 
nervous, but micromanagement is what really 
hinders an organization's potential. It cannot 
be  sca led .  The  same app l i e s  when 
implementing autonomy at your company: 
there's no universal solution, no one-size-fits-
all method for developing strong, agile, high-
functioning tribes. Every company must find 
its own way.
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ssembling a team of  stars and 
he roe s  s e ems  l i ke  g ood 
business. Surely a group of  
brilliant contributors should 
s u c c e e d  a n d  d e l i v e r 
outstanding results.
Or perhaps not.

A new study by Northwestern University finds 
when team members have prior experiences 
where they have succeeded together, the 
likelihood of  winning increases for the whole 
team. This variable – prior shared success – 
was more important than individual member 
stardom across the spor ts that were 
represented in the study of  basketball, soccer, 
cricket, baseball and online gaming.

The finding is an inspiration for companies. 
After all, what is more of  a team sport than 
business? Very little anymore is done without 
some kind of  team involvement. And, the 
average employee is asked regularly to work on 
a team and accomplish success with and 
through others.

A New Take On Teamwork
Don't Be A Hero: 

A
Avoid hero worship. While it's important to 
recognize and value team members for their 
contributions, effective leadership ensures 
individuals aren't being heralded at the 
expense of  the team. Super stars are great for 
ratings in the NBA or the Pro Bowl. But, too 
much lauding of  an individual member can be 
bad for a team's performance as a whole. 
Every member of  a team needs to feel valued 
and know they have an important role to play. 
When the spotlight is too bright on any one 
team member, it can dim the attention on 
other team members and potentially get in the 
way of  team relationships.

But, what about the idea of  prior shared 
success from the research? The experience of  
winning together apparently has residual value 
and business teams can harness this value, 
even with team members who haven't worked 
together before.

Ensure the team has the opportunity to 
bond. When a team is new, it is important they 
learn about each other's skills, strengths and 
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weaknesses. Hitting the ground running is 
impossible if  team members haven't had a 
chance to get to know each other and learn 
how each member will make a unique 
contribution to the group. Time for this 
orientation and bonding is a small investment 
at the beginning of  the team's life cycle, but it 
ultimately pays dividends in the speed and 
quality of  the outcomes.

The importance of  sharing not only strengths, 
but also weaknesses cannot be overstated. In 
the same way individuals need to reflect and be 
self-aware of  their own weaknesses, teams 
must have this self-awareness as well. 
Otherwise, blind spots can derail a team. For 
example, if  a team is relying on a member to 
manage project details and that member lacks 
organizational skills, it would be wise for the 
team to assign that task to another member 
who has a higher level of  detail orientation.

Team bonding isn't all about singing kumbaya 
though. The process doesn't have to be 
focused on the personal. A recent study found 
in the team researchers examined, it was less 
important before team members to be versed 
in someone's personal likes or interests, and 
more important to have a firm sense of  their 
skills and career background.

Effective teams also celebrate success 
along the way. New ways of  working point to 

measuring team success rather than 
individual success, and measuring teams 
against themselves, rather than against other 
t e ams  w i th in  the  company.  T hese 
methodologies may not work for all teams, 
but they are working for many. In fact 
researchers have recently found competition 
outside an industry can foster trust within the 
organization. There are, of  course, a lot of  
variables that affect trust within an 
organization, but ensuring cooperation 
inside the firm in order to beat competition 
outside the firm is a good start.

The big win at the end of  the project is 
certainly cause for celebration. But, creating 
shared success along the way is important as 
well – when the team hits key milestones or 
overcomes a particularly thorny problem. 
Success breeds success and winning together 
bodes well for future wins. Create 'prior 
shared success '  through celebrat ing 
milestone accomplishment.

Few skills are more important than those of  
working in a team effectively. Avoid hero 
worship by shining recognition on the whole 
team, ensure the team has a great professional 
bond and create prior shared success by 
celebrating along the way. These strategies are 
sure to contribute to a winning season.
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he most effective tool in a 
manager's toolkit for dealing with 
poor performance is coaching. 
Not screaming at them from the 
stands and withholding rewards, 
but working with them down on 

the pitch to find out what's causing the 
problem and building their fitness and stamina 
like the corporate athletes they should be.

The study of  how we interact with one 
another in society is called Transactional 
Analysis. This research has broken down the 
complexities of  the hundreds of  interactions 
that we have every day into a simple model.

In principle, there are three modes we can 
adopt in any transaction that we participate in 
with another human being. We can choose to 
be Adult, which is a non-judgmental, 
constructive approach. We can choose to play 
the role of  a Critical Parent, which involves 
being highly scathing and negative, or we can 
choose to take the role of  Child. There are a 
few variations on the child role, but the 
simplest is the submissive, fearful role; a bit 
like catching a rabbit in your headlights.

It goes without saying that the most progress 
in any transaction is going to made if  both 
parties adopt an Adult role. Parent-to-Parent 
transactions tend to be about how good things 
would be without the others.

It is a common phrase used to describe 
everyone from a small schoolchild to old-age 
pensioners; he or she just has "the wrong 
attitude". Unfortunately, telling someone this 
is never going to make a difference. It will 
always get the reaction, "I don't think there's 
anything wrong with my attitude" and, if  
there's nothing wrong, why fix it?

Poor Performance 
Reward and Recognition

To communicate your feelings better it may be 
worth breaking down what "Wrong Attitude" 
actually means in each case. This is because it 
acts as a sort of  umbrella phrase to cover a 
wide range of  behaviors. It is also a very 
aggressive criticism and can be very hurtful to 
hear, causing a defensive reaction.

Child to Child transactions tend to be about 
having fun and let's not bother with work. 
Practical jokes, for example work at the child 
level in transactional analysis and are harmless 
as long as they are infrequent and risk-free.

Coaching should always be conducted on an 
Adult-to-Adult basis if  a change in behavior is 
to be brought about. Adopting a critical 
Parent approach will bring out the Child in 
anybody and is more likely to reveal 
displacement behavior "It's not my fault", 
"What about the others?"

With effective coaching, each individual 
should be encouraged to identify their 
w e a k n e s s e s  a n d  t o  i m p l e m e n t  a n 
improvement plan for their self-development. 
The coach can help along the way by 
introducing the person to good role models, 
by making development opportunities 
available and by helping to monitor progress 
on a regular basis.

Poor performers don't have to stay that way. 
They can pretty quickly get themselves into 
the recognition league by concentrating on 
the issues that really matter and proving that 
they have the will to excel.

T
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The next time you are in a group discussion, make a note of how each person present their arguments.

he abbreviation AI stands for 

TAppreciative Inquiry, a method 
attributed to the American 
management expert David 
Cooperrider that involves 

concentrating on the strengths, positive 
attributes and potential of  a company or a 
persons, rather than weakness. 'What is going 
really well at the moment?' replaces the classic 
question 'what is the problem?' Concentrating 
on weakness creates a negative impression 
from the outset.

Every person, every system, every product, 
every idea has faults. In the best-case scenario, 
an awareness of  this fact can lead to a 
determined pursuit of  perfection. But in 
many cases, focusing too strongly on the flaws 

THE AI MODEL
WHAT KIND OF DISCUSSION TYPE ARE YOU?

of  an idea of  a project stifles the open and 
positive approach that is essential for good 
working practices. The basic principle is to 
take an idea that is not yet fully developed and 
to continuing developing it, instead of  
prematurely abandoning it. 

People often reveal their character in the 
approach to discussions. Four basic types can 
be identified, according to hoe people react to 
suggestions:

· The fault-finder: 'The idea is good, 
but...'

· The dictator: 'No!'
· The schoolteacher: 'No, the idea isn't 

good because...'
· The AI thinker: 'Yes, and we could 

also...'

CONSTRUCTIVE

‘No, because ...’

‘No!’

‘Yes, and ...’

‘Yes, but ...’

NEGATIVE POSITIVE

DESTRUCTIVE

Any fool can criticise. And most fools do. Benjamin Franklin
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ola Adesola is the Managing 
Director and Chief  Executive 
Officer of  Standard Chartered 
Bank Limited, Nigeria. Bola also 
provides leadership for the 
bank's business in West Africa to 

drive the continued strengthening of  
Standard Chartered Bank's franchise in the 
region. Prior to joining the bank in March 
2011, she was an Executive Director at First 
Bank of  Nigeria Plc and prior to that 
Managing Director of  Kakawa Discount 
House, Nigeria. She also worked in Citibank 
for 9 years in senior leadership roles in Nigeria 
and Tanzania.

Called to the Nigerian Bar in 1985, Bola 
Adesola has over 26 years banking experience. 
An alumnus of  Harvard Business School and 
Lagos Business School, she also holds a Law 
degree from the University of  Buckingham, 
UK.

Bola is passionate about the development and 

Bola Adesola

economic empowerment of  women and in 
2001 cofounded Women in Management, 
Business and Public Sector (WIMBIZ), 
Nigeria 's  fore-most women-oriented 
network. She is an Honorary Fellow of  the 
Chartered Institute of  Bankers Nigeria and 
sits on the boards of  the Financial Markets 
Dealers Quotations Plc and Nigeria Inter-
bank Settlement Systems Plc. Bola also chairs 
the Central Bank of  Nigeria Bankers' Sub-
Committee on Economic Development, 
Sustainability and Gender and was recently 
appointed the first female President of  Lagos 
Business School Alumni Association 
(LBSAA). She actively mentors and coaches 
young people and is passionate about reading 
and travelling. She is married and is the proud 
mother of  twin girls.

Bola Adesola was appointed to the United 
Nations Global Compact Board by the UN 
Secretary General in June 2015.

B

Senior Vice Chairman, Africa, Standard Chartered Bank
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The quick thinking executive
To surprise her husband, an executive's wife 
stopped by his office. When she opened the 
door, she found him with his secretary sitting on 
his lap. 

Without hesitating, he dictated, "And in 
conclusion, gentlemen, budget cuts or no budget 
cuts, I cannot continue to operate this office with 
just one chair."

One day while walking down the street, a 
highly successful executive was tragically hit 
by a bus and died.
Her soul arrived up in heaven where she was met 
at the Pearly Gates by St. Peter himself.

"Welcome to heaven," said St. Peter. "Before you 
get settled in though, it seems we have a problem. 
You see, strangely enough, we've never once had 
an executive make it this far and we're not really 
sure what to do with you."

"No problem, just let me in." said the woman.

"Well, I'd like to, but I have higher orders. What 
we're going to do is let you have a day in hell and 
a day in heaven and then you can choose 
whichever one you want to spend an eternity in."

“Actually, I think I've made up my mind. I prefer 
to stay in heaven", said the woman.

"Sorry, we have rules." And with that St. Peter 
put the executive in an elevator and it went 
down-down-down to hell. The doors opened and 
she found herself  stepping out onto the putting 
green of  a beautiful golf  course. In the distance 
was a country club and standing in front of  her 
were all her friends - fellow executives that she 
had worked with and they were all dressed in 
evening gowns and cheering for her. They ran up 
and kissed her on both cheeks and they talked 
about old times. They played an excellent round 
of  golf  and at night went to the country club 
where she enjoyed an excellent steak and lobster 

dinner. She met the Devil who was actually a 
really nice guy (kinda cute) and she had a great 
time telling jokes and dancing. She was having 
such a good time that before she knew it, it was 
time to leave. Everybody shook her hand and 
waved good-bye as she got on the elevator.

