
LMIJournal
Leadership Management Institute� Volume II, Number 2

Provided by Donna Craig, Leadership Resources
P.O. Box 12425, Overland Park, KS 66282-2425 (913)599-4511, Email: donna@leadershipresourceskc.com, www.leadershipresourceskc.com

– continued on page 2 –

Having spent more than 20 years in leadership in six
different industries, at both large and small companies,
I have had the opportunity to interact with leaders about
their own leadership development as well as the develop-
ment of their businesses. And, I’ve discovered three com-
mon leadership threads:

1. Every person that I have
talked to wants to be a
more effective leader.
This is true of CEOs
of large corporations
as well as hourly work-
ers in the smallest
businesses.

2. Every person has the
potential to be an effec-
tive leader. In the course
of a person’s lifetime,
invariably, they will be
put into a leadership
position in some situa-
tion, whether this be a busi-
ness, family, charity,
church, sports team or what-
ever. The good news is that
everyone can rise to the
challenge and be an effec-
tive leader.

3. For an individual or business to succeed and thrive
in the 21st century, effective leadership skills must
be developed. In today’s and tomorrow’s business
environment, the person with the best leadership skills
will more than likely prevail.

In my discussions with leaders, there have been a num-
ber of questions that come
up again and again. Here
are some of them and my
responses:

◆ “Why has leadership
become such a hot topic?”

Leadership has always
been a hot topic in the
sense that it has always
been important. The dif-
ference today, however,
is that we’re being inun-
dated with mountains of
information and con-
fronted with a multitude

of options – much more so than
in the past.

Noted leadership expert John
Adair said, “Leadership is about
a sense of direction. It is know-
ing what the next step is.” With
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“Leadership
development can and
should be one of the
most profitable
investments an
individual or company
ever makes.”

– Michael Diercks

the huge amount of information that we have available,
it presents many options, alternatives and choices that
confront us.

Because leadership is about deciding on and moving in
a specific direction, the need for effective leadership has
become almost desperate.

◆ “What exactly is effective leadership?”

Author and business guru Peter F. Drucker was right
about effective leadership when he said, “It has little to
do with leadership quali-
ties. Its essence is per-
formance. A leader’s ac-
tions and a leader’s pro-
fessed beliefs must be
congruent.”

Leadership actually in-
volves a combination of
three separate factors:
ability or knowledge;
attitudes or beliefs; and
actions or habits. To be a
truly effective leader,
you must have all three
working in unison.

◆ “What is the best way to
develop leadership?”

Traditional methods such as books, seminars
or university programs are sometimes inadequate in
two ways.

First, they tend to concentrate on only one factor –
knowledge – while excluding the other two.

It’s relatively easy to teach people about leadership
whereas it’s much more difficult to get people to adopt
new beliefs or change their habits.

Second, if they attempt to deal with beliefs or habits,
it’s usually in a way that has no lasting effect. Leader-

“ Leadership actually involves a
combination of three separate factors:
ability or knowledge; attitudes or beliefs;
and actions or habits. To be a truly
effective leader, you must have all three
working in unison.”

ship comes from
experience.

◆ “Why don’t indi-
viduals and compa-
nies do more to de-
velop their leader-
ship abilities?”

Individuals and
companies tend to
view leadership de-
velopment as an
expense where the
goal automatically
becomes to reduce
it as much as pos-

sible, especially in today’s intense competition.

Companies even speak of leadership skills as soft skills,
implying that there is no
measurable value in them.

Individuals and compa-
nies need to change this
and view their develop-
ment as an investment.
Instead of trying to re-
duce it, the goal then
becomes to maximize
the return.

Our organization calls it return on people investment.
We show our clients a measurable return of 100 percent
to 1,000 percent or more, straight to their bottom lines.

Leadership development can and should be one of
the most profitable investments an individual or
company ever makes. And, it’s becoming an investment
that individuals and companies can no longer afford
not to make.

