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It's always something,

Maintaining Focus
To Get Things Doné™

By Allan Forbis
Director, Center for Management and Professional Development

Years ago, | enjoyed watching the late Gilda Radner portray her famous character,
Roseanne Roseannadanna on the Weekend Update segment of Saturday Night Live.
After what was usually a long commentary about all the things going wrong in the world,
Roseanne would always say, “Well, it just goes to show you, it's always something — if it
ain't one thing, it's another.”

While sadly, Gilda, who would have been 70 this year, and her many characters are no
longer with us, that now famous phrase still rings true for many areas of life, and it can
certainly apply to any discussion about getting things done. Why? Because there is
always one thing or another that interferes with our own, or work team’s effort to stay
focused on accomplishing important goals. From competing priorities, unexpected
obstacles or predictable ambivalence, it’s always something!

By nature, many of us expect our work day to be pre-defined, and we accept that we’ll
just go through the motions of work once we get to the office. In truth, though, we need
to work at turning desired outcomes into reality.

For instance, when you arrived at work this morning, did you know exactly what you
needed to accomplish? Do you know what key outcomes you need to complete before
leaving work in order for you to congratulate yourself and say "this was a great day?”

Whether it’s you or your work team, to get things done effectively you need to have a
plan of action. If Mr. Richard Fader of Fort Lee, New Jersey (the same person who always
wrote to Roseanne Roseannadanna asking for advice) is still out there, the following
observations may help him and the rest of us too.

This article continues on the next page.
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Maintaining Focus to Get Things Done
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What's the goal?

The quote attributed to author Lewis Carroll, “If you don't know
where you are going, any road will get you there,” definitely fits
here. Simply saying “get ‘er done” isn’t going to help you. If you
want to complete anything that is on target and on time, you need
to be clear about what you want to see and when you want to see it.
If you don’t do that, you’re placing yourself and possibly your team
in a pretty deep hole.

Dr. Stephen Covey told us to "Begin with the end in mind. Start with
a clear understanding of your destination. Know where you are
going so that you better understand where you are now, and so that
the steps you take are always in the right direction.” While it’s true
that the process of setting goals can vary depending on the person,
it’s also been proven that putting the goal in writing is generally the
best way to begin because it helps you visually construct (and see on
paper) what you need to achieve.

What's the big deal?

Once you've established a clear goal, one of the most important
things you can do as a leader is to get people to rally around the
reason for achieving it. A great example of this is the following
excerpt from President John F Kennedy’s address to Congress on
May 25, 1961 about landing a man on the Moon. Remember, at that
point in history, the total time spent in space by an American was
barely 15 minutes.

"..if we are to win the battle that is now going on around the
world between freedom and tyranny...it is time to take longer
strides—time for this nation to take a clearly leading role in
space achievement, which in many ways may hold the key to
our future on Earth. ..we have never made the national
decisions or marshaled the national resources required for
such leadership. We have never specified long-range goals
on an urgent time schedule...Space is open to us now; and our
eagerness to share its meaning is not governed by the efforts
of others. We go into space because whatever mankind must
undertake, free men must fully share...

| believe that this nation should commit itself to achieving the
goal, before this decade is out, of landing a man on the Moon
and returning him safely to the Earth. No single space
project..will be more exciting, or more impressive to mankind,
or more important..and none will be so difficult or expensive
to accomplish...”

While our goals may not be as history making as President
Kennedy’s, the importance of clearly stating to others why the goal
is important should never be overlooked or discounted. Instilling a
desire to win, to be better today than you were yesterday, and of
course how accomplishing the goal will position you, the team and
the organization for even greater success in the future gives
everyone a stake in the game and a reason to be “all in.”

We can’t do that...can we?

Having the confidence to achieve your goals often comes from
having a plan of action that makes sense to you and your
followers—the stalwart group of people you may need to help you
get the job done! A plan brings meaning and clarity to a goal, and
can make even the most daunting of goals seem achievable.

A plan simply helps to put the goal into manageable pieces so that
you or others can complete them—either in stages, or all at once by
assigning the pieces to different people and making them
accountable. The old adage, “How do you eat an elephant?” comes
to mind, but it’s more than that. You don’t want people to question
why you’re trying to eat the elephant. Rather, you want to bring life
and energy to your goals so that you and others can move
confidently toward them. Nothing overly complicated, just a
roadmap that anyone can follow. Plan to win. Don’t plan to lose.