The elevator went up-up-up and opened back up 
at the Pearly Gates and found St. Peter waiting for 
her. "Now it's time to spend a day in heaven," he 
said.

So she spent the next 24 hours lounging around 
on clouds and playing the harp and singing. She 
had a great time and before she knew it her 24 
hours were up and St. Peter came and got her.

"So, you've spent a day in hell and you've spent a 
day in heaven. Now you must choose your 
eternity," he said.

The woman paused for a second and then replied, 
"Well, I never thought I'd say this, I mean, heaven 
has been really great and all, but I think I had a 
better time in hell."

So St.Peter escorted her to the elevator and again 
she went down-down-down back to hell. When 
the doors of  the elevator opened she found 
herself  standing in a desolate wasteland covered in 
rubbish and filth. She saw her friends were 
dressed in rags and were picking up the rubbish 
and putting it in sacks. The Devil came up to her 
and put his arm around her.

"I don't understand," stammered the woman, 
"yesterday I was here and there was a golf  course 
and a country club and we ate lobster and we 
danced and had a great time. Now all there is a 
wasteland of  rubbish and all my friends look 
miserable."

The Devil looked at her and smiled.

"Yesterday we were recruiting you; today you're 
staff."
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Could Better Communication 
Unlock Your Company's Growth?

Communication is as old as humankind. That 

doesn't mean it can't benefit from the occasional 

update.

The wheel gave humans greater mobility, and 
from it sprang the bicycle, the automobile and, 
eventually, airplanes. Communication is an 
even more basic necessity than mobility, and 
since humans first uttered a word, methods of  
communication have evolved continuously, as 
well.

Whether managing employees, catering to 
clients and generally growing your business, 
the ability to communicate effectively is one of  
your most valuable skills. Interacting with 
employees keeps them motivated and focused 
on  company  g oa l s.  Communica t ing 
consistently and clearly with clients can help 
you set realistic, achievable expectations for 
your work together.

In fact, you can't do much of  anything without 
communication, and that means more than 
just the basics. It means using technology to 
optimize everything from conference calls and 
emails to electronic bookkeeping, instant 

messaging, coordinating employee schedules, 
and much more. It's using information as the 
backbone of  your workflow.

Your company's communication solutions 
should work together to reach employees, 
clients, partners and the general public 
seamlessly. Three techniques can help you 
implement the right technologies to bring 
those solutions together.

1.) Don't reinvent the wheel -- augment it.
If  Karl Benz had needed to literally reinvent 
the wheel, we might never have seen the 
automobile. The same principle holds true 
when using tech to improve your company's 
communication and workflow.

Take the growth of  augmented reality and 
virtual reality, for example; International 
Data Corporation predicts that 99.4 million 
AR and VR headsets will ship by 2021. While 
“AR is groundbreaking,” admits Saagar 
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Govil, chairman and CEO of  Cemtrex, Inc., 
“that does not mean businesses should 
necessarily use it to break ground. Instead of  
inventing entirely new processes that 
incorporate the technology, AR should be 
used to augment existing ones whenever 
possible.”

So find ways to use the technology that align 
with processes you already have in place. 
Conduct meetings virtually to include more 
employees and clients when communicating 
new procedures. Or implement AR/VR tech 
for training purposes, such as when General 
Electric Healthcare introduced virtual reality 
into its training program.

2.) Make motivation a natural part of your 
processes.
If  you want a productive team, you need a 
motivated team, and praise for a job well 
done definitely motivates employees. Yet 63 
percent of  employees don't feel that they 
receive enough recognition for their work, 
according to Officevibe's “State of  
Employee Engagement” report. That's too 
bad, considering the same report found that 
employees value praise even more than they 
value gifts.

Communicating praise is key to giving your 
team members the encouragement they crave 
and the motivation they need. Fortunately, 
there are several tech solutions to help you 
improve those efforts. For instance, 15Five 
includes a “High Five” feature that lets 
employees (and managers) recognize their 
colleagues for great work on a specific project 
or for just being a sunny presence in the office. 
Not that there aren't occasional hitches to this; 
Ben Eubanks, the principal analyst at 
Lighthouse Research and Advisory, notes that 
“the biggest problem companies say they have 
when introducing recognition technology is 
the hurdle of  getting employees to use it.”

The best way to clear that hurdle is to refer 
back to tip number one and augment 
processes that are already in place. For 
example, certain recognition apps can be 
integrated into messaging platforms, such as 

Disco for Slack, giving everyone the ability to 
spread the love from within a platform 
they're already using. Leading by example will 
naturally aid in this effort as well.

3.) Give -- and get -- feedback in real time.
W hethe r  i t ' s  abou t  an  emp loyee ' s 
performance or the progress of  a particular 
initiative, providing real-time feedback is 
another vital communication skill. When 
changes within the company are imminent, 
or at least being considered, the ability to get 
feedback is just as vital. Like motivation, 
feedback loops should be a natural part of  
your internal messaging platform.

Most common messaging platforms can be 
enhanced with employee polling and survey 
apps such as SpeakUp, which offers 
interactive ways to garner feedback instantly 
from across the company. Every participant, 
whether a manager or an employee, can post 
ideas or propose solutions to problems, and 
everyone can comment and vote on them. If  
you need to communicate directly about a 
specific project, you can create private 
channels dedicated to feedback for that 
project only. Making feedback a naturally 
integrated aspect of  your communication 
platform will give every employee a voice in 
the decisions that matter most.

If  you can't communicate well, you can't do 
much else well, especially in business. Take 
advantage of  the wide range of  business tech 
solutions available to make sure the 
communication processes in your company 
are firing on all cylinders.

If you can't communicate well, you 

can't do much else well, especially 

in business. Take advantage of the 

wide range of business tech 

solutions available to make sure 
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In August of  2014, we wrote about the five 
questions to ask when you're thinking of  firing 
an employee. We use those five questions 
ourselves: An example would be helping 
clients to make the tough decision to fire an 
employee. But, more importantly, we use them 
to help managers determine how to help 
employees perform at a higher level.

The questions are:
1. Are you sure that your employee 

fully understands the necessary 
objectives, and your expectations?

2. Have you removed all roadblocks 
for him or her that are internal to 
your company?

3. Has the employee been fully 
trained and given adequate time to 
practice the requisite skills

4. Have you motivated the employee 
to perform?

5. Is the employee capable and 
willing to perform the work?

Steps to Help Employees 
Understand Your Objectives 

and Expectations

3
When you set objectives, your job is to clearly 

relay your expectations to the employee.

These questions are so powerful that we 
believe each deserves a separate article. 
Therefore, over the next five weeks, we will 
explain how to use each question in more 
detail. Here is more detail on Question 1:

Are you sure that your employee fully 

understands the objectives and your 

expectations?

Managers and supervisors spend the bulk of  
their time communicating. The Center for 
Management and Organization Effectiveness 
reports that leaders surveyed say they spend 
a b o u t  8 0  p e r c e n t  o f  t h e i r  t i m e 
communicating. This time expenditure 
includes asking employees to complete 
specific tasks or solve issues, writing emails to 
delegate work assignments and training 
employees in new skills and behaviors.

However, most managers fail to also ensure 
that their employees understand these 
instructions on a consistent basis. If  this is 

Managers and supervisors spend the bulk of their time 

communicating. This time expenditure includes asking employees to 

complete specific tasks or solve issues, writing emails to delegate work 

assignments and training employees in new skills and behaviors.
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you, following the three steps below will help 
you communicate your expectations clearly 
and more fully ensure understanding.

1. State the objective in specific , 
quantifiable and bounded terms.  Whether 
written or verbal, instructions must give the 
employee enough detailed information that 
he or she can complete the task correctly. The 
amount of  detail needed will change given the 
employee's experience with that specific task. 

However, we believe that supervisors and 
managers should err on the side of  too much 
rather than too little detail. In our experience, 
most mistakes begin when employees try to 
fill in the blanks and end with the supervisor 
stating, “That's not what I meant.”

Instructions that are measurable and 
quantifiable make it easier for both the 
employee and employer to know when the 
employee has met the objective. Asking an 
employee to answer the phone doesn't supply 
enough detail. Asking him or her to answer 
the phone within three rings, using a specific 
greeting and a pleasant tone of  voice is more 
likely to get you the behavior you want.

Finally, timing and availability of  resources 
should be part of  the instructions. Providing 
employees with beginning and ending dates 
helps to cement expectations. In the initial 
instructions, managers should relay the names 
of  other people the employee can involve, 
whether they can hire additional help and 
whether they have access to additional money 
and other resources to complete the task.

2. Check for understanding. Even after 
providing detailed instructions, the manager 
or supervisor must check for understanding. 
If  no one does, and the employee doesn't 
perform, the fault lies with the manager.
Let's work through an example. At 8 a.m. one 
morning, a manager we work with told his 
assistant that he needed information on the 
company's parking lot capacity and utilization. 
At 2 p.m. that afternoon, the assistant told the 
manager that she was leaving for the day -- as 
she did every day at that time.

When asked for the parking lot information, 
she explained that she would have it ready first 
thing in the morning; she planned to complete 
the report that evening. The manager was 
upset because he needed the report for an 
important staff  meeting at 4 p.m. that day. The 
employee was devastated: She felt she had 
disappointed her boss and offered to stay to 
complete the report even though she needed 
to pick up her children.

The manager told her it was okay to leave; he 
would make do without the information. 
However, its absence reduced the productivity 
and results of  his staff  meeting.

When the manager related this story, we asked 
if  he had been clear as to what time he needed 
the information and how the information 
would be used. He confessed he had not. 
When we asked how his employee could be 
expected to know how to prioritize her work 
without this information, he uttered the all-
too-normal response, “But, I am her boss. I 
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expected her to do my work first.” 

We disagreed: Had he checked for his 
employee's understanding by asking, “By 
what time do you think you could have that 
ready?” he could have clarified the objective. 
S i m i l a r  q u e s t i o n s  t h a t  c h e c k  f o r 
understanding include:

· Where will you get the information?
· What format will you use to write the 

report?
· Will you need help to complete the 

project?

Asking open-ended questions allows 
managers to ascertain whether they have been 
successful in transmitting their request. As 
David Brendel reported in the Harvard 
Business Review, “Open-ended questions 
promote dialog and improve engagement.” 
So, avoid closed-ended questions such as, 
“Do you understand?” Closed-ended 
questions do not invite dialogue and don't tell 
you if  the employee truly understands.

3. Follow-up. The final step is to set a follow-
up time, date and location.  If  you need a 
report by 4 p.m., you and your employee 
should agree that you will receive the report 
earlier (say, 1 p.m.) at your office to give you 
time to review and approve the work. If  the 
job is complicated, or this is the first time the 
employee will attempt the task, you may want 
to set multiple follow-ups before employee 
delivers the final product. 

If  the manager in our example had given a 
specific, quantifiable and bounded objective; 
checked for understanding; and set a follow-
up time allowing for rework or redirection, the 
outcome would have been different. 
Remember, when you set objectives, your job 
is to clearly relay your expectations to the 
employee. Following the three steps detailed 
a b o v e  w i l l  h e l p  t o  e l i m i n a t e 
miscommunication. Next: We'll take on the 
second question, regarding removing 
roadblocks.
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orkplace conflicts, however, 

Wsometimes arise and may 
interfere with an employee's 
p r o f e s s i o n a l i s m  a n d 

performance.