“Individuals and
companies need
to... view their
development as
an investment.”
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Inspirational Vision vs. Uninspired To-Do List

With Positive Expectancy,

David Byrd
President, Leadership Management Institute�

David Byrd
President, LMI

FROM THE PRESIDENT

“ Without a driving, inspirational
vision, planning is reduced to
nothing more than an uninspired
to-do list.”
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Praise Learning

The most difficult task in planning is designing and building a
passionate vision – a willed future, a picture of the future as you
want to make it. Without a driving, inspirational vision, planning
is reduced to nothing more than an uninspired to-do list. Vision
places the compelling why behind what you do. From both
personal and organizational experiences, I have developed a
five-step system for building clear vision:
❖ Keep an ongoing dream list. A dream list is simply a list of
wishful goals that you have always wanted to accomplish –
everything that you have ever wanted to be, have, or do. This

exercise forces you to use your imagination. Dreams are the fuel for our internal drive
❖ Write a vision statement. The statement should be written in paragraph format and should

be no more than one page. It should be dated five to ten years into the future but written
in present tense. Write a clear description of your ideal future, as if you are already there.
You should be somewhat realistic, but be careful not to limit your potential.

❖ Set annual goals that will move you closer to your vision. Goals should always be driven
from vision. Each year review your dream list and set specific, measurable goals. Ask

yourself, what can I realistically ac-
complish this year that will move me
closer to my vision? This is where
specific goals begin to bring you closer
to your vision. Each goal should be
specific, measurable, attainable, re-
alistic, and tangible with a target date
for completion.
❖ Review your vision statement an-

nually and make revisions. Your evaluation should always be about how compelling the
vision is, never how realistic it is. Vision is never about reality. Vision is always about
using the gift of imagination to visualize your ideal future. That compelling vision then
drives your daily actions and behaviors.

❖ Share your vision statement with a mentor, and ask him or her to hold you accountable.
Accountability and results management are two of the strongest motivations I have ever
experienced. Many people are afraid of accountability because it requires commitment.
Commitment puts the reality of your vision on the line. If you resist accountability for your
commitments, you trade the drive of an inspiring vision for the fear of commitment.
Effective leaders are aware of how the power of vision counterbalances the forces of

apathy. Burnout, stagnation, lack of focus, and lack of drive are merely symptoms of the
forces of apathy and are inevitable without a passionate vision. The power of vision keeps the
effective leader moving toward a passionate vision for tomorrow, rather than settling into a
comfort zone of security today.

*Excerpt from David Byrd’s new book “The Tripping Point in Leadership: Overcoming Organizational Apathy”

As a leader, your responsibil-
ity is to create a learning envi-
ronment by your attitude toward
innovation and change, and by
how you communicate to your
team members your estimate of
their potential and worth. Your
attitudes establish the atmo-
sphere of receptiveness to be-
havior change.

The attitudes of people to-
ward training are almost always
a direct reflection of your own
attitude. If you’re fearful of em-
ployee development, if you fear
change, or if you see training as
a step toward enabling employ-
ees to “get out of hand,” the
general feeling of those you work
with will reflect these attitudes.

The success of a training and
development program is deter-
mined by the extent of the be-
havior change it produces. Train-
ees must believe that a change in
their behavior is appreciated. If
the new behavior goes unnoticed,
people quickly revert to the old,
more comfortable behavior. En-
courage people to grow and use
more of their potential.
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Motivate By Changing
People�s Attitudes

Leaders fill many different types of positions and per-
form widely diverse functions. But the chief task of leader-
ship is the same for all: to motivate people who will then use
their skills and efforts to achieve the goals of the organiza-
tion. The operative word in that definition is motivate.

The attention given to motivation isn’t new. Since the
first recorded history, leaders have attempted to discover
new ways to attract the willing cooperation of others.
Records of their attempts – along with accounts of their
successes and failures – have filled countless volumes, but
all of the different methods discovered can be sorted into
three basic categories: fear, incentive, and attitude.
Motivation Through Fear

The oldest method of motivation is fear.
Physical strength was originally the source
of power, and weaker members of the group
followed orders because they feared the
physical punishment that was sure to result
from refusal to conform.

As society became more organized, other
types of power came into play: social, eco-
nomic, and political pressures forced obe-
dience. Even today, the attempt persists to
use fear to motivate people to behave in
desired ways. Families and schools try to
control children with the threat of punish-
ment or withholding of privileges. The threat
of punishment is the basis of our criminal
justice system. Fear is even used in the
business world with rules and policies for undesirable
behavior – all the way from a memo of censure placed in the
personnel file to denial of increased pay to outright dis-
missal.
Motivation Through Incentive

Although fear is often a powerful motivator, many
would-be leaders who lacked the personal power to de-
mand obedience looked for other methods of producing the
cooperation they wanted. They realized that every behavior
is the result of a desire either to gain a benefit or to avoid a
loss. Since they lacked the power to enforce a threatened
loss, they offered an incentive – the promise of some gain
to those who complied.