Are we there yet?

Accomplishing any goal requires maintaining focus, momentum, a
sense of urgency, and using your time wisely. In “sports” language,
it would mean helping others keep their eye on the ball (oversight
and coaching), moving the ball down the field (progress), watching
the clock (timeframes) and keeping score (results).

It should come as no surprise that doing this will take some effort
on your part. You'll likely need to have weekly or daily meetings
with team members, frequent one-on-one updates through email or
in-person; and possibly include other tactics that have proven to
work for you (i.e., scoreboards, wall charts, etc.). Always
remember, though, the longer you delay in using this or any type of
communication, the greater the risk that something might not get
done.

In the end, when the work is done, you’ll have the satisfaction of
knowing that in spite of all the obstacles you encountered along the
way, your plan to succeed paid off; and what’s more, you have a
blueprint for similar success in the future. While there will always
be “one thing or another” to accomplish, you’ll have a process to
help you maintain your focus and rally your team to help you do it.

Allan Forbis is the Director of the Center for Management and
Professional Development (Center). The Center’s team of consultants

L provide training solutions that help employers see what happens when
they work together to provide direction, awareness and focus for
employees. They succeed by providing strategies for managing the
performance of the people that make success a reality.
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Have you even seen those advertisements for mutual funds that IDENTIFYING YOUR PEAK MOMENTS

promise wonderful results, and then say in small print that “past
performance is no indicator of future results?” We’'ll that’s not true
when it comes to doing great work. Past performance—or more
specifically, past moments of engagement and meaning—is actually a
very good indicator of future results. Clues to what great work is for
you are often found in the peak moments of your past.

1. Think back and remember three peak moments over
the course of your working life. For some people, this will
be easy. For most of us though, it won’t be so immediate. You
might go blank, or feel overwhelmed. Don’t panic. Take your
time, and with your mind’s eye, scan your memory and zero in on
the times you were doing meaningful work. It’s likely that you

WHAT IS A PEAK MOMENT? knew at the time that this was something significant. It’s

something that has stayed in your memory, something you’re

A peak moment is a time when you could see and feel yourself doing . )
proud of, and brings a smile to your face.

something more than you usually do—when you stepped beyond

where you normally stay and did something new, tried something 2. Give each peak moment a title, and write down the

different, and made an impact. It’s a time when you felt fulfilled in title on the line next to each triangle below.
your job, when you felt most like yourself.

3. Then write a short description of what happened in

It can be the quiet certainty that your contribution to the meeting each triangle. You might consider questions such as:

was the one thing that tipped the balance on a major issue, or the How were you at your best?

hour when you rose to a challenge to sort out a crisis that was What was your role?

causing disruption in your workplace. It can be about a big, public What did you do? What behaviors did you exhibit?
project or a small, private triumph. What skills did you use?

How did you overcome difficulties?

What was the key moment that made the difference?
Who else was involved, if anyone?

What are you particularly proud of?

Whatever the context, it is a moment of certainty, a moment of
insight when you say to yourself—Wow, I’'m doing this. I’'m doing it
well and I’'m thrilled to be doing it. When you say, Yes, this is
something to remember. This is me at my most essential, most

RIS, G50 4. Now look at each of your peak-moment stories.

THE POWER OF THE PEAK MOMENT Do you see any emerging themes, any similarities? Is there a
particular behavior that recurs? Is there a role you seem to

One of the benefits of stopping to acknowledge your peak moments favor? These are all clues about who you are, and how you

is that they can help you clarify your personal definition of success. accomplish the great work you are capable of doing.

Rather than asking yourself, Did I do it well? Did | get the recognition

| deserve? You ask, Did this have meaning for me? Did this stretch GAINING INSIGHTS

ey EEELE /2 Wb e iy As you remember those peak moments, what did they

We often limit what we can do by our education, training or work feel like for you? Remembering what it feels like to do great work

history. Peak moments get us beyond that. They tap the power of can be a powerful “internal compass” to help you know whether you

subjective experience rather than objective accomplishments. So are on track to do more great work in the future. Retrace the steps

when you think about your peak moments (as | hope you will do), you took that got you there. How did it all begin? What decisions did

remember to recall how you felt, not what you outwardly you make? How did you get into the place where the opportunity to do

accomplished (although the two can go hand in hand). the work presented itself?