S o m e  m a n a g e r s  a r e  q u i c k  t o  f i r e 
underperforming employees, but a good 
leader will address problems and challenges 
long before termination is considered. Here 
are six tips for handling difficult situations 
with employees:

1. Meet privately.
Don't address individual challenges with 
specific employees during a staff  meeting or 
group discussion even if  the behavior is 
occuring right then. If  you chide someone in 
public, especially in front of  peers and 
colleagues, he or she will be more likely to 
respond defensively. Instead, schedule a time 

How to Turn an 
Underperformer 

Into an Ideal Employee
A good leader knows how to motivate 

employees so they'll perform at their highest 

level. 

to meet in private to thoroughly address the 
problem and discuss a solution. 

2. Identify the problem.
Some challenges are simple to address. If  an 
employee consistently arrives at work 15 to 30 
minutes late, you may find it relatively easy to 
help that individual understand why that 
tardiness is unacceptable.

Other issues related to performance and 
professionalism can be more difficult to 
define. Perhaps an employee performs his or 
her job well but is perceived as rude or 
aggressive by other team members. Another 
individual may technically follow the dress 
code but consistently appears disheveled at 
client meetings. Clearly identify what needs to 
be said and how before speaking to the 
employee.

Don't address individual challenges with specific 

employees during a staff meeting or group 

discussion even if the behavior is occuring right 

then.
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3. Ensure an issue is worth a conversation.
Some of  the most successful managers and 
leaders tell their teams what they need to do, 
not how to go about it. Though someone's 
approach or work style may be very different 
from your own, distinguish personality 
differences from performance issues.

You hired members of  your team because you 
thought they were qualified and capable. Give 
employees an opportunity to shine in their 
own way. You may not appreciate an untidy 
desk but it might not be worth addressing until 
it affects the employee's performance or the 
company's image. 

4. Be clear and straightforward.
Don't delay or avoid a conversation that needs 
to take place. Having a discussion may be 
uncomfortable, but it's important to clearly 
state expectations to employees and follow up 
when performance issues arise.
If  you don't address a problem, it could fester 
and spread to other team members. When you 
address the problem head-on, you will provide 
the staff  member an opportunity to improve 
and show the rest of  the team that your 
expectations should be taken seriously.

5. Avoid personal attacks.
When you meet with an employee to discuss a 
performance issue, avoid a potential argument 
and address only the person's behavior. 
Handle the conflict gracefully and avoid 

anything that could be perceived as a personal 
attack.

Choose your words carefully, avoid using 
profanity and losing your temper. If  the 
person you're speaking with raises his or her 
voice or becomes angry, don't match that 
level of  intensity. Instead, remain calm and 
keep your voice at an even tempo. Listen and 
work  wi th  the  employee  to  f ind  a 
compromise.

6. Make a plan and follow up.
To grow with a company, employees must be 
willing to accept their manager's guidance 
and suggestions. If  someone refuses to 
change his or her performance or behavior, 
you may have to take serious action.
If  an employee is open to change, create a 
clear action plan. Decide on two or three 
goals together and lay out a plan for making 
measureable improvements. Be realistic and 
give the employee enough time to accomplish 
the changes.

Then follow up. Monitor the employee's 
progress by meeting at regular intervals. If  
minor issues arise or the employee hits a 
roadblock, work with him or her to overcome 
the challenge. Small improvements over time 
can turn an underperformer into an ideal 
employee. 

32
Decision Review Issue 17, May - June, 2019



MANAGEMENT TIPS

The outlook for future leadership certainly 
seems bleak, judging from the current 
landscape managers describe nationwide:

· The 2015 Business and Human Capital 
Challenges report from the Society of  
Human Resource Management 
found that one of  the top concerns 
among HR and business leaders was 
the development of  the next 
generation of  leaders.

· Workplace Trends' Global Workforce 
Leadership survey in February and 
March said that leadership is the 
hardest skill to find in employees.

· A 2015 Gallup study of  2.5 million 
manager-led teams found that a mere 
18 percent of  current managers said 
their companies had the talent 
required for leadership.

· Not surprisingly, among the 1,000 
employees surveyed by Workplace 
Trends,  only 36 percent sa id 
leadership was a strength in their 
organization.

With the demand for leadership development 
on the rise, companies are scrambling for 
solutions that are effective and quick and 

Are You Building 

LEADERS
for Tomorrow?

require a minimal investment of  time and 
money. Fortunately, there is good news.

That  news? Leaders are made, not born. 
While no one is created with leadership in his 
or her bones, many people in business are 
ambitious, strong communicators from the 
start. So, it's up to employers to determine 
who shows the motivation and tendency 
toward leadership -- and then develop it.

But how does an organization find these 
diamonds in the rough? The answer is, 
observe how employees communicate, and 
identify those who seem to be the most 
motivational team members These young 
leaders are usually hiding in plain sight. They 
solve problems creatively, take charge and plan 
strategies well, and are the people others go to 
when they have questions or need guidance.

Once  these  "A" p layers  a re  found, 
organizations should cultivate their leadership 
skills and "grow them" within the company 
using the following simple techniques:

1. Use technology to educate.
Fires don't start with roaring flames -- they 
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need kindling, logs, access to air and, finally, a 
spark. Those who want to learn leadership 
skills will do so, given the right opportunity 
andtools. Give them their spark.

Many employers worry about the cost of  
profess iona l  deve lopment ,  which i s 
understandable. Why would they invest time 
and money into employees who may leave at 
the drop of  a hat? Good news: There are many 
free online resources employers can offer to 
their staff  to develop their leadership skills. 
Examples include Coursera, Alison.com, 
Open Learn, and Mindtools.com. MIT even 
offers an online version of  Organizational 
Leadership and Change, a graduate level 
university course.

Other resources vary in cost, but may be worth 
a look. For example, career counselors help 
employees gain confidence and feel more 
inspired. They typically use processes and 
build action plans geared toward goal 
achievement.

Webinars are also great tools. Professional 
organizations like the American Management 
Association offer webinars that are interactive 
and offer step-by-step guides to learning new 
skills.

2. Encourage networking and engagement.
Great leaders keep their fingers on the pulse 
of  the industry. A great method for keeping 
informed is regularly networking and engaging 
with colleagues.

Teach employees to create professional 
relationships and confidently initiate 
conversations. Expanding their networks 
bu i lds  c r uc ia l  l eadersh ip  sk i l l s  l ike 
communication and makes them strong 
representatives for the company.

Refer them to tools like Let's Lunch, so they 
can easily coordinate and meet with experts in 
their field who can help them achieve career 
success.

In addition to outside experts, focus on 
internal mentors. The 2016 Deloitte Millennial 
Survey found that 94 percent of  7,700 
respondents surveyed said their mentors' 

advice was good, and 91 percent said their 
mentors showed a good level of  interest in the 
their development. When managers can create 
a relationship with employees that makes the 
former feel less like a boss and more like a 
guide or a coach, they can have a great 
influence on employees.

Establish this dynamic to earn trust and 
respect. Employees are more apt to listen to 
and engage with leaders who develop a strong 
sense of  camaraderie on the team. When those 
employees see an investment of  time and 
energy from their employer, they will 
reciprocate and show an eagerness to grow in 
the company.

3. Suggest personal development 
techniques.
Personal development is a major part of  any 
great leader's life. Encourage employees to 
explore techniques in their personal lives to 
improve their awareness, develop their talents 
and build human capital while enhancing their 
quality of  life.

There are various tools companies can use -- 
like exercise.  An April 2015 study from Leeds 
Metropolitan University found an increase in 
productivity and satisfaction and improved 
time management skills when employees 
exercised during business hours. Encourage 
exercise regimens and offer flexibility during 
business hours to provide employees with 
gym time.

Mindfulness practices are another tool. Yoga, 
tai chi and meditation are all great for building 
a sense of  "present moment" awareness that 
helps with decision-making and productivity. 
There are several free and low cost online 
resources that can teach meditation, such as 
Headspace, Calm, Sattva and Buddhify.

These lifestyle choices can increase knowledge 
and effectively reduce stress and improve 
productivity. A less-stressed, more productive 
employee is more apt to learn and develop his 
or her leadership skills.

How do you cultivate leadership in your employees?
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It looks like organizations are missing the 
mark on leadership development.

Only 35 percent of  U.S. managers are engaged 
in their jobs, according to a Gallup's State of  
the American Manager report analyzing 
responses from 2,564 U.S. managers surveyed 
in September and October 2013.

What's worse is the disengaged manager 
epidemic not only affects this generation, but 
also trickles down to the young people these 
leaders manage. Gallup refers to this as the 
“cascade effect,” where an employee's 
engagement is directly influenced by their 
manager's engagement, which is directly 
affected by their manager's engagement.

The workforce already predicts tough times 
ahead when it comes to filling leadership roles. 
Only 47 percent of  HR leaders said that they 
have adequate talent to fill new roles in their 
company, according to Workplace Trends' 

Ways to Make Leadership 
Development Part of 

   Your Company Culture
Heather R. Huhman

4
Global Workforce Leadership survey of  1,000 
HR professionals and 1,000 employees in 
February and March.

Natural leaders are hard to come by. Almost 
half  of  companies surveyed by Workplace 
Trends said “leadership” is the hardest skill to 
find in employees. Only 36 percent of  
employees consider “leadership” a strength in 
their organization.

The implications are clear. We need to nurture 
and develop young, engaged leaders to fill 
roles Boomers and Gen X will be stepping out 
of  in the future. Here are some thoughts on 
ways we can do this before it's too late:

1. Clearly communicate vision.
Only four in 10 managers strongly agree with 
the statement, “This year, I have had 
opportunities at work to learn and grow,” in 
Gallup's survey. Additionally, only one in three 
strongly agree with the statement, “There is 
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someone at work who encourages my 
development.”

The perception of  limited opportunities is a 
big factor in disengagement. If  future leaders 
can't see what they're working toward, what's 
the point?

Help employees understand the organization's 
overall vision so they can look at their job from 
a new perspective. Demonstrate how their role 
positively affects their peers and the 
organization's goals as a whole. Show them 
how what they do is more than just a job -- it's a 
contribution to a greater good.

2. Create a culture of learning and 
development.
Thirtynine percent of  companies surveyed by 
Workplace Trends offered leadership 
development programs, yet only 15 percent of  
employees felt the training they received 
effectively prepared them for their next role.
It seems the problem the quality of  the 
program or failure to notice learning 
opportunities . Make employees aware of  any 
growth opportunities right in front of  them. 
Train employees to invest in one another. 

Encourage seasoned employees to mentor 
newer employees. Employees who have been 
at the organization a few months can help 
mentor brand new employees.

3. Identify leadership strengths.
Gallup found the majority of  highly talented 
managers (61 percent) said their approach to 
management is leveraging and developing 
e m p l o y e e  s t r e n g t h s  a n d  p o s i t i v e 
characteristics.

In the report, Gallup identified a rare 
combination of  five characteristics great 
managers possess. They motivate their 
employees, assert themselves to overcome 
obstacles, create a culture of  accountability, 
build trusting relationships and make 
informed, unbiased decisions for the good of  
their team and company.

The easier current managers and employees 
can spot these talents among their peers and 
within themselves, the sooner they can 
cultivate them. Provide employees with the 
tools necessary to identify and craft their 
natural talents to be used for leadership. Try 
an app like Illuminated Nation, which 
accesses employee job fit and provides 
guidance for each individual's unique 
aptitude.

4. Encourage employees to use their 
strengths every day.
People who use their strengths every day are 
six times more likely to be engaged on the job, 
Gallup found.

