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Take the Path to Organizational Success

By Paul J. Meyer

On a trip to a specific destination, a driver can look fpersonally accountable to the organization for the qgut-
certain landmarks to be sure of taking the correct roadcéme. Good judgment in the type of decisions you delegate
team also has “landmarks” to evaluate whether or not itmakes it unlikely that such action will be necessary very
on the path to excellence. Several components deternafien. In the event that you are ever forced to reverse or
the success of a winning team. These elements inclodedify a decision, be sure to explain fully to everyone
decision making, creative problem solving, collaboratiomyolved. Do all you can to help team members make wise
and facilitative leadership. decisions. The more competent they become in making
Decision making decisions, the bigger contribution they make to the achigve-

1. Standards for making decisions. Decisions are &ent of organizational goals.
ways made with reference to certain standards or valU@seative problem solving
The organizational counterpart to a leader’s strong self-Like decision making, problem solving may involve |a
image is a well-defined organizational plan of action thaatively insignificant item, or it may concern a seriolis
serves as a blueprint for deci: issue with the possibility of a ma
sions. ldentification of priori- jor impact on the entire organiz
ties among the various organi tion. The larger and more impor
zational goals provides an in tant the problem, the more tim
dex to their relative importance and detail that go into each step of
to the organization. the problem-solving process. Far
2. Responsibility. Determin- minor problems, several of th
ing who will make a particular | steps may be accomplished men-
decision is another importani tally in only a few seconds. Butth
consideration. Even the mos process always includes these
effective leaders must repeatfs steps:
edly judge whether to make &= — — 1. Crystallize the goal Man
decision themselves, refer it to someone else or delegaitblems are caused simply because the goal is not clgarly
it. As a general rule, decisions should be made at the lowgsterstood by all team members. Take time to review fthe
organizational level consistent with quality. Appropriatgurpose of the team and its primary goals.
delegation of decision making to team members strength2. Define the problem. It is vitally important to discover
ens them, enhances the quality of decisions, prevehtsnature of the real problem when something is obvioysly
morale problems, and maximizes your time effectiveneggong. Sometimes the visible element is merely a symp-
3. Personal accountability. Although you delegate aom. Define the problem clearly in terms of one or mqre
thority and assign responsibility for a decision, you are still — continued on page 2 -
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— continued from page 1 —

organizational or personal goals. “Today, the team leader is
3. List criteria for selecting a solution. Establish guide- really the caretaker of the
lines for evaluating possible solutions and making decision -
by referring to specific organizational goals and priorities.steam' Thls mean§ the
This involves determining the rules by which the most |€ader is responsible for
workable solution will be selected and the standards thehelping, supporting, and
solution must meet. The criteria might include impact on facilitating the process of
product quality, cost limits, personnel changes, the Ieader’s,[ buildi K
time allotment, or a target date for choosing a solution to be eam building, teamwork,
implemented. and team performance.”
4. Collect information. Asking open-ended questions and
listening carefully to the answers are generally the best ways
to gather information. Ask others how they would solve the
problem and why they would take that approach. Attempftotiten lead to friction, tension, and conflict. Conflicts are
see the problem or tentative solution through the eyedarks in the road to high performance. How conflicts are
others. handled will determine whether a team stagnates or mpve:
5. Develop possible solutions. Examine all of the dataan even higher level of results. When conflict happgns,
collected and record all possible solutions suggested byube the following steps to help team members overcome th
data. List as many possible solutions as you or the group@amilict: « Identify the real conflict and the specific tegm
generate by brainstorming. members involved: Communicate with each other. Thjs
6. Analyze possible solutions. Allow time for ideas tmeans each team member has a chance to talk about his
“incubate.” Work on other problems and come back to ther thoughts and feelings and is also willing to listen to other
original one with new ideas. In one instance, think primartigam members.Handle the conflict head on and out in the
in terms of profit. Another time, think in terms of tearapen. This means each team member must be willing to|dee
member development or other objectives. Analyze all agth and discuss difficult issues. Get team member
sumptions to be sure you are not accepting artificial limithinking about potential solutions. Don't judge ideas at this
tions. When you accept traditional assumptions about wpaint, just get as many ideas out on the table as possible
can be done, you limit the ability to find creative solutionsTo resolve most conflicts, get team members to make a
Alter assumptions about what can be accomplished and kgast a small compromise on the various issues. Negotiate
open your mind to new possibilities for solving specifolution that is acceptable to everyondlake a commit-
problems and for meaningful personal development. ment. Each team member must commit to the negotiatec
7. Make the decision. When as much information esmpromise solution. This means they will give 100 per-
possible has been gathered and considered, assumeeahteeffort to make the solution work-ollow up to be sur
responsibility for making a decision, or for leading teaafl team members are fully cooperating and putting forth
members to choose the best possible solution. their best effort to make the solution succeed.
8. Implement the solution and follow up. Since theacilitative leadership

