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Who is a smart leader? Who is a powerful 
leader? Who is a next generation leader? Though 
there are no set definitions for them, one thing 
that makes a leader really stand out is his/her 
adaptability to change. If a leader is not ready to 
change according to the needs of the time, then 
probably that leader will not be able to stand 
any challenges that time brings in. Well, if we 
start discussing about various leadership topics, 
this one-page will never be enough. So, let us 
check out what we have for you in this edition 
of Leadership Excellence Essentials.

In the last few editions, if you have noticed, 
LEAD 2015 speakers were on the cover. This 
edition is no different. Now, this is not because 
we don’t have a good article that can go on the 
cover, but because we did not want you to miss 
listening to some of the most motivational stories/ 
speakers in the world. In this edition, we have 
Raghu Krishnamoorthy, who inspired our audi-
ence with his insights into the challenges of a 
new era, and the steps leaders and organizations 
can take to embrace change and forge ahead. He 
starts his talk by putting forward 3 controversial 
statements. To know that, check out the article 
Who Is The New Leader?

When a team performs low, what would be the 
reaction of the manager? Most leaders’ natural 
reaction is to take charge. They view this as their 
job: to set direction and lead. However, in many 
cases, this is actually the completely wrong ap-
proach.   Sometimes the strongest and smart-
est approach is to sit back, stay silent and say 
nothing. Why saying nothing is more powerful? 
To know that, read Lawrence Polsky’s article The 
Smartest Leadership Strategy

Lee Kuan Yew was a great visionary who has 
left behind a legacy of a modern and prosperous 

Singapore that is the envy of many nations. Lee 
was the first and longest serving Prime Minis-
ter of Singapore; and it was his leadership that 
brought Third World Singapore into a thriving 
metropolitan city in a stunning 3 decades. The 
leadership lessons this great soul left behind is 
worth knowing. What are some of Lee Kuan Yew’s 
key leadership qualities or practices that we all 
can learn or emulate? Read Prof. Sattar Bawany’s 
article 3 Leadership Practices to know more.

According to Gallup, the number-one reason 
employees leave is because of their dysfunctional 
relationship with direct supervisors. It’s not lack 
of technical training, intelligence, or capacity to 
lead that fosters relationship problems between 
managers and their employees. Its poor commu-
nication skills, ineffective coaching, and the lack 
of critical skills. To get a better insight into the 
topic, read Marlene Chism’s article Leadership 
Identity Crisis.

In brief, this issue of the magazine takes you 
through various verticals of leadership that 
can help you in your journey forward. Happy 
Reading!

We believe that there is no better way to 
connect with people than by sharing your lead-
ership story, so if you have one, send it to us and 
do not forget to mail us your feedback!
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 In this article, we 
speak with Janice Mar-
turano, former Vice 
President and Deputy 
General Counsel at 
General Mills  and 
Founder and Execu-
tive Director of The 
Institute for Mindful 
Leadership. She was 
invited to speak on 
mindful leadership 
training at the World 
Economic Forum in 
Davos, Switzerland. 
Janice is a visionary 
trailblazer paving the 
way for employees at 
Fortune 500 and orga-

nizations including Target, Medtronic, Intel, and the U.S. Army, 
by teaching them how to discipline their minds and find the space 
to innovate and lead with excellence.
Q: There are so many definitions of “leader.” What does that 
term mean to you, and what do you think are the fundamental 
characteristics of an effective leader?

Janice: My view of a leader in today’s society is quite simply 
anyone with influence. If we think about those who come to 
mind in our own lives, the people we consider as most influen-
tial don’t necessarily have big titles. Leaders in our lives can be 
members of our family or people serving in our communities. 
They’re the people who have a real presence and make us feel 
something special. The connection we have to them is strong 
and authentic. We notice their presence and ability to be present. 
Training our minds to be in the present allows us to connect 
with others and with the larger picture. That’s how we define 
the meaning of leader. The extension of that is that someone 
who leads with excellence has the ability to skillfully initiate or 
work with change. As leaders, we need to see changes clearly so 
that we can meet them with more creativity or minimize harm. 
Ultimately, one’s ability to connect deeply with oneself and others, 
and to be skillful in meeting changes, are critical components 
for being a mindful leader. And it’s those people that have the 
greatest impact in our lives. There are four fundamentals of 
leadership excellence that support our ability to connect and 
our ability to skillfully meet change, and they are at the center 
of the definition of a mindful leader. A mindful leader embod-
ies leadership presence by cultivating focus, clarity, creativity 
and compassion in the service of others. These fundamentals of 
leadership excellence are true whether you’re leading your life, 
a team, or a company. 