Discuss your peak moments with someone who knows
, you well. Ask them if this is a good reflection of you at your best.

Mv PEAK M“ME“TS ’ Ask them what’s missing. Ask them if they’d use any different words.
Reflect. Learn. Grow!
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How to say no when
you can’t say no

One of the fundamental tasks on the path to
getting your work done (especially your own
work) is figuring out what to say yes to, and
sometimes, even more challenging—what to
say no to. If you say yes to everything, you're
just adding more to your plate, which is likely
already full.

Let’s face it, some of us can’t even say no to
telemarketers. So how do you say no to
people you work with and care about? The
answer is not to focus on saying no, but
rather on sayingyes— more slowly.

What gets us in trouble is that yes is our fast,
default answer to any requests that are made
of us. Sometimes that’s the right thing to
say; and sometimes you’re being asked just
because you're the first person they thought
of, or because the request hasn’t been
thought through. Often, it’s worth getting to
yes a little more slowly. Here’s how:

1. Say, “Thank you for asking me. Before |
say yes, just let me make sure |
understand what you’re asking for.”

2. Then ask some good questions. There
are three basic types:

Another Tip from Michael Bungay Stanier in “Do More Great Work”

Why Me?

0O  May |l ask why you’re asking me?

0  Have you asked anyone else?

O Have you considered asking X? He's got
some experience with this.

Specifics?

0O  When you say “urgent,” what does that
mean? When's the latest it has to be
done?

O  How much time will this take?

0  If I could only do part of this, what part
would you like me to do?

0  What does “finished” look like for this?

What's the Big Picture?

O Who else is involved in this (i.e., how
high up does the project/task go)?

O How does this fit with our/my current
key priorities?

O  It's possible something else may have to
give for me to help you. What should |
not do so | can do this?

If you use this approach, any of four things
might happen.

1. The person will answer all your
questions, and you’ll be happy to say yes
(this doesn’t happen very often).

2. The person will say, “Good questions!
Let me get back to you when I've got
some answers.” And they may not come
back. Because instead...

3. The person may just ask someone who
says yes faster.

4. Sometimes you’ll be asked to stop with
the questions and just do it.

Tip: Don’t start doing this with the toughest,
most senior person you work with. Instead,
practice this with someone you're fairly
confident this approach will work on. Then,
as you gain confidence, use these questions in
more situations with a wider range of people.
By doing this, you’ll get a reputation for being
a strategic thinker, which in turn will make
you a more valuable organizational player.

"How we spend our day is, of course, how we spend our lives." - aAnnie Dillard
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WE'RE HELPING TO BUILD
A STRONG MISSOURI

The Center for Management and Professional
Development helps both public and private sector
organizations cultivate and enhance the leadership,
interpersonal and technical skills of current and
future leaders through the delivery of innovative,
participant-centered programs.

Our leadership and interpersonal communication
classes prepare individuals to handle the challenges
present in today’s demanding workplace; and our
technical and computer skills classes help learners
increase their proficiency in Microsoft Office
programs and other specialized software
applications.

Come to our training facility, or
invite us to your work place to
establish your very own ‘“center for
learning.” We can strengthen the
knowledge and skill of your most
valuable resource - your people.

Workshops * Webinars

Customized Programs

Learn how we can help youl!

Find us on the web at training.oa.mo.gov
Call us at (573) 526-4554
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BEST PRACTICES:

Common delegation mistakes and how to

avoid them

Most managers and supervisors have heard about
delegation, and they probably know that it is
important. Still, when managers do decide to
delegate, mistakes can be made that negatively
impact the employee’s ability to do a good job.
Review the following common mistakes, and
determine how you can avoid making those same
mistakes yourself.

An attitude of “I can do it better myself.”
Particularly because most supervisors started out
by doing the job, there is often the feeling that
they are still the best person to “do the job.” Even
if the supervisor could do a better job, the choice
is not between the quality of his or work and the
quality of the employee’s. The choice is between
the benefits of the employee learning to perform
that task and the supervisor spending time on
planning, coaching, supervising and developing an
employee. Believe in your employee’s abilities.
They might just surprise you!

Failure to let employees know the “big
picture.” Some supervisors delegate tasks
without providing all the necessary information to
do the task successfully. They leave out the big
picture. They omit information about future
goals, plans and important organizational
decisions. Employees must be fully informed to
make the best possible decisions for the
organization.