Create opportunities every day for employees 
to do what they do best so they feel a sense of  
accomplishment and purpose while working 
toward being a leader. If  Bobby is shy but a 
brilliant problem solver, ask him for his best 
ideas to resolve a complex issue without 
putting the spotlight on him during the 
meeting. Ask Jessica, a natural for speaking in 
front of  groups, to stand alongside Bobby 
and present his ideas to the team. Find a way 
to allow each employee to exercise their own 
unique strengths each day.

Create 

opportunities every 

day for employees to 

do what they do best 

so they feel a sense of 

accomplishment and 

purpose while 

working toward 

being a leader. 

Decision Review Issue 17, May - June, 2019



37

MANAGEMENT AFFAIRS

ossibly, the greatest untapped 
resource in any organization lies in 
its employees. These days, "giving 
100 percent" is not enough to get 
ahead; you need to become more 
effective in unlocking your staff's 
potential strengths, creativity, and 

resourcefulness. The best companies have the 
best people, and the top people are those who 
think and act faster and better than others. 
According to Gallup Research, organizations 
make use of  less than 20 percent of  their 
employee's potential.

The following seven tips are what I believe are 
the specific ingredients in bringing the leader 
and his or her staff  to their full potential:

1. Leadership – Being an effective leader 
helps you and your staff  as they look to 
you for all of  the specifics in getting 
their work done, as with items that 
follow and more. Allow your staff  to 
think on their own, have trust in them 
for accomplishing the tasks assigned to 
them, and in return you will find that 
managing your employees will help 
them perform at their optimum level. 
The job of  the leader is to help increase 
their staff's effectiveness and to 
recognize and work to improve 
whatever limitations affect individual's 
performance.

2. Communication – As a leader, talk to 
your staff  and share with them how 
best to get the task or project done. In 
doing so, use optimism to motivate and 
i n s p i r e  y o u r  s t a f f  a n d  m o s t 
importantly, ask your staff  for 
suggestions on how they would get the 
task accomplished. Having clear 

Neal B. Burgis, Ph.D.

Seven Tips to Bring You 
and Your Staff to 
Their Full Potential

expectations and direction from the 
leader is important so the staff  can 
understand what they are expected to 
do. The leader is then able to give 
support to their team to get the job 
done more efficiently and with less 
stress and strain on the leader or their 
staff.

3. Empowering Employees – Allowing 
your staff  to take responsibility and 
make decisions on their own is what 
many consider as a boost of  self-
confidence to employees. Getting your 
staff  more involved in the work they 
d o  g i v e s  t h e m  a  s e n s e  o f  
accomplishment and helps them build 
up their self-esteem. Recognize their 
limitations and assign them tasks 
where they can use their strengths.

4. Talented Employees – Attracting and 
retaining talented people with 
exceptional skills is necessary for any 
organization and is a problem for 
many. The demand of  hiring talented 
employees is extremely competitive. In 

P Attracting and 
retaining talented 

people with 
exceptional skills is 

necessary for any 
organization and is a 

problem for many.
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finding new employees, or even in 
keeping the employees you already have, 
evaluate each person to see if  it is worth 
your while and theirs in training them 
for challenging tasks that they will be 
required do. Developing untapped 
employee potential is a key competitive 
advantage for any organization. As a 
return-on-investment, developing your 
staff's skills motivates them toward job 
sat isfact ion,  as they prefer job 
challenges to performing the same 
functions week after week and year after 
year.

5. Emotional Intelligence – You can 
easily stick with the way you have done 
things in the past. But having your staff  
members shift gears in using their 
"emotional intelligence" skills assists 
them when it comes to excelling in their 
job or being "star performers". 
Emotional Intelligence is defined as 
each staff  member and leader having a 
set of  competencies to develop and 
apply their "people skills" effectively. 
There are several emotional intelligence 
skills that affect all aspects of  work, and 
they include: self-confidence, self-
control, conscientiousness, adaptability, 
innovativeness, commitment, initiative, 
optimism, understanding others, 
conflict management skills, team 
capabilities, communication, and the 
ability to initiate or manage change. 
Team members clearly understand 
reactions and how to channel their 
energy into more productive results.

6. Recognition – Give your staff  praise 
and positive feedback when it is 
appropr i a t e .  T hrough  g enu ine 
appreciation, recognize the positive 
behaviors and achievements of  your 
employees. Look for ways to increase 
employee motivation by recognizing 
excellence in the workplace. Celebrate 
the successes with your team members 
when they complete a job "well done".

7. Team Work – Creating an effective team 

is a challenge to many leaders. Besides 
the fact that a team player is valued, 
your staff  contributes to the success 
of  the whole team as well as to the 
project or task, and even to the success 
of  the organization as a whole. For the 
team to accomplish what they need to, 
the leader must get the right resources 
to the team. This goes along with your 
team members communicating with 
each other, problem solving on their 
own, being flexible and adaptive, and 
most importantly, working together.

Your team members typically will have a 
variety of  unique styles that are significantly 
common and compliment each other. These 
are (source: Honey P., 1994, Teams and 
Leaders): The Doers – those who make sure 
the job gets done and gives the team drive. 
Doers are prepared to get involved to help 
others. Also, Doers want to see progress and 
hate wasting time. The Achievers – Achievers 
become impatient with delays, and also want 
to succeed and strive for results. The Thinkers 
– Thinkers have good ideas and reject bad 
ones. Typically, they think the problem 
through and see solutions. The Carers – 
Carers keep the team together, ease tensions, 
promote harmony, and are sensitive about 
relationships within the team. Carers are 
concerned that everyone is fitting in.

In optimizing the full potential of  you the 
leader and your staff, incorporating a number 
of  the ways we have discussed to develop your 
staff  for job satisfaction is essential. If  this 
does not take place, there will be no staff  
cooperation. As a result, miscommunication 
will be dominant, teamwork will fall apart, 
deadlines for any projects or tasks will be 
missed, and you will end up with high 
employee turnover. Take full advantage of  
your biggest asset – your employees. Using 
what has been outlined here will attract the 
best people to your organization, create the 
team any company would admire, and will 
take you and your organization to the next 
level and beyond.
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illions of  dollars have been 
poured into thousands of  
studies, all asking the same 
q u e s t i o n :  " H ow  d o  yo u 
m o t i v a t e  p e o p l e ? " 
Unfortunately, it's the wrong 

question. The right question is “What are you 
doing to demotivate people?”

To drive home the point, I've asked thousands 
of  leaders if  they've ever hired anyone that 
hated the job, belittled the products, berated 
the customers, disliked their colleagues, and 
distrusted the management. Of  course, they 
all say no. 

Then why do companies have so many people 
like that?  Something happens to employees 
that turn them off. During the course of  their 
employment, situations occur and actions are 
taken that demotivate them.

5

Of  course, you could take Spiderman's 
approach and respond by saying, “I missed the 
part where that's my problem.”  But most 
companies cannot afford to take that approach 
anymore … especially during times of  
economic challenge, company-wide change, 
or any number of  things that tend to 
demotivate employees.

So what can you do to stop demotivating the 
people in your company?

1. Stop being stingy with your recognition.
As Tom Rath and Donald Clifton indicate in 
their book, "How Full Is Your Bucket", the 
number one reason people leave their jobs is 
they don't feel appreciated. And 65 percent of  
Americans received no recognition in the 
workplace last year.

Stop the excuses. Don't say you're too busy to 
go around praising people. Don't justify your 

M
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lack of  recognition by saying your employees 
already know if  they're doing a good job. The 
fact remains -- unspoken recognition 
demotivates employees. 

Everyone needs to hear that her work counts, 
has quality, and is done right. Just like the kid at 
the swimming pool who shouts, "Look Mom. 
Look at me." Your employees are saying the 
same thing, “Look at my work. Let me know 
that you've noticed."

2.  Stop information hoarding.
Employees continue to rate “a lack of  
communication” as one of  their top three 
complaints on employee surveys. And in an 
environment of  information scarcity, negative 
emotions run rampant. So you had better keep 
your employees informed, or they'll make it 
up, and it won't be flattering.

Of  course some leaders think, “I don't have 
the time to keep my people up to date on 
everything.” But if  you don't have the time to 
keep your people informed now, how will you 
f i n d  t h e  t i m e  t o  c o r r e c t  t h e i r 
misunderstandings later?

If  an employee doesn't know exactly what's 
expected of  him, he can't feel confident that 
he's doing the right thing the right way. And in 
that environment, many employees get lost 
and demotivated.

3.  Stop minimizing the value of education.
Most employees want to do a good job, at least 
initially. They want to give you what you want, 
and they have every intention of  performing 
at the level you desire.

Then the company goes through a lot of  
change. And to make matters worse, the 
company may fail to give their employees the 
training they need to be effective in the new 
environment. The result is a further decrease 
in employee motivation. 

Of  course, the company may rationalize their 
lack of  continuing education by saying it 
doesn't work.  Oh really?

As Monika Hamori and Burak Koyuncu 
reported in the July-August 2012 issue of  the 
"Harvard Business Review", there is a 
connection between a lack of  formal 
development (training, mentoring, and 
coaching) and the early exit of  young 
managers. In fact, 95 percent of  them left 
their companies 28 months after they were 
hired … a very clear sign they were 
demot iva ted  in  the i r  present  work 
environment.

4. Stop thinking big.
If  you think little acts of  recognition don't 
count, you're wrong. Oftentimes the little 
things are remembered more vividly and 
impact motivation more strongly than some 
formal reward or fancy recognition banquet. 
Indeed, most employees will express more 
excitement about the personal handwritten 
thank-you note from the President of  the 
company than the $50 gift certificate put in 
the note.

Certainly, there's a time and place for big 
formal rewards. People want to see a prize at 
the end of  a big and time-consuming project.  
But if  that's the only recognition they get, it 
tends to backfire. So praise the process as well 

If an employee doesn't know exactly what's expected 

of him, he can't feel confident that he's doing the 

right thing the right way. And in that 

environment, many employees get lost and 

demotivated.
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as the product. Praise the little things that 
people do right along the way as well as the 
end result … if  you want long-term 
motivation.

5.  Stop squashing the thinking process.
Sometimes employees are given the subtle 
message that “You're not paid to think.”  The 
company buys the employees' physical time 
and energy but not their minds. It feels 
somewhat like prostitution, which invariably 
makes the employee-provider feel cheap, 
used, and demotivated. 

Waiting in a post office line, I heard the postal 
agent explain to his customer that he could 
send his package via Priority Mail quicker and 
cheaper than the First Class he was 
requesting. But no matter how much the 
agent tried to explain it, the customer replied, 
“No, my boss told me to send this First 
Class.” The boss had squashed the employee's 
thinking process; cost the company some 
money, and belittled his employee's ability to 
make a decision. 

By contrast, there is mounting evidence that 

says employees who are given the freedom to 
think are happier,  more product ive 
employees. According to Cameron Doody, 
the co-founder of  Bellhops, "People don't 
just want a job anymore; they want a fulfilling 
job. And fulfillment at work comes with the 
freedom to make decisions and own your 
position.”

In following this thinking principle, Bellhops, 
a company that contracts local college 
students for small-scale residential moving 
jobs in their city, gives its employees complete 
autonomy over their schedule, who they work 
with, and how much money they make. As a 
result, Bellhops grew from 2,000 to 10,000 
employees in just one year.  