Q: How does the integration of the four fundamentals of 
leadership excellence with mindful leadership training enable 
leaders to succeed?

Janice: Let’s take a look at the four fundamentals of leadership 
excellence—focus, clarity, creativity and compassion—and look 
at mindful leadership training. As an example, let’s look at a 
mindful leadership training to cultivate focus. In this training, 
the instruction is simple: pay attention to the sensations of the 
entire breath. If you were to practice this training, you’d notice 
your mind jumps quickly to thinking about your to-do lists or 
something else. You’ve moved away from focusing on the breath’s 
sensations. The distracted mind pulls us away, even when in a 
meeting or an important conversation. The rest of the instruc-
tion is to notice when the mind drifts away and redirect it to the 
breath. Through mindfulness training, we learn to notice when 
we’re no longer being present. That redirection is how we begin 
to sustain our attention. A natural consequence includes our 
ability to see our behaviors and our assumptions about what’s 
happening in our organizations. They may be just that—assump-
tions. In order to be better, I need to be able to recognize when 
my mind defaults to assumptions and clouds my ability to be 
present. Mindful leadership training cultivates focus, ability to see 
clearly, to have space for creativity; and to embody compassion. 
Q: Can you share your view on what mindful leadership 
training means to you as you teach it?

Janice: The essence of what we’re talking about is training 
of the mind. Just as we train our bodies to be stronger, we can 
train our mind’s innate capabilities to be more present, focused, 
creative and compassionate. The bigger picture we’re training 
to achieve is the vast expansion of our repertoire in the ways we 
connect with the critical moments in our lives. It doesn’t require 
you to change the way you go about your world. The training 
offers the ability to notice those moments in your day that you 
previously may not have recognized when you weren’t present. 
Q: Gallup’s study, “State of the Global Workplace,” revealed 
that 24% of employees are “actively disengaged,” and 63% are 
“not engaged” in their work. What do you think are some of 
the contributing factors and can mindful leadership training 
help address it?

Janice: Yes, one of the things most commonly felt throughout 
many organizations is employee disengagement. As part of our 
research at the Institute for Mindful Leadership, we’ve conducted 
surveys in partnership with human resource managers at well-
regarded organizations. And what was startling was that three-
quarters of the employees goes through their day without paying 
attention. Very often, we find ourselves in situations where we 
only have time to do the important work when we’re not at our 
best. Leaders must look to find the space that enables them to 
focus more on the strategic, not urgent work. When we lead by 
expectation, then we don’t have the time to lead by inspiration. 
It can significantly impact discretionary effort, and 
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it reinforces the disengagement issues in many organizations. 
Conversely, I often hear from people we survey that if leaders 
create some space for their teams, they will respond to a lead-
ership approach that inspires and makes them feel like they’re 
co-creating something important. It’s been my experience that 
leaders can always find a way to make others feel inspired in 
the work they’re doing. That’s because it comes from more than 
just intellectual understanding. It engages and comes from our 
whole, authentic self. What results from that level of engage-
ment will far surpass the outcomes of anything you might have 
set as an expectation. 
Q: The World Economic Forum held in Switzerland included 
mindfulness on the agenda and you spoke on the topic. Can 
you also talk about the importance of mindful communica-
tions?