Failure to require, receive, or use progress
reports. When you don’t have a method to
check on the employee’s progress, two things
happen. First, you communicate to the employee
that the delegated task is not that important.
Second, you may set yourself and the employee
up for failure. Agree with the employee on
specific times to check progress from start to
finish. Then, stick to them!

Unwillingness to let employees supply
their own ideas. When you don’t ask
employees for their ideas and opinions, you are
sending the message that you don’t really value
the employee. You are also limiting your
opportunity to gain new information. Remember,
if you always do what you’ve always done, you'll
always get what you always got. Encourage
employees to be creative and share their ideas
about ways to complete the task.

“If you want to go fast, go alone.
If you want to go far, go together.”

— African Proverb.

Tendency to “dump projects.” Dumping
projects usually occurs because the supervisor
has not taken the time to properly plan the
delegation. There are two negative outcomes:
(1) the chance for the project to be done
incorrectly increases, and (2) the employee
loses motivation because the supervisor did
not take into consideration the employee’s
strengths or ability to get the job done. To
ensure the delegation is successful, take time
to plan the delegation, pick the right person,
and discuss the task and its expected
outcomes.

Failure to give the employee credit for
shouldering responsibility. Some
supervisors don’t delegate because they like to
take credit for work that occurs in their work
group or section. And when an employee
takes responsibility, the praise or recognition
may not be passed on to the supervisor.
Acknowledging an employee’s success may be
viewed as threatening to the supervisor. With
feelings of insecurity, this same supervisor may
fail to back-up an employee when the
employee does make decisions. Give credit
where credit is due. You will gain not only an
enthusiastic employee, but also a loyal one!

Inattention to project completion. Not
bothering to recognize when a project has
been completed will practically guarantee that
the next project delegated will be completed
late, if at all. This then reinforces the
supervisor’s negative feelings about delegating
in the first place. Always take a moment to
acknowledge completion of a task, provide
praise for a job well done, or to coach for
improvement the next time if needed.

Lack of respect for the employee’s
ambitions. Supervisors who do not delegate
that often may not have a large interest in
developing their employees. This leads the
employee to feel that the supervisor does not
care about him or her. When we feel that the
boss does not care about us, we lose our
motivation, and our respect for the supervisor.
Get to know your employees. Find out their
strengths, weaknesses and ambitions. And
when possible, support those ambitions. Help
them grow.
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It’s NOT the Study Hall you
remember from school, but these
“study-on-your-own” lessons are
sure to make a difference in your
success as a leader.

Each on-demand lesson includes a video
you’ll watch online and a study guide to help
you put the information in the video to good
use. The questions in the study guide will
encourage you to think about what you're
doing today—and what you might want to
do differently tomorrow. Working at your
own pace, each lesson takes about one hour
to complete.

THE LEADERSHIP SERIES

Enhance your confidence and
leadership ability with
4 great lessons!

Would I Inspire Me?
Leaders of Character

5 Questions Every Leader Must Ask
The Pygmalion Effect

Take any lesson for $20, or the

entire series of 4 lessons for $75.
Each lesson provides one hour of Management
Training Rule credit.
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7 Steps of Persuasion
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Transcript of a MyQuickCoach video lesson from Dr. Rick Kirschner

I've been studying the persuasive power of words
and behavior for a lot of years now and recently |
was asked in a radio interview if there was a
method | could spell out for the audience to help a
person to persuade just about anyone to do just
about anything. Well, up to a point I'd say yeah,
there is and that point is that if you're trying to
persuade someone to do something that's bad for
them, you may never get another chance to get
them to do anything else. But assuming your
intentions are good for both you and your
persuadee, then yes, there are seven steps you
can take to be persuasive. Remember, though,
that persuasion is a deliberate attempt to
influence a person's attitude and behavior. So
while there are no guarantees you'll succeed,
these seven steps will help you stack the deck in
your favor.

The first five steps involve you answering some
essential questions for yourself. Let's go through
these one at a time.

STEP 1: “"What do you want?” Confidence
comes from preparation. And most people only
know what they don't want. That's why it's so
much easier for people to complain than to do
anything interesting. So before you begin using
persuasive communication, you need to dial in
your persuasion proposition. What is it you want
to persuade someone to do, to think, to feel, to
believe? And you have to be specific about this
with yourself because vague generalizations don't
inform you enough to be useful. It's like that old
Steven Wright joke...| went to a general store and
they wouldn't sell me anything specifically! Asking
yourself what you want is all about beginning your
persuasive efforts with the end clearly in mind.