Final Thought: 
If  you're getting less from your people than 
they're paid to do, you've got a people 
problem as well as a financial problem in your 
company. To turn that around, stop focusing 
(entirely) on what you could do to motivate 
your employees, and start focusing on what 
you are doing to demotivate your employees. 

If you're getting less from your people than they're paid to do, you've 

got a people problem as well as a financial problem in your 

company. To turn that around, stop focusing (entirely) on what you 

could do to motivate your employees, and start focusing on what you 

are doing to demotivate your employees. 
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mployees who care about their 
work will work harder, be more 
motivated, and be more invested 
in a positive outcome. But how 
do we actually get employees to 
care? Unfortunately, we can't 
simply force them to exude 

loyalty, but we can give them the opportunity 
to be committed and the support they need to 
succeed. And if  we give them those things, 
they will become connected to their work and 
feel satisfied when they succeed. In essence, 
they will care.

In a previous career, I was a union organizer. 
Employers believe that employees join a union 
because of  wages and benefits, but research 
shows conclusively that wages and benefits 
rank fifth on the list of  reasons. Truth is, 
employees are most likely to seek union 
r e p r e s e n t a t i o n  b e c a u s e  o f  f a i l e d 
relationships .  It  turns out that the 
relationship between an employee and co-
workers is the most important one in the 
workplace. When employees have a good 
friend at work, they are likely to be more 
engaged, more productive, and more likely to 
stay with the company than an employee 
without a buddy.

Obviously, you can't force your employees to 
make friends. But you can create an 
environment where networking and positive 
relationships are encouraged. It could be as 
simple as providing a break room where 
employees can mingle or having team lunches 
or after work activities. Signing up for a work 
group softball or bowling league helps 
employees develop relationships and builds a 
team mentality. As they determine they like 
each other, they develop a feeling of  trust, and 
that leads to loyalty and a sense of  investment 
or engagement.

 — How to Get Them to Care about Their Work

Engaging Your 
Employees

Paul Glover

The second most important relationship in 
the workplace is between the employee and 
the direct supervisor. Without a doubt, the 
number one reason employees approach a 
union is because they are furious with the 
front-line supervisor. Supervisors frequently 
fail to develop positive relationships with 
employees — relationships that generate 
engagement.  Often,  super visors are 
promoted based on technical expertise, but 
they don't get the interpersonal training 
needed to interact properly with the 
workforce and build it into a high performing 
team.

Organizations that have already established 
positive relationships among employees, and 
between employees and supervisors, can then 
begin to look at other ways to engage 
employees so they want to go above and 
beyond the call of  duty. One way is to create a 
culture that nurtures and supports employees. 
Find out what they want from the job. Where 
do they see themselves going in the 
organization? Give them adequate resources 
so they are able to properly do their jobs, and 
challenge them to do more. Set a goal and let 
them determine how to do it — with a 
minimum of  parameters. Give them as much 
control as possible, including the opportunity 
to make decisions, and then praise them for 
their success.

Managers cannot simply order employees to 
be engaged. But addressing the top reasons 
f o r  d i s s a t i s f i e d  e m p l oy e e s  ( f a i l e d 
r e l a t i o n s h i p s )  a n d  e s t a b l i s h i n g  a n 
environment that makes interaction, 
engagement, and motivation more likely to 
occur provides the fuel that helps build a loyal, 
satisfied, and excited workforce.

E
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Don't Solve That 
Problem Tomorrow. 
Do It Right Now.
According to these veteran corporate consultants, 

nothing kills companies faster than slow 

decision-making and action-taking.

someday a backlash will disrupt the model of  
sardines-in-a-can. But…not today. 

When did pharma's infatuation with 
blockbuster drugs go from delightful jackpot 
to essential lifeline? Every pharma executive 
we've worked with -- and in our consulting 
practice, we've worked with hundreds -- 
l ament s  the  ove r r e l i ance  on  a  f ew 
blockbusters and the culture that pushes lesser 
drugs off  the development track. They know it 
will have to change because pipelines of  the 
Next Big Thing are running dry, but…not 
today. 

The problem is not that feverish growth won't 
last. The problem is not that stock prices rise 
and fall. The problem is that, judging by 
results, these companies have no idea what to 
do when growth stalls. 

Sed non hodie! But not today, they say! Then 
when today happens, the inevitable is greeted 
as if  the sky is falling. It's a complete and utter 
shock. Who would ever have predicted? 

Today happens. And it happens in what looks 
like a sudden and unexpected decline even as 
signs might have been accumulating under a 
CEO's nose for years. 

Today is always sudden. Frightened executives 
never recognize today until it is yesterday. 
Then the panic begins.

P
Practice saying sed non hodie. It means “but not 
today” in Latin. (Pronunciation: sed known hoe-
dee-ay.) Why say it in Latin? Because it sounds 
better. It sounds scientific. And if  you're 
saying it in Latin, nobody else can understand 
the terrible, horrible, dangerous sentiment 
you're expressing.

Sed non hodie is what too many big companies 
say in response to a possible slowing or 
reversal of  growth. Every entrepreneur 
should learn from their repetitive mistake. 
Consider where the impulse comes from: 
Every company wants to maintain or enhance 
its performance. That's good -- it's how 
capitalism is supposed to work! But their 
managers often react not by changing for the 
future but rather by extending whatever the 
company already has. In the process, they have 
no idea how to evaluate the outcome. Are they 
building up their company? Propping it up? 
Or just plain puffing it up?

Some examples:
When did airlines' cost-cutting go from 
sensible to requiring that passengers inhale 
before they can fit in their seats? They know 
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When companies push too hard to keep the 
growth going, it creates a bubble that ends up 
like the financial crisis of  2008: It blows up in 
their faces. You've seen the signs. A company 
squeezes too hard to keep costs down and 
starves the investment it needs to run the 
business in the future. When companies polish 
their numbers to make them shine, they create 
new expectations that are even harder to 
satisfy. It's happening now at GE, where 
shareholders of  the once-venerable industrial 
giant are suing a former CEO, Jeffrey Immelt, 
for polishing GE's numbers as the company 
was deteriorating fast. His successor, John 
Flannery, was given just 14 months to deal 
with this reality before he was fired. 

Underlying the decline of  executives' and 
managers' skill at competing is the inability to 
accept bad news. But the fault isn't all theirs. It 
comes, too, from the investors and the boards 
of  directors who say, “If  you can't get the job 
done, I'll get someone who can today.” 

How do you get past the performance 
addiction -- whether you're inside one of  these 
big corporations or running a startup? As part 
of  learning and practicing your skill at 
competing, you need to develop resilience. 
The best way we know to develop some 
resilience for bad news is to live through a bad 
situation. 

One of  us (Mark) was fortunate (his word) to 
be on a flight when an engine exploded in 
midair. He was fortunate both in that he lived 
to tell the tale (no one was injured) and in that 

he was lucky to have had the experience. He's 
now less afraid of  flying as a result: He saw 
what goes wrong and what goes right. While 
he does not recommend that we blow up lots 
of  engines at 5,000 feet so all of  us can enjoy 
this personal growth, he sees it as an utterly 
cheap way to learn an important lesson. 
(Cheap for him, not the airline.) No pain, no 
side effects, over in 20 minutes; that's about as 
cheap as it gets. 

Here's the key: A quick and cheap way to learn an 
important lesson. The military does it with war 
games. Lawyers do it by arguing in front of  
mock juries. One of  these days, virtual reality 
devices will make this a common tool for 
other professions and occasions. Not today, 
but soon. 

Critically, the exploding-engine incident was a 
learning experience for Mark but not for the 
pilots of  his aircraft. They'd already had their 
learning experiences in flight simulators! 
Which is exactly the point.

When you face a challenge, the solution is 
rarely solved by calculating more decimal 
points. Instead, it's solved by thinking 
differently -- and perhaps the most insightful, 
useful, and important part of  thinking 
differently is asking what can go wrong, and 
developing robust strategies to enable 
resilience. Don't wait for something to 
actuallygo wrong. Instead, when it's all going 
right, run simulations on the nightmare 
scenarios. Consider it the business equivalent 
of  a flight simulator. 

Underlying the decline of executives' and 

managers' skill at competing is the inability to 

accept bad news. But the fault isn't all theirs. It 

comes, too, from the investors and the boards of 

directors who say, “If you can't get the job done, 

I'll get someone who can today.” 
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We've spent a lifetime -- invested a lifetime -- in 
this kind of  approach. And we've seen it over 
and over again: Thinking differently doesn't 
happen automatically or overnight, but it does 
happen. And those who learn can pass the 
lesson on to others. 

One way of  looking at resilience is to test 
strategies against various scenarios. “What 
happens if…” questions are not negative but 
positive, because they help companies modify 
their strategies to survive various states of  the 
world. If  you happen to work in the 
automobile industry, for example, you might 
ask, “What happens to my brand if  the 
acceptance of  electric vehicles reaches a 
critical number?” That question is more than 
legitimate; it's necessary as part of  your 
company's strategic due diligence. The answer 
might be to develop hybrid models because 
they are more acceptable to many consumers 
than pure electric cars. In other words, the 
strategy of  hybrid is robust in several 
scenarios. 

You can also apply this thinking to your own 
proposals and recommendations. Resilience 
and robustness mean making choices that 
don't depend on everything going just right. 
They can intrigue even a “not-today” 
executive overconfidently committed to 
heroic performance objectives. 

Big bets require a sense of  looming change. It 
is legitimate to make big bets as long as the 
decision-maker accepts the possibility of  
failure. Given their sed non hodiementality, 
though, many corporations don't believe in 
big bets. That's bad for them and good for 
their competition. If  you can challenge 
yourself  and your team to improve your 
thinking, then you've found the fastest, 
cheapest, surest, and highest-leverage way to 
improve the quality of  the decisions you make. 
Start today.
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STRATEGIC STEPS

ho benef i ts  when a 

Wmanager or executive 
sponsors someone more 
junior, offering guidance, 
advocacy, and support? 

If  you answered, the protégé, you'd be only 
getting it half  right.

Sponsorship — a relationship in which an 
establ ished or r is ing leader picks an 
outstanding junior talent and develops that 
person's career — certainly does boost the 
protégé, who has access to the sponsor's 
experience and connections. But data shows 
that the sponsor also gains enormous value 
from this relationship. According to a 
nationally representative survey conducted for 
my new book, The Sponsor Effect: How to Be a 
Better Leader by Investing in Others, senior-level 
managers who have a protégé are 53% more 
likely to report having received a promotion in 
the previous two years. Entry-level managers 
who have a protégé are 60% more likely to have 
received a stretch assignment.

Looking at the long term, among survey 
respondents, who ranged from entry-level 
managers to CEOs, 39% of  those with a 
protégé deemed themselves “satisfied with 
their professional legacies” at this moment of  
their careers. Only 25% of  those who didn't 
have protégés said the same.

Want to Be a 
Better Manager?

Get a Protégé

The benefits of  sponsorship don't accrue to 
managers and executives who merely mentor 
someone more junior. A mentor offers advice 
and perhaps an introduction or two; the 
mentee listens politely and says thank you. 
Sponsor and protégé, on the other hand, are 
both actively and publicly working for each 
other's success. It's that active investment 
from both sides that makes the relationship so 
mutually beneficial.