Janice: We saw leaders come from diverse backgrounds to 
speak about world issues. I noticed that during the mindfulness 
workshop, a consistent theme unfolded. There was this universal 
dialogue among participants: I don’t feel like I have any space 
to be myself. I don’t have those windows where I can bring my 
learning, my heartfulness and my ethics and principles together 
in a way that allows for change in our individual organizations 

or communities. That experience, for many, brought to the 
forefront how mindful leadership training helps us to enhance 
our communications. Mindful communication is one of the most 
important and empowering aspects about an individual’s ability 
to lead with excellence. When we multitask, there’s virtually no 
engagement going on. It’s an enormous loss when people are 
not taking advantage of those informal moments to just pause, 
listen and enjoy each other’s company. And although technology 
makes us believe we’re more connected—dig a little deeper. You’ll 
realize that the more we rely on technology to communicate, the 
less we feel connected. It’s important that we choose to develop 
more capacity to consciously choose how we’re going to spend 
our day. This includes times when you’re going to cherish that 
connection with others and feel the need for humanity. 
Q: Are there resources you’d like to recommend for those 
seeking information on the exploration of mindfulness and 
training? 

Janice: I encourage readers to explore online resources like 
Mindfulnet.org and Mindful.org, especially for those interested 
in aspects of neuroscience and how they relate to the universal 
training of mindfulness. And, I’d like to invite readers to read 
the series of articles the Institute for Mindful Leadership in The 
Huffington Post. LE
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development and engagement. Michelle can be reached at mmaldonado@
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About Michelle Maldonado - Author

Janice Marturano is the Founder and Executive Director of the Institute 
for Mindful Leadership, a nonprofit organization dedicated to training 
and supporting leaders in the exploration of mindfulness and leadership 
excellence. She founded the Institute for Mindful Leadership after ending her 
15 year tenure as Vice President, Public Responsibility and Deputy General 
Counsel for General Mills, Inc. 
Janice was a strategic leader within General Mills for nearly 15 years before 
leaving to dedicate herself full time to the Institute. While a corporate officer 
at General Mills, she co-developed the very first mindful leadership curricula 
at the University of Massachusetts Medical School’s Center for Mindfulness 
where she served as a volunteer member of the Advisory Board. As a certified 
teacher of mindfulness and experienced former officer of a Fortune 200 
company, she brings the intensive training of mindful leadership to leaders 
from all forms of organizations—corporate, nonprofit, academic, government 
and military. In 2013, she was invited to share her understanding of the 
importance of mindful leadership at the World Economic Forum in Davos, 
Switzerland. Janice’s work was featured on the BBC, HuffPost Live, and in 
the NYTimes, Financial Times, Saturday Evening Post, Forbes, Green Futures 
(UK), Success magazine and LA Times. Janice’s is the author of the book 
“Finding the Space to Lead: A Practical Guide to Mindful Leadership.”

Janice Marturano – Featured Guest
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“Talent is out there. It’s our approach to finding the talent 
that is inappropriate” 

Raghu Krishnamoorthy, one of the informative speakers at the 
LEAD 2015 event shares insights into the challenges of a new 
era, and the steps leaders and organizations can take to embrace 
change and forge ahead

He starts his power-packed speech by putting forth 3 contro-
versial statements. 

1. Talent is abundant, not scare. 
2. Intelligence is increasingly a commodity 
3. Leadership therefore is a key differentiator.

He then explains each of this statements with apt examples. 
Technology has brought in a lot of changes in the world, but the 
management side of technology has not changed much. It’s time 
for us to focus on that! Check out his inspiring speech below. 

If it looks like an event you want to be a part of, save the dates for 
LEAD2016; hosted at the Country Music Hall of Fame, Nashville, 
Tennessee on February 3 & 4, 2016.  Click Here to stay up to date 
on the conference! LE

Who Is The New Leader?
Challenges of a new era and steps to forge ahead

By Raghu Krishnamoorthy - LEAD2015 

Mr. Raghu Krishnamoorthy has been the Vice President of Human Re-
sources at GE Healthcare Limited since August 28, 2015. Mr. Krishnamoor-
thy served as Head of Executive Development and Chief Learning Officer at 
General Electric Company since August 1, 2013. Mr. Krishnamoorthy served 
as Vice President of human resources at GE Aviation, a subsidiary of General 
Electric Co. from August 2009 to August 1, 2013. He joined GE in 1994 
as Human Resources leader, GE Capital, India, and was involved in setting 
up GECIS (later Genpact). He has more than 15 years of human resources 
experience at GE, including several global and operational leadership roles. 
His experiences range from the start up of GECIS (now GENPACT) in 
India, to Human Resources Manager for GE Capital Asia Pacific, the Global 
HR leader for Fleet services based in Minneapolis and the EMEA HR leader 
for GE Money. In 2006, Mr. Krishnamoorthy was named Human Resources 
leader for GE Corporate’s Commercial and Communications organization

Would like to Comment? Please Click Here.