process is problem solving rather than just decision makingoday, the team leader is really the caretaker of the téam
a plan forimplementation must be developed to carry the jtlis means the leader is responsible for helping, support
through to completion. Assign responsibility for each actigy, and facilitating the process of team building, tegm-
step. Set up a schedule and follow it to make sure {{#k, and team performance. A facilitative leader under-
problem is being solved. Make appropriate adjustmesigsinds that the solutions to problems, the information to
along the way to ensure successful problem solving.  make decisions, and the creativity to innovate is to be fqunc
Collaboration in team members. Facilitative leaders see their rolg as

Many teams who were perceived as underdogs have Wwanging out the best talents and abilities of each tgam
championships because they focused on the team goal ratigenber and blending the different strengths of each persol
than their own individual goals. The key to collaborationiisto a harmonious whole. The goal is not to make everyone
the ability of team members to work interdependently. @érform the same, but rather to use each person’s uniqu
course, all team members are different from one anothemlbiities to achieve the best possible performance. The|bes
fact, some teams are purposely designed to maximizetdan leaders develop team members to perform at a |hig
differences among team members. These differences leaal even without the leader guiding them.

— Paul J. Meyer
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People are looking for some-
thing to believe in. This has been
true for the entire history of man-
kind. No one simply wants a
“‘ljob” for eight hours a day.
People want to be involved in
something that has meaning,
something that has value —some-

BN | have observed thttere are three distinct phasesf growth

effective leader.
Phase One: “Making effective choices”

thing that makes a difference. David Byrd We all possess the freedom to choose. That freedom, how-

As a leader, be alert to this President, LMI ever, works like a double edge sword; it can cut both ways.
need that is present in everyone 2all enjoy the benefits or suffer the consequences of our choices. There are thous
You can be the person that teamchoices to be made every day, but there are three specific choices that will determ
members believe in and trust quality of your professional growth.
when you demonstrate intereste The choice of a positive attitude | have never observed the development
intheir personal and professional  effective growth stimulated from a negative attitude.

growth. You can only do this by « Thechoice of effective actionslt is not how much you do but the effectiveness

being a role model. You must  what you do that counts.
“talk the talk and walk the walk.”

You must be a true leader. " .
Accountability pushes you past those limits.
Tellyourteam members that they yPp you'p

have what it takes to be success’”as€é Two: "Building Confidence” _
ful in your company. Show them  Confidence is developed from the experience of successful attempts. If you are s

» The choice of accountability We all struggle with self-imposed limitations.

From my current perspective, which has developed from a
background of athletic coaching at the high school/college Igvel
# and over the past 30 years of executive leadership developmen

through which every one must pass in order to grow ag an
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how you will support and train Semething new or desire to get to the next level and have had zero successful attempts, )

them. Get to know them. Know Natural human reaction is to quit or blame something or someone else. What do y
their family. Know their inter- Find a proven system and stick with it until you begin to experience successful attg
ests Knowltheir goals It is like riding a bicycle; once you develop confidence you should never lose it, ag

These principles apply to ev- as your self-image remains intact.
eryone. Use them to recruit team Phase Three: “Driven by Vision”
members who will help you Use your gift of imagination to build a passionate vision of your future. This passidg
reach your business goals. vision will drive your daily actions and sustain your passion. | have observed that p
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will quit just short of their intended goal if their minds are not fixed on a passionate visior
Vision put the compelling why behind what you do.
Table of Contents These three phases of effective growth are interchangeable, and you may find ypurs
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ORGANIZATIONAL LEADERSHIP