Now anytime you're in a situation that calls for
you to speak and you don't know what you
want as a result of speaking, my advice is back
away. Buy some time, keep your powder dry
and wait until you know exactly what you want.
Because trying to persuade anyone without an
outcome in mind is like driving a car without a
destination. You waste a lot of time and energy
and when you stop, you have nothing to show
for it but wear and tear. The first and most
important step is to begin with the end in mind.
What do you want to have happen?

STEP 2: "Why do you care?”

Once you've identified your desired outcome,
it's important to know your motivation for
pursuing it. What you stand to gain if you get
what you want and what you stand to lose if
you don't. Engaging your own motivation may
be just what's needed to take you across the
finish line when the going gets tough, to give
you the persistence you need to advance your
cause and further your progress towards your
outcome, even in the face of opposition.

When you know why something matters to you,

it helps you to stay focused. It helps you to pay
attention to incoming information to get
feedback and to be in a learning mode instead
of a reactive mode. Lining up your motivation
adds passion to your persuasion, and emotional
power to your words. Instead of offering some
bland and boring blah, blah, blah exercise and
intellectual occupation and obfuscation, you're
talking about something you really care about.
So the question again is, why do you care?

This article concludes on the next page.
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Today’s leaders know that they can
achieve greater success by having a
coach who can give them advice to
improve their performance and the
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With MyQuickCoach, you have
access to world-class coaches
who deliver knowledge quickly,
allowing you to put ideas to
work right away!

This award-winning online delivery
platform and content library can help
you achieve your full potential by
bringing “on-demand” professional
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MyQuickCoach: 7 Steps of Persuasion Continued

STEP 3: “Why would they care?”

It's important to understand that people are more often driven by self
interest than by your interest. Even when it's your show on the radio,
they've tuned their dial to WIIFM, or What's In It For Me? That means
that a person you’re seeking to persuade is narrow casting onto that
frequency.

You can increase your chance of success by finding out everything you
can about what motivates people, what their opinions are in the matter
at hand, and what values they use to make decisions. Now | teach a
model of motivation that allows people to be very precise about this
and a model of communication style that allows you to pick up on what
somebody needs very quickly so you can respond in kind. These things
are important in shaping your perception of the perception of others.
Because when you finally do talk, you need to be able to tell them how
giving you what you want will help them get what they want.

STEP 4: “Where and when will | persuade them?” Identify
the context in which they will be most receptive. You see, there's a
time and a place for everything, but it's never all the time in every
place. The fact is, some people are more receptive in the morning,
others in the afternoon. Some people are more receptive in the
hallway, others when they're seated in their office. Some people are
more receptive going into a meeting, others coming out of one. Some
are more receptive before they eat, some after they've eaten. This is all
observable, but you have to pay attention for it. And your own
experiences with people give you clues about this.

For example, if | asked my boss for a resource in the hall and it never
happened, I'd call that clue. If | went into his office and asked and
nothing happened, I'd call that a clue. The rule is that if what you're
doing isn't working, anything else is more likely to be effective than
something that's proven not to work —and that includes trying a
different time or in a different place. So if you've tried and failed a
certain way at a certain time or in a certain place, wisdom dictates the
next time you try, change it up based on what you've learned from your
experience.
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Reflect. Look back at your tasks and appointments you
had scheduled for the day. Is everything done? If not, then
reschedule the unfinished items at some other time on your
calendar — or delete them if they are no longer important.
The idea is to be accountable to yourself each day, making
sure you were focused on what was most important, but
also taking proper care of what you may have moved, not
been able to do, or rescheduled in the process.

You’ll also want to capture the gold. Throughout the
day, there were probably some important bits of
information, insights or new ideas that came along the way.
If you haven’t already done so, make sure those bits of
information end up in the right place for you to use later.

7

STEP 5: Organize how you'll say what you have to say.
Once you've identified what you want, why you want it, what they
want and how giving you what you want helps them get what they
want, organize how you'll say what you have to say. Remember that
people make decisions emotionally — and then justify those decisions
after the fact with facts, reason and logic. You want to design what
you have to say so it hits those powerful emotional buttons that move
people to be persuaded. You also want to make it easy for people to
go along with you by making what you have to say more palatable and
easier to digest. Keep it simple. Make your point obvious and tell
people what you want them to do and you actually increase the
chance of them understanding and agreeing to your proposition.