Video

About Raghu Krishnamoorthy

Interactive
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“The task of the leaders must be to provide or create for them 
a strong framework within which they can learn, work hard, be 
productive and be rewarded accordingly. And this is not easy to 
achieve.”  - Lee Kuan Yew (1923-2015), The Singapore Story: Memoirs 
of Lee Kuan Yew

Business has been the most significant driving force of the modern 
world, offering choices, creating wealth, raising living standards and 
improving lives. At the heart of this increasingly global revolution 
are the business and political leaders – the men and women whose 
drive, vision and tenacity have created the great success stories of 
modern business.

Great Leaders, by definition, have a vision that is not shared by 
everyone. There are difficulties and adversaries to overcome; they face 
many obstacles, including self-doubt, but preserve in the hope of 
achieving their goal. Their leadership journey reads like the plot of a 
novel. One of such great leaders is Lee Kuan Yew, Singapore founding 
Prime Minister, who died on 23 March 2015.

Lee Kuan Yew was a great visionary who has left behind a legacy of 
a modern and prosperous Singapore that is the envy of many nations. 
He was regarded as one of the most prominent elder statesmen and 
influential leaders not only in Asia but globally. Lee was the first and 
longest serving Prime Minister of Singapore; and it was his leadership 

3 Leadership Practices
Leadership lessons from Lee Kuan Yew

By Prof. Sattar Bawany 

Leadership Excellence Essentials presented by HR.com | 10.2015
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that brought Third World Singapore into a thriving metropolitan city 
in a stunning 3 decades. He had the strategic insights and leadership 
skills to move the country forward. Because of him and his team of 
pioneer generational leaders, Singapore has undoubtedly been a better 
and more progressive society than it would have been without them.

What are some of Lee Kuan Yew’s key leadership qualities or practices 
that we all can learn or emulate? There are certainly many viewpoints 
but for this article, we would like to focus on 3 leadership practices.

Authentic Leadership: Lead with Passion and Purpose 
Lee as an authentic leader genuinely desires to serve others through 

his leadership. Lee will always be remembered and respected as a great 
leader, whose leadership combined extraordinary vision, which united 
Singapore as young nation, with pragmatic and flawless execution, 
which brought the city state from Third World to First. 

His passion and commitment has been for the continued growth 
of Singapore - to be a place where future generations will live, work 
and thrive. He achieved that with humility and authenticity, and with 
courage and confidence in Singapore as a nation, to achieve great 
things. As leaders, we should be inspired by his insatiable appetite for 
continuous learning, striving to be better tomorrow than we are today.

Lee had gone through his toughest period when Malaysia chose to 
separate itself from Singapore. When Lee shed tears on public televi-
sion marked one of the most historic moments in Singapore history. 
However, he never gave up, strengthened his resolve and continued 
to believe that he could develop Singapore into what he envisioned 
it to be.

A leader must have this resolve to just press on no matter how dif-
ficult the circumstances. In fact, it is this quality that separates the 
good from the excellent. Everyone can lead well when circumstances 
are favourable, but it is the times of adversity that distinguishes you 
as an excellent leader. Moreover, when you choose to press on, you 
will develop a tenacity and persistence that will carry you through 
your leadership journey.
Leadership Succession: Plan Your Leadership Succession Early

The heart of Lee’s leadership legacy is Succession Planning, which he 
established as the key tenet of governance to ensure that good people 
will be in charge. Lee planned for the people that will take over him 
years before he actually stepped down as Prime Minister. He saw the 
importance of developing the next generation of leaders to lead the 
nation. The saying goes; there is no success without a successor. To be 
successful as a leader, your organization must transcend you and you 
must be humble enough to acknowledge that. If you are indispens-
able to your organization, then your organization will not last after 

you’re gone. You need to strive to build an organization centred on a 
mission or purpose rather than an organization that is centred on you. 