Recognize the Power of Persuasion

As a leader, a primary responsibility is to gain your consider your ideas. Careful listening is often mq
team’s commitment and support to the organization’s vi- persuasive than polished speaking. In addition, you g
sion and goals. Getting total agreement from each teamnany good ideas that may not have occurred to you
member on how to reach those goals is not always possibléyilling to compromise and incorporate some of the id¢
But if a team is to work together, there must be someof others as long as your objectives can still be n

consensus on how_to proc_:eed. The first step is to get teamchieving the goal is your purpose — not imposing
members to put aside their personal preferences and agrest your ideas about how to achieve it.

to the specific goals they want to achieve, as well as agferenare to persuade. Have all the facts and issues cl
on the methods to achieve them. in mind before attempting to persuade. Anticipate p

You, as the leader, are responsible for bringing aboutgjy|a objections and prepare for them. Be supportiv
such a consensus. The tool defensiveness or hostility
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for accomplishing this pur-
pose is the power of per;
suasion. Accepting therolg -
of leader ethically binds
you to use authority, influ- |
ence, and logic in leading
others to act in the bes
interests of the organiza;
tion. Persuasion is clearly
the preferred choice of theg
effective leaderConsider

these techniques for be-
coming more persuasive:

[1 Buildasolid reputation.
Establish a reputation
for honesty and integrity. The ancient philosopher
Aristotle recognized the importance of character when

he said, “Character is the most effective agent of persua

sion.” Character is best observed in attitudes and ac
tions. Character is demonstrated by doing what you sa
you will do. Character is the Golden Rule of persuasion
Strengthen your character, and you strengthen you
power to persuade.

\
\
\

T

surfaces in the reaction
of team members. Be sur
that you are right most o
the time. If you customar-
ily speak before you are
fully informed, people
soon begin to react de
fensively to everything
you say. Prepare your cas
and present it with brev-
ity and clarity.
[] Demonstrate posi-
tive attitudes. Plan every
action with the intent to
produce the best possible results for the organization
your peers, and for team members. For persuasion
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effective, it must be beneficial for all. When you adopt a

positive attitude toward your own responsibility as| a

Teader, every action you take benefits the organization

Yand creates goodwill with your coworkers.

he ability to persuade works best when you sincerely
care about your team members. True concern ensures th

r

: . . your persuasive powers are directed toward mutual benefit:
[1 Create a climate of mutual trust. In addition to establisg: oth individual employees and the organization.
ing a reputation for honesty and integrity, do all you can
to create a climate of mutual trust. Be a team player e
patient, be fair, be objective, be tolerant, be forgivijg. Communicate Authentically to Others
E}gtrurs)(t);lrgl ?g ,,O;gn%mg?kt]grn géi?rtf?n%zmbeeﬁfvyi?r% béurtn People are the wellspring of productivity; dealing with
’ ’ : S ' ssociates through integrity and authenticity is impefa-
when (ra]verybody n tge ﬁrgamzadtlonhknows dthey C;g e from both a human and a business standpoint. [Suc-
LSt o s e o o ey end o 0kBbsstl leadershp depends on commuricating yiur
follow your leadership ’ %rganlzatlon's vision to team members and gaining {heir
_ _ ' _ support and commitment to that vision. The best way|to
- Listen attentively. Most people will only open thefr accomplish that goal is through clear, effective, pnd
them and acknowledged their opinions. When assqciythentic communicator!
ates feel understood, they are much more willing lto
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Using Innovation to Succeed

Because we live in a world of constant change, organizahighly structured thinking patterns and want to work *
tions must continually change to meet the demands of théhe book.” They want an explicit procedure to follow
competitive marketplace. There seems to be no end to thevery situation because this helps them feel secure.
stories of companies that failed to change, and eventuallfhem training that enables them to do their jobs ac
went out of business. In today’s business environmentately and promptly, but do not burden them with |
continuous invention and innovation are no longer luxuries;responsibility for making decisions in unpredictak
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they have become the vital key to sur-
vival and prosperity. Innovation is ong
of the few areas where organizatio
can achieve a significant competitiv
advantage.

There are many factors that dete
mine an organization’s success at |
novation. The goal of innovation is tq
constantly create new and better pro
ucts and services that meet or creatq
need in the marketplace. Innovation
proactive change. Innovation means
think like an entrepreneur — alway
looking for new opportunities. It is noj§e
longer enough to have the best produ £
or service today; you must also consi¢
tently innovate for tomorrow.