Consider Lou Aversano, Chief  Client Officer, 
Worldwide, of  Oligvy (a division of  WPP) in 
New York. Aversano is already high up in the 
advertising world — but it's a world with 
increasingly shaky foundations. As consumers 
have gone digital and mobile, and as 
traditional clients want alternatives to keeping 
firms on long-term retainers, ad agencies have 
had to reinvent themselves.

“You have to be willing to burn your lifeboats 
before someone burns them for you,” 
Aversano said about the industry in a 
conversation with me. Yet he admits that it's 
often hard for veterans, who built their 
success the old-fashioned way, to come up 
with ideas to change it all up. “We see things 
from a certain height, and we have biases 
based on our legacy,” he said. 

For Aversano, the answer was a protégé: a 

“You have to be willing to burn your 

lifeboats before someone burns them for 

you,”
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younger talent he would personally invest in 
and  on  whom he  cou ld  coun t  fo r 
performance, loyalty, and a new view of  the ad 
world. To find that protégé, he tapped 
Ogilvy's Young Professionals Network. He 
and other senior leaders worked with its 100 
members (with an average age of  27) on ideas 
to transform the agency — and they observed 
and guided these young employees closely. It 
took time, but Aversano found the talent he 
was looking for: a young man named Ben 
Levine. Levine has since helped Aversano 
create a new staffing structure, a new path to 
growth, and (for both Aversano personally 
and the firm) a conduit to a younger 
generation's ways of  thinking and working.

Protégés don't have to be younger than you or 
a fresh face in the industry. What defines a 
good protégé is that they work effectively and 
loyally for you, and they have the ability to 
expand your worldview or skill set. That last 
part usually means someone who differs from 
you in gender, ethnicity, sexual orientation, 
professional background, management style, 
or life experience. I've seen, for example, 
sponsors gain access to new markets through 
a protégé who understands women's 
healthcare priorities, Latin American cultural 
sensibilities, or the LGBTQ community's 
financial planning needs; I've also seen men 
and women rise to become CEOs of  giant 
enterprises with the help of  protégés who 
loyally extend their reach and fill their 
knowledge and skill gaps.

Of  course, sponsorship does involve risk. 
Miscommunication can occur, especially 
when your protégés are (as they often should 
be) different than you. It can also be tricky not 
to let the relationship take up too much time 
— it must be your protégé who does most of  
the work. Then there's the risk of  a protégé, in 
whom you've publicly invested time, 
responsibilities, and reputational capital, 
letting you down by failing to grow the 
bottom line, impress important stakeholders, 
or take work off  your shoulders. Some 
protégés even betray their sponsor's trust, 
causing immense damage.

But done right, the benefits of  having a more 
junior talent who loyally works on your behalf, 
performing tasks for which you lack the time, 
skills, or inclination, are simply too great to 
ignore. Savvy sponsors therefore act to 
mitigate the risks — and maximize the 
benefits of  a significant investment of  time 
and their personal brand — by following 
seven steps:

1. Identify. Know what to look for in 
potential protégés, starting with 
performance and trustworthiness.

2. Include. Look for protégés who are 
different from you, whether in 
mindset (often from having a 
different domain of  knowledge or 
belonging to a different generation) 
or in gender, ethnicity, or sexual 
orientation.

3. Inspire. Ensure your protégés align 
with your values, and use their 
ambitions to spur them forward.

4. Instruct. Help your protégés fill 
t he i r  g aps,  whe the r  i n  ha rd 
knowledge or soft skills.

5. Inspect. Continuously evaluate to 
confirm that your protégés are 
delivering both performance and 
trustworthiness.

6. Instigate a deal. When you are 
confident that value is being 
delivered, make the ask and spell out 
the  ter ms of  th i s  rec iproca l 
relationship.

7. Invest in three ways. Go all in with 
capital, clout, and cover. Endorse and 
advocate vigorously for your 
protégés and provide air cover when 
they need it.

Whether you're a mid-level manager looking 
to make your name or a senior executive 
looking to expand your productivity and your 
reach, a protégé can be the answer. When 
managed carefully, the relationship will help 
both of  you rise and thrive.
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What 

Marcus Buckingham

Great 
Managers Do

 “The best boss I ever had.” That's a phrase most of  us 
have said or heard at some point, but what does it mean? 
What sets the great boss apart from the average boss? 
The literature is rife with provocative writing about the 
qualities of  managers and leaders and whether the two 
differ, but little has been said about what happens in the 
thousands of  daily interactions and decisions that allows 
managers to get the best out of  their people and win 
their devotion. What do great managers actually do?

In my research, beginning with a survey of  80,000 
managers conducted by the Gallup Organization and 
continuing during the past two years with in-depth 
studies of  a few top performers, I've found that while 
there are as many styles of  management as there are 
managers, there is one quality that sets truly great 
managers apart from the rest: They discover what is 
unique about each person and then capitalize on it. 
Average managers play checkers, while great managers 
play chess. The difference? In checkers, all the pieces are 
uniform and move in the same way; they are 
interchangeable. You need to plan and coordinate their 
movements, certainly, but they all move at the same pace, 
on parallel paths. In chess, each type of  piece moves in a 
different way, and you can't play if  you don't know how 
each piece moves. More important, you won't win if  you 
don't think carefully about how you move the pieces. 
Great managers know and value the unique abilities and 
even the eccentricities of  their employees, and they learn 
how best to integrate them into a coordinated plan of  
attack.

This is the exact opposite of  what great leaders do. Great 
leaders discover what is universal and capitalize on it. 
Their job is to rally people toward a better future. 
Leaders can succeed in this only when they can cut 
through differences of  race, sex, age, nationality, and 
personality and, using stories and celebrating heroes, tap 
into those very few needs we all share. The job of  a 
manager, meanwhile, is to turn one person's particular 
talent into performance. Managers will succeed only 
when they can identify and deploy the differences 
among people, challenging each employee to excel in his 
or her own way. This doesn't mean a leader can't be a 
manager or vice versa. But to excel at one or both, you 

must be aware of  the very different skills each role 
requires.

The Game of Chess
What does the chess game look like in action? When I 
visited Michelle Miller, the manager who opened 
Walgreens' 4,000th store, I found the wall of  her back 
office papered with work schedules. Michelle's store in 
Redondo Beach, California, employs people with sharply 
different skills and potentially disruptive differences in 
personality. A critical part of  her job, therefore, is to put 
people into roles and shifts that will allow them to 
shine—and to avoid putting clashing personalities 
together. At the same time, she needs to find ways for 
individuals to grow.

There's Jeffrey, for example, a “goth rocker” whose hair is 
shaved on one side and long enough on the other side to 
cover his face. Michelle almost didn't hire him because he 
couldn't quite look her in the eye during his interview, but 
he wanted the hard-to-cover night shift, so she decided to 
give him a chance. After a couple of  months, she noticed 
that when she gave Jeffrey a vague assignment, such as 
“Straighten up the merchandise in every aisle,” what 
should have been a two-hour job would take him all 

Average 
managers play 
checkers, while 
great managers 
play chess. 
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night—and wouldn't be done very well. But if  she gave 
him a more specific task, such as “Put up all the risers for 
Christmas,” all the risers would be symmetrical, with the 
right merchandise on each one, perfectly priced, labeled, 
and “faced” (turned toward the customer). Give Jeffrey a 
generic task, and he would struggle. Give him one that 
forced him to be accurate and analytical, and he would 
excel. This, Michelle concluded, was Jeffrey's forte. So, as 
any good manager would do, she told him what she had 
deduced about him and praised him for his good work.

And a good manager would have left it at that. But 
Michelle knew she could get more out Jeffrey. So she 
devised a scheme to reassign responsibilities across the 
entire store to capitalize on his unique strengths. In every 
Walgreens, there is a responsibility called “resets and 
revisions.” A reset involves stocking an aisle with new 
merchandise, a task that usually coincides with a 
predictable change in customer buying patterns (at the 
end of  summer, for example, the stores will replace sun 
creams and lip balms with allergy medicines). A revision 
is a less time-consuming but more frequent version of  
the same thing: Replace these cartons of  toothpaste with 
this new and improved variety. Display this new line of  
detergent at this end of  the row. Each aisle requires some 
form of  revision at least once a week.

In most Walgreens stores, each employee “owns” one 
aisle, where she is responsible not only for serving 
customers but also for facing the merchandise, keeping 
the aisle clean and orderly, tagging items with a Telxon 
gun, and conducting all resets and revisions. This 
arrangement is simple and efficient, and it affords each 
employee a sense of  personal responsibility. But 
Michelle decided that since Jeffrey was so good at resets 
and revisions—and didn't enjoy interacting with 
customers—this should be his full-time job, in every 
single aisle.

It was a challenge. One week's worth of  revisions 
requires a binder three inches thick. But Michelle 
reasoned that not only would Jeffrey be excited by the 
challenge and get better and better with practice, but 
other employees would be freed from what they 
considered a chore and have more time to greet and 
serve customers. The store's performance proved her 
right. After the reorganization, Michelle saw not only 
increases in sales and profit but also in that most critical 
performance metric, customer satisfaction. In the 
subsequent four months, her store netted perfect scores 
in Walgreens' mystery shopper program.

So far, so very good. Sadly, it didn't last. This “perfect” 
arrangement depended on Jeffrey remaining content, 
and he didn't. With his success at doing resets and 
revisions, his confidence grew, and six months into the 

job, he wanted to move into management. Michelle 
wasn't disappointed by this, however; she was intrigued. 
She had watched Jeffrey's progress closely and had 
already decided that he might do well as a manager, 
though he wouldn't be a particularly emotive one. 
Besides, like any good chess player, she had been thinking 
a couple of  moves ahead.

Over in the cosmetics aisle worked an employee named 
Genoa. Michelle saw Genoa as something of  a double 
threat. Not only was she adept at putting customers at 
ease—she remembered their names, asked good 
questions, was welcoming yet professional when 
answering the phone—but she was also a neatnik. The 
cosmetics department was always perfectly faced, every 
product remained aligned, and everything was arranged 
just so. Her aisle was sexy: It made you want to reach out 
and touch the merchandise.

To capitalize on these twin talents, and to accommodate 
Jeffrey's desire for promotion, Michelle shuffled the roles 
within the store once again. She split Jeffrey's reset and 
revision job in two and gave the “revision” part of  it to 
Genoa so that the whole store could now benefit from 
her ability to arrange merchandise attractively. But 
Michelle didn't want the store to miss out on Genoa's gift 
for customer service, so Michelle asked her to focus on 
the revision role only between 8:30 am and 11:30 am, and 
after that, when the store began to fill with customers on 
their lunch breaks, Genoa should shift her focus over to 
them.

She kept the reset role with Jeffrey. Assistant managers 
don't usually have an ongoing responsibility in the store, 
but, Michelle reasoned, he was now so good and so fast at 
tearing an aisle apart and rebuilding it that he could easily 
finish a major reset during a five-hour stint, so he could 
handle resets along with his managerial responsibilities.
By the time you read this, the Jeffrey–Genoa 
configuration has probably outlived its usefulness, and 
Michelle has moved on to design other effective and 
inventive configurations. The ability to keep tweaking 
roles to capitalize on the uniqueness of  each person is the 
essence of  great management.

A manager's approach to capitalizing on differences can 
vary tremendously from place to place. Walk into the 
back office at another Walgreens, this one in San Jose, 
California, managed by Jim Kawashima, and you won't 
see a single work schedule. Instead, the walls are covered 
with sales figures and statistics, the best of  them circled 
with red felt-tip pen, and dozens of  photographs of  sales 
contest winners, most featuring a customer service 
representative named Manjit.