STEP 6: Rehearse until you're completely comfortable.
I'm going to say this again, confidence comes from preparation. Why
walk in cold when you can walk in hot? Why take a shot before lining
up the shot? The problem with just saying what you have to say is
that the first pass is just saying it for you. By mentally rehearsing, you
grow comfortable with what you're going to say. And the more
comfortable and confident you are with what you have to say, the
more comfortable and confident you’re going to be when others hear
what you have to say.

STEP 7: Stand and deliver ...

...even though you can do it while sitting down!

In my training programs on persuasion, | actually ask people to stand
up to talk to before I let them deliver their persuasive proposition. It's
a metaphor about mindset. It's about having the courage of your
convictions, about getting off your seat and away from your safety
cushion. It’s about putting it all on the line and going all in, as
opposed to hedging your bets, playing it safe, keeping your head
down and your mouth shut. If you're not confident in what you have
to say, you might as well forget about it. When you want to deliver a
powerful message, then do it. Stand up. Stand strong. Deliver it.

And there you have it, five questions to answer for yourself and two
steps to take after that in order to deliver a persuasive message.

Identify the Few Must-dos. Ask yourself, “What are the
few must-dos that | want to achieve tomorrow? A must-do is
something so important that you probably wouldn’t end your
day without getting it done, or at least devoting some time to
it. Usually you’re just recommitting yourself to your top
priorities, but you might have to contend with some
unforeseen emergencies, last-minute deadlines or pressing
problems that could have serious consequences if not handled
immediately.

Organize the Rest. Organize everything else around your
must-dos.

Whether you do this at the end of the day, the beginning of the
next day, or a mix of both, the point is to take the time to do it
so that you don’t lose sight of your most important priorities.
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Create a Picture Watermark in Word

2.

Click the Page Layout tab.
In the Page Background group, click Watermark >> Custom Watermark.

Make sure you are in the Print Layout view.
The Printed Watermark dialog box appears, as shown below.

Printed Watermark G x|

©) Mo watermark
@ Picure watermark;

Scle:  |Auto [=] Flwashout
©) Text watermark

Language: [Engsh (U.5)

Text:  [AsAR

Font: [calbri

Size: auto

Color: Automatic Semitransparent
Layout: (@ Diagonal ) Horizontal

Cancel

Click the Picture watermark option button and click the Select Picture button.
The Insert Picture dialog box appears, as shown below.

(W] Insert Picture ==
e
@) [10 <« Public Pictures » Sample Pictures [ 43 ][ Searc o
Organize v New folder - fl @
(W] Microsoft Word Pictures library Armangeby: Folder v
Sample Pictures
- Favorites
E—
B Desktop -
B Downloads  |= e o
g e
1 Recent Places
Chrysanthemum Desert S Hydrangeas Jeliyfish
4 Libraries rape. B o 1
% Documents ¥ / A
f
& Music
S Pictures Koala Lighthouse Penguins Tulips
B Videos
«& Homegroup -
File name: ~ | All Pictures. -
Tools ~ Cancel

Click the picture you want, and then click the Insert button.
The Insert Picture dialog box closes and returns to the Printed Watermark dialog box. You can
uncheck the Washout check box in order to make the image clearer.

@) Picture watermark

Select Picture... | (Existing watermark)
Scale: Auto |z| %

(7) Text watermark

Click the OK button.
The Printed Watermark dialog box closes and returns to the current document. Word adjusts the
brightness and contrast on the image to make it less visible behind the text.
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Leadership, whether it comes from the top or
from the trenches, makes a world of
difference on every project.

That's why | devote my life to speaking and
training in organizations. | want to provide
strong leadership for the obstacles you're
facing. Today, if you’re wondering what
YOU can do to provide stronger leadership in
your organization, here are three things |
recommend.

Commit yourself to your enterprise
and its objectives.

One of America's greatest businessmen and
philanthropists, John D. Rockefeller, knew
that. He would often tell prospective leaders,
“The road to happiness lies in two simple
principles: find what it is that interests you
and that you can do well, and when you find
it put your whole soul into it — every bit of
energy and ambition and natural ability you
have.”