Unfortunately, this is easier sai

situations. Other team members, in cqn-
trast, prefer to devise their own work plan.
They want to feel that you consider their
judgment dependable, and that they
free to exercise initiative. Generally, the

more freedom people have the more cye-
ative and innovative they become. Their
productivity and motivation are directl
related to the degree of freedom and ye-
sponsibility you grant them. Be sensitiye

to individual needs and assign responsi-
bilities accordingly. Keep the goals of your

organization firmly in sight, but give peopl
as much freedom as they prove capabl
handling. At the same time, require
countability. This approach empowersteam
members to increase their overall prodyc-
tivity and generate the greatest number of

of

than done. The larger and more suc-

innovative ideas.

cessful an organization becomes, the more difficult it is #oConformity and creativity. Encouraging team membefs
change and reinvent its products and services. In fact, thé0 Use as much of their creativity as possible - as long a:
more successful an organization becomes at execution, théeir creativity is focused on productivity — is to yopr
harder it becomes to innovate and change. advantage. From their creativity come ideas for imprpv-

Leaders must learn to challenge today’s success in orde'fPg present products, services, and for implementing
to create tomorrow's opportunities. Creativity and innova- 'U{Ure Projects. As a leader, your responsibility in en-
tion must become everyone’s responsibility. Most new coUraging creativity requires careful balance betwgen
ideas and innovations are created from the interactioriViting and directing creativity toward appropriate tar-

between team members and customers. Customers wafEtS: While ensuring conformity in situations where no
solutions to their problems, they want their desires to bel€viation can be tolerated. For example, the ethical
met, and their needs fulfilled. These are all potential inno-POlICies Of the organization are so vital to its existence
vations. Leaders must have every team member activel);

searching for these opportunities or they will pass right byd€viations allowed. Safety and quality control reg.
the orgagization. PP ywitp g yt|ons; must be the letter of the law. But experimentati

L L . . . . and fresh ideas in many other areas are essentig
Establishing and maintaining an innovative climate in oqvinyed profitability and competitiveness.
the workplace requires sensitivity to individual differences _ _ -
when structuring work assignments. Because individual’s' N€ higher your expectations, the more creativity tgam
needs differ, how you lead people must differ. At the safigmbers exhibit. High, yet realistic, expectations glso
time, the necessary procedures of your business musiEease the dignity and self-worth of those individuals vyho
met, and the difference in the way you lead particufglen find fulfillment in perceiving themselves as dynaniyic,

individuals must avoid any appearance of preferential treg€2tive contributors to the team. As the self-worth of team
ment.Give careful consideration to these factors: members grows, their motivation and ability to meet chal-

lenges improves.
A Structure and freedom. Some team members possess g P
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Dealing with the Demands of Leadership

Tomorrow’s business environment will be characterized planning and leading. Attitude is the key to avoiding t
by more complex problems, even faster rates of changerap. Believe in people, train and develop them conti
increased global competition, and the commaoditization ofously, and give them the opportunity to accept respo
most products. It will become more and more difficult for bility for significant achievement. Just as devastating
organizations to develop and maintain a unique advantagéhe failure to delegate is overdoing delegation. Givi
over competitors. What worked in the industrial age, or intoo much of your own authority and responsibility
the technology, information, and communications age will others who are not adequately trained, who do not sl
no longer be sufficient. your goals, or who are overworked means that you

The motivational leader of the future will have to  soon be out of touch with the operation and will lose
develop in these areas: insight you need to influence thg
e Leadership is a relationship. direction the organization is mov
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Leadership is about people ing. Avoid this trap by maintain-
You don't lead things, you ing a written delegation plan th

lead people. You lead peoplé details what you plan to delega
through the relationship you and to whom, with a schedule fi

have with them. Only when implementing your plan.

you are able to build positive, e Focus on strengthétis easy to

trusting relationships with drift along allowing people to d

team members will you be the same work they have alwa
able to effectively lead them. done and assuming that is all th
You can only develop trust- can do. People are the great
ing relationships by spend- under-utilized asset in busine