Manjit outperforms her peers consistently. When I first 
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heard about her, she had just won a competition in 
Walgreens' suggestive selling program to sell the most 
units of  Gillette deodorant in a month. The national 
average was 300; Manjit had sold 1,600. Disposable 
cameras, toothpaste, batteries—you name it, she could 
sell it. And Manjit won contest after contest despite 
working the graveyard shift, from 12:30 am to 8:30 am, 
during which she met significantly fewer customers than 
did her peers.

Manjit hadn't always been such an exceptional 
performer. She became stunningly successful only when 
Jim, who has made a habit of  resuscitating troubled 
stores, came on board. What did Jim do to initiate the 
change in Manjit? He quickly picked up on her 
idiosyncrasies and figured out how to translate them into 
outstanding performance. For example, back in India, 
Manjit was an athlete—a runner and a weight lifter—and 
had always thrilled to the challenge of  measured 
performance. When I interviewed her, one of  the first 
things out of  her mouth was, “On Saturday, I sold 343 
low-carb candy bars. On Sunday, I sold 367. Yesterday, 
110, and today, 105.” I asked if  she always knows how 
well she's doing. “Oh yes,” she replied. “Every day I 
check Mr. K's charts. Even on my day off, I make a point 
to come in and check my numbers.”

Manjit loves to win and revels in public recognition. 
Hence, Jim's walls are covered with charts and figures, 
Manjit's scores are always highlighted in red, and there 
are photos documenting her success. Another manager 
might have asked Manjit to curb her enthusiasm for the 
limelight and give someone else a chance. Jim found a 
way to capitalize on it.

But what about Jim's other staff  members? Instead of  
being resentful of  Manjit's public recognition, the other 
employees came to understand that Jim took the time to 
see them as individuals and evaluate them based on their 
personal strengths. They also knew that Manjit's success 
spoke well of  the entire store, so her success galvanized 
the team. In fact, before long, the pictures of  Manjit 
began to include other employees from the store, too. 
After a few months, the San Jose location was ranked 
number one out of  4,000 in Walgreens' suggestive selling 
program.

Great Managers Are Romantics
Think back to Michelle. Her creative choreography may 
sound like a last resort, an attempt to make the best of  a 
bad hire. It's not. Jeffrey and Genoa are not mediocre 
employees, and capitalizing on each person's uniqueness 
is a tremendously powerful tool.

First, identifying and capitalizing on each person's 
uniqueness saves time. No employee, however talented, is 
perfectly well-rounded. Michelle could have spent untold 
hours coaching Jeffrey and cajoling him into smiling at, 
making friends with, and remembering the names of  
customers, but she probably would have seen little result 
for her efforts. Her time was much better spent carving 
out a role that took advantage of  Jeffrey's natural abilities.

Second, capitalizing on uniqueness makes each person 
more accountable. Michelle didn't just praise Jeffrey for 
his ability to execute specific assignments. She challenged 
him to make this ability the cornerstone of  his 
contribution to the store, to take ownership for this ability, 
to practice it, and to refine it.

Third, capitalizing on what is unique about each person 
builds a stronger sense of  team, because it creates 
interdependency. It helps people appreciate one anothers' 
particular skills and learn that their coworkers can fill in 
where they are lacking. In short, it makes people need one 
another. The old cliché is that there's no “I” in “team.” But 
as Michael Jordan once said, “There may be no 'I' in 'team,' 
but there is in 'win.'”

Finally, when you capitalize on what is unique about each 
person, you introduce a healthy degree of  disruption into 
your world. You shuffle existing hierarchies: If  Jeffrey is in 
charge of  all resets and revisions in the store, should he 
now command more or less respect than an assistant 
manager? You also shuffle existing assumptions about 
who is allowed to do what: If  Jeffrey devises new methods 
of  resetting an aisle, does he have to ask permission to try 
these out, or can he experiment on his own? And you 
shuffle existing beliefs about where the true expertise lies: 
If  Genoa comes up with a way of  arranging new 
merchandise that she thinks is more appealing than the 
method suggested by the “planogram” sent down from 
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Walgreens headquarters, does her expertise trump the 
planners back at corporate? These questions will 
challenge Walgreens' orthodoxies and thus will help the 
company become more inquisitive, more intelligent, 
more vital, and, despite its size, more able to duck and 
weave into the future.

All that said, the reason great managers focus on 
uniqueness isn't just because it makes good business 
sense. They do it because they can't help it. Like Shelley 
and Keats, the nineteenth-century Romantic poets, 
great managers are fascinated with individuality for its 
own sake. Fine shadings of  personality, though they 
may be invisible to some and frustrating to others, are 
crystal clear to and highly valued by great managers. 
They could no more ignore these subtleties than ignore 
their own needs and desires. Figuring out what makes 
people tick is simply in their nature.

Fine shadings of personality, 

though they may be invisible to 

some and frustrating to others, 

are crystal clear to and highly 

valued by great managers.

The Three Levers
Although the Romantics were mesmerized by 
differences, at some point, managers need to rein in 
their inquisitiveness, gather up what they know about a 
person, and put the employee's idiosyncrasies to use. To 
that end, there are three things you must know about 
someone to manage her well: her strengths, the triggers 
that activate those strengths, and how she learns.

Make the most of strengths.
It takes time and effort to gain a full appreciation of  an 
employee's strengths and weaknesses. The great 
manager spends a good deal of  time outside the office 
walking around, watching each person's reactions to 
events, listening, and taking mental notes about what 
each individual is drawn to and what each person 
struggles with. There's no substitute for this kind of  
observation, but you can obtain a lot of  information 
about a person by asking a few simple, open-ended 
questions and listening carefully to the answers. Two 
queries in particular have proven most revealing when it 
comes to identifying strengths and weaknesses, and I 
recommend asking them of  all new hires—and 
revisiting the questions periodically.

To identify a person's strengths, first ask, “What was the 

best day at work you've had in the past three months?” 
Find out what the person was doing and why he enjoyed it 
so much. Remember: A strength is not merely something 
you are good at. In fact, it might be something you aren't 
good at yet. It might be just a predilection, something you 
find so intrinsically satisfying that you look forward to 
doing it again and again and getting better at it over time. 
This question will prompt your employee to start thinking 
about his interests and abilities from this perspective.
To identify a person's weaknesses, just invert the 
question: “What was the worst day you've had at work in 
the past three months?” And then probe for details about 
what he was doing and why it grated on him so much. As 
with a strength, a weakness is not merely something you 
are bad at (in fact, you might be quite competent at it). It is 
something that drains you of  energy, an activity that you 
never look forward to doing and that when you are doing 
it, all you can think about is stopping.

Although you're keeping an eye out for both the strengths 
and weaknesses of  your employees, your focus should be 
on their strengths. Conventional wisdom holds that self-
awareness is a good thing and that it's the job of  the 
manager to identify weaknesses and create a plan for 
overcoming them. But research by Albert Bandura, the 
father of  social learning theory, has shown that self-
assurance (labeled “self-efficacy” by cognitive 
psychologists), not self-awareness, is the strongest 
predictor of  a person's ability to set high goals, to persist 
in the face of  obstacles, to bounce back when reversals 
occur, and, ultimately, to achieve the goals they set. By 
contrast, self-awareness has not been shown to be a 
predictor of  any of  these outcomes, and in some cases, it 
appears to retard them.

Great managers seem to understand this instinctively. 
They know that their job is not to arm each employee 
with a dispassionately accurate understanding of  the 
limits of  her strengths and the liabilities of  her 
weaknesses but to reinforce her self-assurance. That's 
why great managers focus on strengths. When a person 
succeeds, the great manager doesn't praise her hard work. 
Even if  there's some exaggeration in the statement, he 
tells her that she succeeded because she has become so 
good at deploying her specific strengths. This, the 
manager knows, will strengthen the employee's self-
assurance and make her more optimistic and more 
resilient in the face of  challenges to come.
The focus-on-strengths approach might create in the 
employee a modicum of  overconfidence, but great 
managers mitigate this by emphasizing the size and the 
difficulty of  the employee's goals. They know that their 
primary objective is to create in each employee a specific 
state of  mind: one that includes a realistic assessment of  
the difficulty of  the obstacle ahead but an unrealistically 
optimistic belief  in her ability to overcome it.
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And what if  the employee fails? Assuming the failure is 
not attributable to factors beyond her control, always 
explain failure as a lack of  effort, even if  this is only 
partially accurate. This will obscure self-doubt and give 
her something to work on as she faces up to the next 
challenge.

Repeated failure, of  course, may indicate weakness where 
a role requires strength. In such cases, there are four 
approaches for overcoming weaknesses. If  the problem 
amounts to a lack of  skill or knowledge, that's easy to 
solve: Simply offer the relevant training, allow some time 
for the employee to incorporate the new skills, and look 
for signs of  improvement. If  her performance doesn't 
get better, you'll know that the reason she's struggling is 
because she is missing certain talents, a deficit no amount 
of  skill or knowledge training is likely to fix. You'll have to 
find a way to manage around this weakness and neutralize 
it.

Which brings us to the second strategy for overcoming an 
employee weakness. Can you find her a partner, someone 
whose talents are strong in precisely the areas where hers 
are weak? Here's how this strategy can look in action. As 
vice president of  merchandising for the women's 
clothing retailer Ann Taylor, Judi Langley found that 
tensions were rising between her and one of  her 
merchandising managers, Claudia (not her real name), 
whose analytical mind and intense nature created an 
overpowering “need to know.” If  Claudia learned of  
something before Judi had a chance to review it with her, 
she would become deeply frustrated. Given the speed 
with which decisions were made, and given Judi's busy 
schedule, this happened frequently. Judi was concerned 
that Claudia's irritation was unsettling the whole product 
team, not to mention earning the employee a reputation 
as a malcontent.

An average manager might have identified this behavior 
as a weakness and lectured Claudia on how to control her 
need for information. Judi, however, realized that this 
“weakness” was an aspect of  Claudia's greatest strength: 
her analytical mind. Claudia would never be able to rein it 
in, at least not for long. So Judi looked for a strategy that 
would honor and support Claudia's need to know, while 
channeling it more productively. Judi decided to act as 
Claudia's information partner, and she committed to 
leaving Claudia a voice mail at the end of  each day with a 
brief  update. To make sure nothing fell through the 
cracks, they set up two live “touch base” conversations 
per week. This solution managed Claudia's expectations 
and assured her that she would get the information she 
needed, if  not exactly when she wanted it, then at least at 
frequent and predictable intervals. Giving Claudia a 
partner neutralized the negative manifestations of  her 
strength, allowing her to focus her analytical mind on her 

work. (Of  course, in most cases, the partner would need 
to be someone other than a manager.)

Should the perfect partner prove hard to find, try this 
third strategy: Insert into the employee's world a 
technique that helps accomplish through discipline what 
the person can't accomplish through instinct. I met one 
very successful screenwriter and director who had 
struggled with telling other professionals, such as 
composers and directors of  photography, that their work 
was not up to snuff. So he devised a mental trick: He now 
imagines what the “god of  art” would want and uses this 
imaginary entity as a source of  strength. In his mind, he 
no longer imposes his own opinion on his colleagues but 
rather tells himself  (and them) that an authoritative third 
party has weighed in.