Incentive motivation is generally regarded as a more
enlightened strategy than fear. Families and schools use the
promise of rewards to coax children to perform. Organiza-
tions offer people awards, prizes, and privileges for certain
achievements.

Motivation Through Attitude
The master method of motivation is attitude. When people

are willing to perform because they personally believe that
a particular course of action is right, they’re self-motivated.
It’s then unnecessary for anyone else to “motivate” them.

All three of these basic approaches to motivation have
been available since the early beginnings of organized
society. Both fear and incentive motivation have consis-
tently proved to be temporary.

Fear ceases to exist if the power to inflict punishment is
gone. But it also ceases to motivate action if people find out
they can live with the punishment, or that the threat of
punishment isn’t likely to be carried out. A team member
who is careless about following established procedures
learns that the only punishment is an angry reprimand; it
may be easier to tune out the lecture than to follow the rules

exactly. Fear is successful as a motivator
only if the pressure is constant and power to
punish is exercised.

Incentive motivation loses its power
when the promised rewards are perceived
either as unattainable or as unappealing.
When employees consistently earn a prom-
ised reward over a period of time, that
reward is expected. It no longer appears
desirable enough to inspire extra effort. It’s
soon looked upon as a right instead of a
reward. Incentives must become progres-
sively more impressive to continue to moti-
vate desired behavior.

Both fear and incentive motivation fall
short because they’re externally controlled

and temporary. Attitude motivation, on the other hand, is a
permanent force for producing desired behavior – whether
the individual is working alone or in a group.

Attitude motivation grows out of the individual’s dreams
and desires. It’s a function of the need to belong, achieve,
and use the innate talents with which the individual is
endowed. The nature of attitude motivation addresses the
basic problems a leader faces. Motivating people is basi-
cally a matter of showing them how to develop the power of
self-motivation and then demonstrating to them the desir-
ability of using that power to accomplish the organization’s
purpose.

Admittedly, it takes longer to start the process of achieve-
ment in your organization through attitude motivation than
you might produce through either fear or incentive. But once
team members have experienced the sense of fulfillment
that comes through the use of attitude motivation, they’re
permanently sold on making full use of their potential.
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Increase Delegating
Effectiveness

Many managers and team leaders fail to delegate or
share responsibility because they fear that the quality of the
work will suffer. They complain, “If I want it done right, I’ll
have to do it myself.” If you’re tempted to put off delegat-
ing, remember that at some time in your career you didn’t
know how to do what you can now do easily. Someone
invested the time to teach you. Admittedly, training some-
one may involve a considerable amount of time and effort
now, but weigh this against the long-term permanent sav-
ings of both time and effort that will be yours when the
training is complete.

Some managers also fail to delegate because they fear
that strong, well-trained employees may replace them.
Actually, this possibility
should be welcomed –
not feared. When you
have trained people to
do your work effectively,
you are available for pro-
motion – not replace-
ment. Even when your
organization does not
have promotion oppor-
tunities immediately
available for you, the
benefits of training other
team members are still
valid. In addition to
maximizing your effec-
tiveness, you increase overall team effectiveness. Not only
do you increase your team or department’s flexibility in
responding to needs because of the cross-training you’ve
encouraged, you also enjoy the benefits of working with

more highly-qualified, com-
petent, and experienced col-
leagues. The person who
develops the talents and abili-
ties of others and increases
their productivity becomes
one of the organization’s
most valued assets.

Increase your effective-
ness as a delegator by mak-
ing a specific plan for del-

egation. List all the various tasks you perform. Your activi-
ties will fall into several categories:
■ Tasks that could be eliminated. You may be surprised to

find that some tasks that clutter your work day are

actually unneeded. When tasks don’t add value to the
results you’re responsible for, the best thing to do with
them is to eliminate them. Determine whether the reports
you make are actually used. If not, cut them out. Ask to
be removed from distribution lists of paperwork that
don’t help you in your work. Direct members of your
work group in a similar study of their own activities. If
they can eliminate useless tasks and simplify others, they
have more time to accept additional delegation.