It is no longer feasible to count on the leader for all theand abilities.
answers. We must trust team members to act on theiMultiply your leadershiplf you want to move up in th

clear goals and values that are shared throughout thene to take over is even more important. If no on
organization. If everyone is pursuing the same goals andeady to succeed you, the organization may well
acting consistent with the same values, it is not necessarwhen you are no longer there to lead it. That would
to control what they do. When team members know thetragedy for those who have invested a large part of t
goals and are committed to the organization’s valueslives in it. The ultimate measurement of a lead
they will almost always act in ways supportive to the success is how many other leaders they have devel
organization. The key will be the leader’s ability to Organizations succeed in direct proportion to the n
crystallize the organization’s goals and values and effechber of leaders they have. With only one or a few
tively communicate them to team members. leaders, organizations must resort to a hierarchical

e Balance your workit is possible for a leader to do too reaucratic structure to manage and control the actio
much — or not enough. The failure to delegate trapsemployees. This structure is destined to fail in a f
executives under the pressure of too much paperworkpaced, ever-changing business world. The ideal go
too many details to handle, and too little time for creativeto develop everyone into a leader.
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Assume Responsibility; Be Accountable

Responsibility for solving a problem or reachin
a goal is frequently delegated to a team. Delegat
means that team members are given responsibility
authority to carry out certain tasks while at the same ti
having their work inspected by the one who delegated
As a team member, consider having your work revie
and evaluated as practical training, an important aspec
the entire teamwork process. Having your work evalua
and receiving the opportunity to make improvements
your chance to learn, make advancement, and ultima
to be even more successful.

Unfortunately, learning to delegate successfully is
skill many leaders have not fully learned. Many super
sors, managers, or bosses simply do not know ho
delegate effectively. They tend to either “micromanagfa
or totally abandon you. As a team member you ne )
to assume responsibility for learning what is expect@ii!merm_JS ways. _ _
of you and what your specific responsibility is on tte “Buy-in" or “ownership” of the team increases dr
team. Communicate with the team leaders and othefmatically.

team members: « Team members develop skills and abilities that cont

« Ask questions. ute to the team and enhance other areas of their

* Send e-mails. as We_”j _ _ _ _

. Make phone calls. + Creativity abounds; new and innovative solutions
generated.

Ask for facts and information that is relevant to the task.
In addition, offer opinions to others and give candid feed-before

back on their suggestions. _
Do what is required to understand how best to carry <°)ut-|-eam members provide feedback, accept construg

your responsibilities on the team. As a team member,C”t'C'Sm’ and address issues head-on. _
learning how to carry out the work that has been delegatedrveryone works together; team members are recepti
to you is a very important skill for you to gain. From there Others’ideas and they praise and encourage the cont
itis just a matter of time before you move up to the next leveltions of others.
of responsibility and success. « The team makes significant progress toward the acg
Being Accountable plishment of the goal within the given budget and by

Team members focus on the team’s goals like n¢

ggel, team effectiveness and efficiency are multiplied i
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Following the guidelines for effective teamwork gener- deadline. . .
ates trust and respect. When team members follow thdeams are most effective and productive when they
principles of trust and respect, trust has a way of permeafiig the basis of accountability — accountability to ones
the thinking of every team member. From that mind-setagicountability to the other team members, accountabil

trust, the team moves to a the team leader, and accountability to the organiz
reaim of accountabilty among mate of accountabiiy on
realm of accountabilityamong « : -

teammates. Having your work evaluated and receiving courage each member to

In being accountable to _the opportunity to make improvements his or her best, it helps th

each other, everyone takes onlS YOUr chance to learn, make advancemenﬂeam pull together to me

the responsibilty of leading and ultimately to be even more successful.” S 90a and deliver the d

sired results at a high sta
the team toward the accom dard of excellence.

plishment of its goal. At this
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Bridging the Gap Between Potential
and Performance

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..

pWARENES

o Develops leaders who, in turn,
empower their people to use their

O

<

Iy =

untapped talents and abilities. =
o

o lIdentifies 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.

o Practices a 93 percent effective

leadership model. I

The LMI Processis designed around a Strategic
Development model with four vital components:

o Awareness » Development P

. /1T
o Planning o Results Management. lll i
LMI” tools and processes have been making a difference in organizatic e
and individuals for 40 years in more than 60 countries. LEADERSHIP MANAGEMENT .NST.TUTETM
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