If  training produces no improvement, if  complementary 
partnering proves impractical, and if  no nifty discipline 
technique can be found, you are going to have to try the 
fourth and final strategy, which is to rearrange the 
employee's working world to render his weakness 
irrelevant, as Michelle Miller did with Jeffrey. This 
strategy will require of  you, first, the creativity to envision 
a more effective arrangement and, second, the courage to 
make that arrangement work. But as Michelle's 
experience revealed, the payoff  that may come in the 
form of  increased employee productivity and 
engagement is well worth it.

Trigger good performance.
A person's strengths aren't always on display. Sometimes 
they require precise triggering to turn them on. Squeeze 
the right trigger, and a person will push himself  harder 
and persevere in the face of  resistance. Squeeze the 
wrong one, and the person may well shut down. This can 
be tricky because triggers come in myriad and mysterious 
forms. One employee's trigger might be tied to the time 
of  day (he is a night owl, and his strengths only kick in 
after 3 pm). Another employee's trigger might be tied to 
time with you, the boss (even though he's worked with 
you for more than five years, he still needs you to check in 
with him every day, or he feels he's being ignored). 
Another  worker ' s  t r ig ger  might  be  jus t  the 
opposite—independence (she's only worked for you for 
six months, but if  you check in with her even once a week, 
she feels micromanaged).

The most powerful trigger by far is recognition, not 
money. If  you're not convinced of  this, start ignoring one 
of  your highly paid stars, and watch what happens. Most 
managers are aware that employees respond well to 
recognition. Great managers refine and extend this 
insight. They realize that each employee plays to a slightly 
different audience. To excel as a manager, you must be 
able to match the employee to the audience he values 
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most. One employee's audience might be his peers; the 
best way to praise him would be to stand him up in front 
of  his coworkers and publicly celebrate his achievement. 
Another's favorite audience might be you; the most 
powerful recognition would be a one-on-one 
conversation where you tell him quietly but vividly why 
he is such a valuable member of  the team. Still another 
employee might define himself  by his expertise; his most 
prized form of  recognition would be some type of  
professional or technical award. Yet another might value 
feedback only from customers, in which case a picture of  
the employee with her best customer or a letter to her 
from the customer would be the best form of  
recognition.

Given how much personal attention it requires, tailoring 
praise to fit the person is mostly a manager's 
responsibility. But organizations can take a cue from this, 
too. There's no reason why a large company can't take 
this individualized approach to recognition and apply it 
to every employee. Of  all the companies I've 
encountered, the North American division of  HSBC, a 
London-based bank, has done the best job of  this. Each 
year it presents its top individual consumer-lending 
performers with its Dream Awards. Each winner receives 
a unique prize. During the year, managers ask employees 
to identify what they would like to receive should they 
win. The prize value is capped at $10,000, and it cannot 
be redeemed as cash, but beyond those two restrictions, 
each employee is free to pick the prize he wants. At the 
end of  the year, the company holds a Dream Awards 
gala, during which it shows a video about the winning 
employee and why he selected his particular prize.
You can imagine the impact these personalized prizes 
have on HSBC employees. It's one thing to be brought up 
on stage and given yet another plaque. It's another thing 
when, in addition to public recognition of  your 
performance, you receive a college tuition fund for your 
child, or the Harley-Davidson motorcycle you've always 
dreamed of, or—the prize everyone at the company still 
talks about—the airline tickets to fly you and your family 
back to Mexico to visit the grandmother you haven't seen 
in ten years.

Tailor to learning styles.
Although there are many learning styles, a careful review 
of  adult learning theory reveals that three styles 
predominate. These three are not mutually exclusive; 
certain employees may rely on a combination of  two or 
perhaps all three. Nonetheless, staying attuned to each 
employee's style or styles will help focus your coaching.

First, there's analyzing. Claudia from Ann Taylor is an 
analyzer. She understands a task by taking it apart, 
examining its elements, and reconstructing it piece by 
piece. Because every single component of  a task is 
important in her eyes, she craves information. She needs 

to absorb all there is to know about a subject before she 
can begin to feel comfortable with it. If  she doesn't feel 
she has enough information, she will dig and push until 
she gets it. She will read the assigned reading. She will 
attend the required classes. She will take good notes. She 
will study. And she will still want more.

The best way to teach an analyzer is to give her ample time 
in the classroom. Role-play with her. Do postmortem 
exercises with her. Break her performance down into its 
component parts so she can carefully build it back up. 
Always allow her time to prepare. The analyzer hates 
mistakes. A commonly held view is that mistakes fuel 
learning, but for the analyzer, this just isn't true. In fact, 
the reason she prepares so diligently is to minimize the 
possibility of  mistakes. So don't expect to teach her much 
by throwing her into a new situation and telling her to 
wing it.

The opposite is true for the second dominant learning 
style, doing. While the most powerful learning moments 
for the analyzer occur prior to the performance, the doer's 
most powerful moments occur during the performance. 
Trial and error are integral to this learning process. Jeffrey, 
from Michelle Miller's store, is a doer. He learns the most 
while he's in the act of  figuring things out for himself. For 
him, preparation is a dry, uninspiring activity. So rather 
than role-play with someone like Jeffrey, pick a specific 
task within his role that is simple but real, give him a brief  
overview of  the outcomes you want, and get out of  his 
way. Then gradually increase the degree of  each task's 
complexity until he has mastered every aspect of  his role. 
He may make a few mistakes along the way, but for the 
doer, mistakes are the raw material for learning.

Finally, there's watching. Watchers won't learn much 
through role-playing. They won't learn by doing, either. 
Since most formal training programs incorporate both of  
these elements, watchers are often viewed as rather poor 
students. That may be true, but they aren't necessarily 
poor learners.

Watchers can learn a great deal when they are given the 
chance to see the total performance. Studying the 
individual parts of  a task is about as meaningful for them 
as studying the individual pixels of  a digital photograph. 
What's important for this type of  learner is the content of  
each pixel, its position relative to all the others. Watchers 
are only able to see this when they view the complete 
picture.

As it happens, this is the way I learn. Years ago, when I first 
began interviewing, I struggled to learn the skill of  
creating a report on a person after I had interviewed him. I 
understood all the required steps, but I couldn't seem to 
put them together. Some of  my colleagues could knock 
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out a report in an hour; for me, it would take the better 
part of  a day. Then one afternoon, as I was staring 
morosely into my Dictaphone, I overheard the voice of  
the analyst next door. He was talking so rapidly that I 
initially thought he was on the phone. Only after a few 
minutes did I realize that he was dictating a report. This 
was the first time I had heard someone “in the act.” I'd 
seen the finished results countless times, since reading 
the reports of  others was the way we were supposed to 
learn, but I'd never actually heard another analyst in the 
act of  creation. It was a revelation. I finally saw how 
everything should come together into a coherent whole. 
I remember picking up my Dictaphone, mimicking the 
cadence and even the accent of  my neighbor, and feeling 
the words begin to flow.

If  you're trying to teach a watcher, by far the most 
effective technique is to get her out of  the classroom. 
Take her away from the manuals, and make her ride 
shotgun with one of  your most experienced performers.

We've seen, in the stories of  great managers like Michelle 
Miller and Judi Langley, that at the very heart of  their 
success lies an appreciation for individuality. This is not 
to say that managers don't need other skills. They need to 
be able to hire well, to set expectations, and to interact 
productively with their own bosses, just to name a few. 
But what they do—instinctively—is play chess. 
Mediocre managers assume (or hope) that their 
employees will all be motivated by the same things and 
driven by the same goals, that they will desire the same 
kinds of  relationships and learn in roughly the same way. 
They define the behaviors they expect from people and 
tell them to work on behaviors that don't come naturally. 
They praise those who can overcome their natural styles 
to conform to preset ideas. In short, they believe the 
manager's job is to mold, or transform, each employee 
into the perfect version of  the role.

Great managers don't try to change a person's style. 
They never try to push a knight to move in the same way 

as a bishop. They know that their employees will differ in 
how they think, how they build relationships, how 
altruistic they are, how patient they can be, how much of  
an expert they need to be, how prepared they need to feel, 
what drives them, what challenges them, and what their 
goals are. These differences of  trait and talent are like 
blood types: They cut across the superficial variations of  
race, sex, and age and capture the essential uniqueness of  
each individual.

Differences of trait and talent 

are like blood types: They cut 

across the superficial variations 

of race, sex, and age and 

capture each person's 

uniqueness.

Like blood types, the majority of  these differences are 
enduring and resistant to change. A manager's most 
precious resource is time, and great managers know that 
the most effective way to invest their time is to identify 
exactly how each employee is different and then to figure 
out how best to incorporate those enduring 
idiosyncrasies into the overall plan.

To excel at managing others, you must bring that insight 
to your actions and interactions. Always remember that 
great managing is about release, not transformation. It's 
about constantly tweaking your environment so that the 
unique contribution, the unique needs, and the unique 
style of  each employee can be given free rein. Your 
success as a manager will depend almost entirely on your 
ability to do this.
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BOOK SUMMARIES

Boook Summaries
The 5 Levels of Leadership
Proven Steps to Maximize Your Potential
by John C. Maxwell

The concept of  5 levels of  leadership is one that John C. Maxwell has taught all over the 
world. The levels represent stages in leadership development starting with being the boss who 
people follow because you have been appointed as their leader, to reaching the pinnacle of  
leadership, when you are followed because of  who you are and what you represent. In The 5 
Levels of  Leadership, you will learn how to master the ability to inspire people and achieve 
results. Maxwell details each level of  leadership and provides a clear path to reach the next.

In This Summary You'll Learn:
· How to fulfill the role of  the leader.
· How to raise your effectiveness and improve your performance.
· How to extend your influence beyond your immediate reach and time.
· A roadmap for taking the journey to the highest level of  leadership.

The First 90 Days
Critical Success Strategies for New Leaders at All Levels
by Michael Watkins

In The First 90 Days, Harvard Business School professor Michael Watkins presents a road map 
for taking charge in the first 90 days of  a new executive position. The first days in a new 
position are critical because small differences in actions can have a huge impact on long-term 
results. This book summary will equip executives with strategies and tools to get up to speed 
faster and achieve more sooner. Watkins reviews with readers how to diagnose a situation and 
understand its challenges and opportunities.

In This Summary You'll Learn:
· How to promote yourself. Successful executives put the past behind them and get a 

running start by learning all they can about their new job.
· How to learn your new role faster. A leader must customize his or her approach by quickly 

learning about the organization's culture and politics.
· How to choose the right strategy. Selecting the best strategy for your company requires 

carefully diagnosing the business situation. Only after you?ve analyzed the situation can 
you choose the right strategic plan that will get results.

Sink or Swim
New Job. New Boss. 12 Weeks to Get It Right.
by Milo Sindell & Thuy Sindell, Ph.D.

The first 12 weeks in your new job are an important time in your life. You worked hard to find 
the right company, did all the right things to make your resume rise to the top of  the pile, and 
aced the interview. Now you've got the job. It's time to establish yourself  as a valuable and 
valued member of  your new company. Your mission is to get up to speed as quickly as possible 
in your first twelve weeks on the job. Ninety days is not a long time. Therefore, it is critical that 
you swim with the current and keep your head above water.

In this summary of  Sink or Swim, you will learn:
· The five Sink or Swim skills that will help you make the most of  your new opportunity.
· The characteristics of  effective casual conversation in the workplace.
· The why, what, who, when, and where of  creating and delivering your own personal PR 

message.
· Why sharing in the workplace is important.
· How to clarify a company's culture so that you can be more in sync with your corporate 

environment.
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