According to his successor, Emeritus Senior Minister Goh Chok 
Tong, “Succession planning has long been a part of the Government’s 
DNA”. Likewise, when ESM Goh took over from Mr. Lee as Prime 
Minister in 1990, he planned for succession. The current Prime 
Minister Lee Hsien Loong, who took over from ESM Goh in 2004 
is also working very hard to plan for succession.

As part of well-crafted succession planning and leadership develop-
ment programs, innovative practices such as job rotation, leadership 
development through coaching, mentoring, action learning and next-
generation behavioural performance evaluation must all be considered.
Team Effectiveness: Develop a Team of High Performance Co-
leaders 

While credit must be given to Lee for the unprecedented social and 
economic progress that Singapore made during that period, the same 
credit should also be shared by the old guard and his outstanding team 
of co-leaders, including luminaries like E.W. Barker, Hon Sui Sen, 
S. Rajaratnam, Toh Chin Chye and Goh Keng Swee, to name but a 
few. Lee once described his own generation of leaders as exceptional 
“dinosaurs, an extinct breed of men who went into politics because 
of the passion of their convictions.”

One of the most enduring legacies was Lee’s ability to select and 
work with a team of equally dedicated men all of whom shared one 
common characteristic: they loved Singapore and would put the na-
tion’s interest above theirs. That more than anything drove the team 
to put aside differences for a common good. Lee and his team were 
obsessed with building a nation but they were never possessed by it. 
They never became personal or arrogant. Their obsession pushed them 
forward but they were not possessed by their egos.

These leaders were not lackeys. Unlike the public perception of him, 
many of his closest colleagues have testified that Lee knew the value 
of diverse views within his cabinet. He expected robust exchanges. 
He debated with them rigorously over policies and ideas. He selected 
intellectual equals as well as people with special expertise, whom he 
could tap on.

 Like parenthood, leadership will never be an exact science. But 
neither should it be a complete mystery to those who practice it. 
Leadership is all about the ability to have impact and influence on 
your followers so as to engage them towards achieving results of your 
organisation. 

Examining the leadership practices of successful leaders such as Lee 
Kuan Yew, all of us can get a clearer picture of what it takes to lead 
effectively. The business environment is continually changing, and a 
leader must respond in kind. LE

3 Leadership Practices

Prof Sattar Bawany is the CEO & C-Suite Master Executive Coach of 
Centre for Executive Education (CEE Global). CEE offers human capital 
management solutions for addressing challenges posed by a multigenerational 
workforce including talent management and executive development programs 
(executive coaching and leadership development) that help leaders develop 
the skills and knowledge to embrace change and catalyse success in today’s 
workplace. 
Email sattar.bawany@cee-global.com  
Visit www.cee-global.com

Would like to Comment? Please Click Here.

“
Like parenthood, leadership will never be an ex-
act science. But neither should it be a complete 
mystery to those who practice it. Leadership is 
all about the ability to have impact and influence 
on your followers so as to engage them towards 
achieving results of your organisation. ”
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We have all worked for some good (and some not so good!) manag-
ers throughout our career. What made the good managers good was 
their ability to grasp their role as a manager; they structured their team 
to be effective and efficient, organized their actions, drove results and 
reported progress. They seemed to work best in a controlled environ-
ment, shielded from the negative impact of issues emanating from 
individuals or teams outside of their own. 

Now, think back on your good managers again; did he or she take 
you beyond the tactical aspects of your job and engage you in your 
organization’s vision? 

The concept of a ‘leader’ goes beyond the responsibilities of a 

‘manager.’ Although they are usually one in the same person, the ob-
ligations, expectations, roles and impact of a leader are very different 
from that of a manager.  

Leaders inspire and motivate, communicate, bring people together 
and empower them, are open to new ideas and develop their team to 
be the next leaders in the organization.  Leaders have the ability to 
adapt themselves to their particular environment, applying different 
leadership styles, tactics and behaviors that are appropriate for each 
employee and the situation at-hand. What leaders then do is confidently 
leverage their leadership position with an eye to accomplishing the 
organization’s strategic objectives and driving results. 

Managers vs. Leaders
What makes a great leader and a great organization?

By Brian Voigt & Joseph Guariglia

Interactive
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So, regardless of how good a manager may be, they still may not 
be a great leader.  Managers need to continuously and intentionally 
evolve themselves over their career to fully develop those attributes 
of a leader. 