■ Tasks that you must do personally. The tasks that you
must do personally are the most vital, high-priority
responsibilities connected with your job. They demand
your expertise, your more extensive knowledge of the
organization and its goals, and possibly confidentiality.

■ Tasks that you can delegate. Some tasks that fill
your time could be done by others. A few of these can

be entrusted only to the
most gifted and talented
people on your team.
Others could be done by
anyone in the organiza-
tion with only a few min-
utes’ explanation. The
easier the task is to teach,
the more important it is to
delegate it.
■  Tasks that could be
simplified. Some of the
tasks you currently do
may involve more detail
than required. Analyze all
tasks to find ways that you

might simplify them. Doing so may allow you to train
others to take over these tasks.
Now, review the written list of various tasks you do.

Take immediate action to eliminate unnecessary tasks.
Then concentrate your attention on the items you could
delegate to others. Make a specific plan for teaching these
procedures to someone else and delegating the responsibil-
ity for them. Get started immediately on this important
strategy for success.

After you’ve delegated some tasks, look back over your
task list at the items you’ve identified as your personal
responsibility. Estimate how much time you actually spend
on these tasks. As the most important elements of your job
– your high pay-off activities – they should fill the major
portion of your time. Once you’ve delegated or eliminated
less important items, you can give more time to these vital
high pay-off activities and still have time left to accept new
responsibilities. Set a goal to spend 70 to 80 percent of your
time on high pay-off tasks and new responsibilities.

“Increase your
effectiveness as a
delegator by
making a
specific plan for
delegation.”
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Live a Life of Integrity
By Bill Moyer “The ultimate test of leadership is to

become a person of integrity... You can live
a life of integrity!”

– Bill Moyer

“Living a life of
integrity is not
an easy thing to
do. We are
constantly faced
with temptations
and short cuts in
all areas of our
lives.”

The news today is filled with stories about well-known
people who have fallen from grace. These lapses and errors
in judgement from our leaders illustrate very clearly the
erosion of values and integrity that exists today.

Whether it’s a politician who has an affair with a staff
member or a religious
leader who embezzles
money, these high profile
stories make a profound
impact on our future lead-
ers. It appears in the news
like these people have lost
their integrity all at once,
when in reality we lose
our integrity by one de-
gree of dishonesty at a
time. Have you ever pad-
ded your expense ac-
count? Have you ever cop-
ied a piece of software for
your computer? Did you
ever tell someone you did not get a message when you really
did, but simply didn’t return the call?

All of us are leaders in some area of our lives, whether in
a formal position at work, in our family, or in a volunteer
capacity. As a leader it’s important to remember that “Ev-

erything you say or do
counts” and “you can never
not lead.”

As we look at this impor-
tant principle of integrity we
should first look at the defi-
nition of integrity.

Integrity is defined as
“a rigid adherence to a
code of behavior mea-
sured by what you say
or do.”

Integrity with your spouse
is total commitment to your

marriage and total honesty in your communication. Integ-
rity to other people is to always do what you say you will do.
Integrity to your friends is to simply be who you are and not
wear a mask of deceit. Integrity at work is a full day’s work
for a full days pay and treating customers, coworkers, and
your boss with respect.

Remember that people
do not forget integrity
mistakes. Leaders who
sustain trust are consistent
and maintain a high level
of integrity.

What are some of
the foundation
principles to be a
person of integrity?
▲ Always err on the side
of fairness.

▲ Stand up for what you
believe in.

▲ Keep your promises.

▲ Live what you teach.

▲ Do what you say you will even if it hurts.

Living a life of integrity is not an easy thing to do. We are
constantly faced with temptations and short cuts in all areas
of our lives. The ultimate test of leadership is to become a
person of integrity. The impact you make on others will be
judged solely on who you are and not on what you have
accomplished. You are responsible for the choices you
make in life! You are responsible for your success and your
failure! Take personal responsibility for your life and all of
the abundance of the world can be yours. You can live
a life of integrity!

“ All of us are leaders in some area of our
lives, whether in a formal position at work,
in our family, or in a volunteer capacity.
As a leader, it’s important to remember
that ‘Everything you say or do counts’ and
‘you can never not lead.’”
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Closing Generation Gaps

During a recent management training session, it became
very obvious that all but two of the managers were Baby
Boomers and Traditionalists. Many of the management
scenarios discussed involved conflict with Generation X
and Y aged employees. For example, a manager was having
trouble with a direct report arriving late and staying late.
This same employee refused to work extra hours in order to
complete a special project. When the manager was ques-
tioned about the employee’s behavior, she emphatically
stated the employee was lazy and he didn’t want to be
accountable. Others agreed. One of the Generation X man-
agers asked the others to con-
sider if maybe there was a value
difference about work ethic.