So you should ask yourself, "How committed
are you to your organization ... your
coworkers ... and your customers? Are you
100% committed?Or do you find yourself
thinking, 'Another day, another dollar?' Or
'I've just got 5 more years, 3 months, and 2
days and I'm out of this place?"

In plain English, if you're going to be an
effective leader anytime, but especially tough
times, you've got to have ... and you've got to
show ... PASSION and ENTHUSIASM.

To put it another way, if you're not passionate
about what you're doing in your organization,
it's a sure bet your employees and customers
aren't excited either. The same goes for
ENTHUSIASM. After all, enthusiasm
spreads from the top down more often than
the other way around. That's why | ask my
audience members, “If attitudes are
contagious, are yours worth catching?”

So on a scale of 1 to 10, how would you rate
your enthusiasm? And how alive, energetic,
and effective would your organization be if
everyone in the organization had the same
enthusiasm score as you gave yourself?

Commen

“No matter what great things you accomplish, somebody helbs you.”

t

A leader's enthusiasm is critical. As
philosopher Ralph Waldo Emerson so clearly
noted, “Enthusiasm is one of the most
powerful engines of success. When you do a
thing, do it with all your might. Put your
whole soul into it. Stamp it with your own
personality. Be active, be energetic, be
enthusiastic and faithful, and you will
accomplish your objective. Nothing great was
ever achieved without enthusiasm.”

Let your staff know THEY are the
most important assets in your
company.

If your organization has achieved any type of
success, it likely wasn’t due to any one
person. It got that way through the efforts of
lots of people.

Jill Blashack-Strahan, the President of
Tastefully Simple, constantly lets her staff
know that they are the most important asset in
the company. In her book, Simply Shine she
said in part, “...I'm not the one representing
Tastefully Simple at every home taste-testing
party held by our consultants across the
nation. I'm not the one representing
Tastefully Simple when they're hiring or
dealing with sensitive issues, handling intense
special projects or impromptu, immediate
marketing and public relations needs...”

So true. And yet | wonder how many leaders
actually remember this point.

As Jill goes on to say, “Teamwork is the
bedrock of great things. | didn't build this
company. An amazing team of dedicated,
passionate and loyal people did.”

That's why | like author John Maxwell's
statement: “If I want to do something good, I
can do it on my own., If | want to do
something GREAT, I'm going to have to
develop a team.”

Let your people know that what they
DO matters.

You can't expect people to give their best and
be their best if they don't see any value in what
they do. They've got to know that their job
serves some purpose. It does MATTER.

When people forget that their jobs matter,
when leaders forget to tell their people that
their jobs matter, then people get some very
negative feelings about their jobs. As Drew
Carey so wryly observed, “Oh, you hate your
job? Why didn't you say so? There's a support
group for that. It's called EVERYBODY, and
they meet at the bar.”

Yes, people get negative feelings about their
jobs when they forget the importance of their
jobs. And they also get negative feelings about
their customers.

As an insurance executive once told me, “We
are an insurance agency, and when you do the
same things day in and day out you become so
accustomed to your work that you begin to
think everyone should know what you know.
And that can be disastrous.”

As she explained to me, “We had a truck driver
in one day asking to have his bill explained to
him.. After a staff member helped him.she
came back to my office and said, 'What an
idiot! He can't even read a bill.””

“| couldn't believe what she had just said. So |
asked if she could do me a favor and run
outside, jump in his semi, back it up, and
unload the gravel. She just looked at me and
said, 'what?"”’

“| asked her if she could follow my request.
She replied, ‘I don't know how to drive a semi
or unload gravel.” | looked at her and said,
Exactly! And our client can't read his bill
either. That is exactly why you have a job and
why your job is so important.””.

ACTION:

List 3 things you are doing — or could do - to
let coworkers know that their job matters.
Then do those things this week.




From Margie Warrell

»ls unconscious bias

derailing your decisions?

A few months back a friend shared how she was on the fence about
hiring a man for a role as a financial advisor because he was 60 and
seemed ‘a bit old’ despite being imminently qualified. | encouraged her
not to let his age deter her from taking him on if he was the best
candidate on every other measure. She did and he’s become an
invaluable addition to her team.