Great leaders:
Have vision and passion – Most people thrive in an environment 

where their role is strategically aligned to the objectives of the orga-
nization. They want to work with a leader who is passionate about 
where the organization is going – a leader that helps them engage in 
it and helps them see how their role contributes and aligns (or needs 
to re-align) to the organization’s strategy and culture.

Walk the “culture” talk – People want to see their leader live and 
communicate the culture of the organization – always and consistently.

Bring the best out of the people around them – A great leader is 
usually not, and does not want to be, the smartest person in the room.  
Great leaders surround themselves with teams that have more experi-
ence and ideas in their areas of expertise than the leader. All of these 
experts, when led by the right person, can be an unstoppable force 
in driving strategy, building culture, making change and enhancing 
the financial performance of the company.

Let their team do their job – Most people want to work with a 
leader who will trust them do what they were hired to do; someone 
who leverages their unique experience and skill set. They want a leader 
who is open to new ideas and ways of doing things and provides op-
portunities for them to expand their value to the organization.

Are accountable and supportive – An ideal leader is accountable 
to build a high performing, results driven team by holding everyone 
accountable.  He or she will be supportive of their work and remove 
organizational or political roadblocks to align the team’s objectives and 
mandates with the strategic objectives and culture of the organization.

Listen and communicate – A great leader has to be an impartial 
listener, seeking information without a pre-concluded answer in 
mind. In addition, a great leader must communicate honestly, directly, 
regularly and timely. This is particularly important for individual’s 
personal development – how can one fix something if they don’t 
know that it is broken?

Are human – They have integrity; they are aware of their strengths 
and limitations. Committed to the cause, they are genuine, humorous 
and engender an environment of mutual respect. They show apprecia-
tion and interest in the team and individual’s success and for their 
life outside of work.

When you find a great leader that embodies the above attributes, 
you will find an organizational environment that:

Fosters creativity – The most successful companies are the ones 
that do things first, and do things best.  Yes, there may be missteps, 
but if you have high performers, just one new idea could change the 
trajectory of a company’s performance. A great leader is always looking 
for the next great idea – the idea that makes something, anything 
and/or everything, better.  They are not afraid to take a chance and 
support the team to drive the idea forward.

Develops a sense of empowerment and accountability within 
the team – High performers want to take ownership for the job they 
have been hired to do. They want to feel like they have the ability to 
make decisions, and are willing to accept the consequences for wrong 
decisions, including fixing any problems that do (and will) arise. A 
great leader empowers people to do their job in their own way, bring-
ing to the table new ways to think about and do things.  These are 

the people that great leaders want to be surrounded by as they work 
towards the accomplishment of their strategy.  

Builds confidence in the team’s ability – The next generation of 
leaders needs to be confident in their abilities. A great leader credits 
others for their ideas and allows people to be recognized for their suc-
cesses and accountable for their mistakes, both of which are critical 
to the learning and development cycle.  By building the confidence 
of team members, employees are more effective and efficient in ex-
ecuting their role.

Allows the team to build strong working relationships and trust 
across the organization – We have all experienced some form of 
office politics in our careers.  A great leader does not allow ‘politics’ 
to get in the way of success. They embrace whatever the best idea is, 
regardless of who thought of it, and drive the idea forward whole-
heartedly. By instilling this attribute in their team, collaboration across 
the organization can occur more freely, enhancing the organization’s 
overall success.

Great leaders need to have a number of unique and selfless attri-
butes that transcend them beyond the role of a good manager.  An 
organization that consistently recognizes and leverages these attributes 
to develop its leadership (both current and future) is an organization 
that can accomplish anything, today or tomorrow, building an envi-
ronment and culture of success across all aspects of its business. LE

Managers vs. Leaders

Brian Voigt, SPHR is Partner and Founder of Prism Partners International. 
Prior to Prism Partners International, Brian worked at TPG Global, LLC, 
a leading international Private Equity firm, where he was the Director of 
Global Human Resources. Brian’s role had a strategic emphasis on employee 
engagement through organizational effectiveness, while driving results aligned 
to strategic objectives. Brian served as a Board Member to several organiza-
tions, including The Marriott School of Business Investment Banking 
Advisory Council and the HR Forum Advisory Council. Brian continues to 
be actively engaged with professional, education, community and charitable 
efforts in the Dallas-Fort Worth area.  
Email bvoigt@prismpartnersintl.com 

Would like to Comment? Please Click Here.