It’s common to find four
generations of employees in
most organizations. While it’s
dangerous to stereotype, re-
search shows generalizations
can be helpful. An understand-
ing of the differences may lead
to better recruiting, motivat-
ing, managing, retention, rela-
tionships, work environment,
and results.

During any generation, the media bombards children
with compelling messages. Educational systems, parenting
patterns, and other unique circumstances in life all shape
and mold the children of a given era. Other diverse issues
also effect the development of attitudes, values, and behav-
iors such as race, socio-economic status, ethnic background,
family configuration, and regional differences. Some are
impacted by more than one generational influence such as
those on the cusp between generations. However, each
generation has a mood or tone that pervades the developing
perspectives of its age group.

Here is a quick summary of some of the value differ-
ences between the generations:
❖ Traditionalists (1930-1945) – • Outlook – practical

• Work ethic – dedicated, loyal • View of authority –
respectful • Leadership by – hierarchy/top down
• Relationships – personal sacrifice • Perspective –
patriotic

❖ Baby Boomers (1946-1964) – • Outlook – optimistic
• Work ethic – driven/live to work/competitive
• View of authority – love/hate • Leadership by –
consensus • Relationships – personal gratification
• Perspective – team

❖ Generation X (1965-1976) – • Outlook – skeptical
• Work ethic – balanced/work to live, casual / technically
literate • View of authority – unimpressed/not intimi-
dated • Leadership by – competence • Relationships –
reluctant to commit, independent • Perspective - self

❖ Generation Y (1977-1990) – • Outlook – hopeful,
confident, can do attitude • Work ethic – ambitious,
meaningful work, want goals, need immediate feed-
back, technologically proficient, or learners
• View of authority – relaxed, polite, want to please
• Leadership by – achievers • Relationships – loyal
• Perspective – civic /community awareness
The following principles may help in mixing the

generations more successfully:
◆ Initiate conversations about
the generational differences.
Talk and listen to fellow em-
ployees at least once a month.
Specifically, discuss the mean-
ing of accountability and re-
sponsibility.
◆Learn to appreciate the
strengths of employees of dif-
ferent value orientations.
◆ Involve employee represen-
tatives of each generational
group in strategic planning.
◆Help all employees under-

stand the meaning of their role and their contributions to
the overall goals of the organization.

◆ Offer opportunities for self-development and profes-
sional development.

◆ Be responsive to employee needs. Discover what moti-
vates each individual.

◆ Be flexible and offer options with work hours, rewards,
and incentives.

◆ Expect the best from everyone.
◆ Seek a variety of perspectives on important issues.
◆ Create a team value statement and use an Internet based

real time feedback system to monitor behavioral results.
Paul J. Meyer suggested that leadership ability and

effectiveness are enhanced tremendously by a leadership
philosophy that calls for belief in the worth of people of all
ages, belief in their abilities, and belief in their potential for
growth. If we believe that outstanding leadership is achiev-
ing great results with and through people, then an extra
effort to understand, appreciate, and be responsive to all
age workers is essential.

By taking an honest look at the values that have influ-
enced your work force and management philosophy, you
can find creative means for closing the generation gaps.

By Richard Underwood, D.Min.
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Since 1966, Leadership Management Institute�

has been bridging the gap between potential
and performance by helping organizations
and individuals evaluate their strengths
and opportunities through implemen-
tation of the unique and proven
LMI Process�.
The LMI Process�...

● Develops leaders who, in turn,
empower their people to use their
untapped talents and abilities.

● Identifies key areas the organiza-
tion should focus on in order
to reach the next level of success.

● Gives direction to an effective solu-
tion and delivers measurable results.

● Practices a 93 percent effective
leadership model.

The LMI Process� is designed around a Strategic
Development� model with four vital components:

● Awareness

● Planning

LMI ® tools and processes have been making a difference in organizations
and individuals for 40 years in more than 60 countries.

● Development

● Results Management.

Bridging the Gap Between Potential
and Performance

STRATEGIC DEVELOPMENT