Our tendency to stereotype based on an external attribute — from age
to gender to religion —is just one of a host of ‘cognitive biases’ wired
into our psychological DNA. If you’re a woman then you’ve almost
certainly been at the other end of someone else’s unconscious (or
conscious!) bias, including your own! Yes, we women actually have an
unconscious bias against our own gender!

Our unconscious biases serve a purpose but if we aren’t careful our
unconscious biases can drive us to make snap decisions and judgments
that move us further away from what we most want rather than toward
it. Here’s a few more.

Confirmation Bias. We each have a tendency to actively seek out
information that supports our values, choices and opinions and to
discount or ignore information that contradicts them. It’s why we like
to hang out with people who see things the way we do, and steer away
from those who don’t. But it can keep us from exploring alternative,
and possibly even more useful, perspectives and options. Just imagine
the possibilities that would open up if our politicians spent more time
understanding alternate views rather than espousing their own!

Risk Aversion Bias. Likewise, when considering making a change,
we’re innately biased toward focusing more on what we could lose than
what we could gain; on what could go wrong than on what might go
right! As Nobel Laureate Dr Daniel Kahnemam observed in Thinking,
Fast and Slow, “Losses loom larger than gains.” This tendency drives
risk aversion and explains why people opt to languish in mediocre jobs
and lousy relationships for years rather than take a chance on
something better. It’s also why one of the greatest regrets of the dying
is that they wished they’d taken more risks and been braver.

Sunk Cost Bias. Another common bias is our tendency to give too
much weight to what we’ve already invested in a course of action when
we are deciding whether to persist with it. Coined the ‘sunk cost’ bias,
it explains why otherwise smart people sometimes ‘throw good money
after bad’ and why you’ve likely had something you hardly wear taking
up room in your closet far too long because you paid a lot for it.
There’s no magic cure for unconscious bias but there are things you can
do to counter its potential negative impact. Here’s my top five!

1. Slow down your decision-making. Unconscious bias drives us
to make snap decision without giving the logic much thought. When
you slow down your decision-making you create space to think more
carefully and less reactively. For instance, if someone has let you down,
instead of rushing to judgment and saying something you may regret,
take time to find out what’s going on.

2. Challenge your reasoning. Write down all the possible reasons
why you shouldn’t stick with your current decision. If you’re looking to
make a change, give more consideration to what you could lose if you
don’t take the risk! Likewise, if you’re wrestling with self-doubt about
your ability to take on a challenge, think of other times you’ve risen to a
challenge with great success. This is particularly relevant for women
who have a much stronger bias toward underestimating themselves
than the men we share our lives with!

3. Elevate your perspective. Often we get so lost in the minutia of
a situation that we lose perspective. Taking just a minute to sit still,
close your eyes and imagine yourself zooming up to 500 feet and
looking down on your situation. It will help you view it more objectively
and identify where your biases are clouding how well you’re responding
to the situation you're facing.

4. Watch for stereotyping. Where are you making judgments
about people without any solid grounding? Again, start looking for
exceptions to your ‘rule.” Is somebody’s age, gender, race, religion or
sexuality impacting how you’re dealing with them? Ironically, our bias
toward stereotyping doesn’t only impact how we assess and engage
with others. A recent study cited in Harvard Business Review revealed
how women can hold a gender bias against themselves. Researchers
asked women to judge the creativity of various architectural designs.
When women were told men had produced them they judged them as
being more creative than when they thought women did them.

5. Recruit monitors. Ask people you trust to challenge what you are
doing (or not doing!) and your reasons for doing it. My husband is
continually calling me out when | underestimate myself or am being too
quick to judge others. So too are my kids who’ve become
‘stereotyping’ police in our family! | don’t always enjoy it, but having
them shine a spotlight on my labeling and logic is always helpful!

The truth is that your brain is not wired to keep you happy. It's wired to
keep you safe. So if you want to create richer relationships, advance
your career or change aspects of your life that simply aren’t working for
you, you’ll need to challenge your ‘default’ way of perceiving and
engaging in the world and embrace the probability that sometimes your
initial reaction isn’t the best one. So promise me this — that you'll be
extra vigilant about not letting the unconscious biases wired into your
psychological DNA derail your decisions or keep you playing too safe!

Used with Permission. An intrepid Australian, Margie Warrell is an Author, Forbes Columnist & Keynote Speaker who is passionate about helping

people live and lead more bravely. Get her latest book Brave & take the Train The Brave Challenge.
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