Joe Guariglia is Partner and Co-founder of Prism Partners International. He 
recently held the position of Managing Director and Global Head of Shared 
Services for TPG Global, LLC, a leading international Private Equity firm. 
Since 2008, Joe focused on transforming TPG from a “start-up” to a “growth” 
organization, establishing policies, processes and procedures to standardize 
and simplify the operations allowing for future growth.  
Email jguariglia@prismpartnersintl.com

Prism Partners Blog

“An ideal leader is accountable to build a high perform-
ing, results driven team by holding everyone account-
able.   He or she will be supportive of their work and 
remove organizational or political roadblocks to align 
the team’s objectives and mandates with the strategic 
objectives and culture of the organization.”
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I recently facilitated a development and team planning retreat 
with a group of vice presidents of a large company. The group had 
a dinner the evening before our session to provide each other with 
updates and discuss common issues.

The organization was going through turbulent and difficult times. 
Productivity and profitability were down. A recent organizational 
survey showed employee dissatisfaction and slipping engagement levels. 
As each VP updated their colleagues he or she pointed to problems 
with unions, industry regulators, the board of directors, unmotivated 
employees, supervisor skill shortfalls, and company bureaucracy. Soon 
the group was in victim mode reinforcing each other in a “blame 
storming” session.

First on our agenda the next morning was our foundational frame-
work on critical choices we all face in dealing with problems and 
setbacks. We can either lead, follow, or wallow. After discussing the dif-
ferences in these three behaviors at senior executive levels, we reviewed 
a continuum ranging from plus 10 (Leading) to zero (Following) to 
negative 10 (Wallowing). Each participant provided an anonymous 
vote rating where this leadership team was on the continuum. The 
average score was – 6.

This shifted the conversation toward this team taking stronger 
responsibility and providing leadership. Instead of acting like ther-
mometers reflecting the organization’s increasingly negative environ-
ment, these executives agreed they must act like thermostats and 
reset the culture and mindsets of their teams and the organization. 
That’s leadership.

In his Forbes column, “Taking Responsibility Is The Highest Mark 
Of Great Leaders,” Jack Zenger cites a study of a past colleague on 
key differences between managers passed over for promotion. “Accepts 
full responsibility for the performance of the work unit” most clearly 
distinguished their more effective peers.

Eleanor Roosevelt, American diplomat, writer, and U.S. First Lady 
once said, “In the long run, we shape our lives, and we shape ourselves. 
The process never ends until we die. And the choices we make are 
ultimately our own responsibility.”

Are you and your leadership team leading, following, or wallow-
ing? LE

Further Reading or Viewing:
•	 Webinar on BOLD Leadership
•	 “Change Choices: Creating Our Own Reality“
•	 “Building Our Resilience in Facing the F-Word“
•	 “Bouncing Back from Adversity is a Critical Leadership Skill“
•	 “The Victimitis Virus: Undermining and Giving Away Our Power“
•	 “Whining versus Leading“

Critical Choices
Lead, follow, or wallow

By Jim Clemmer

For over three decades, Jim Clemmer’s keynote presentations, work-
shops, management team retreats, seven bestselling books, articles, 
and blog have helped hundreds of thousands of people worldwide. The Clem-
mer Group is the Canadian strategic partner of Zenger Folkman, an award-
winning firm best known for its unique evidence-driven, strengths-based sys-
tem for developing extraordinary leaders and demonstrating the performance 
impact they have on organizations. Visit www.clemmergroup.com 

Would like to Comment? Please Click Here.
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“In the long run, we shape our lives, and we shape 
ourselves. The process never ends until we die. 
And the choices we make are ultimately our own 
responsibility” - Eleanor Roosevelt
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The most successful managers and frontline leaders are loved by 
their teams, respected by their peers and valued by the C-suite because 
they possess the right combination of tactical business know-how 
and people leadership skills. They understand the value of mastering 
business tasks and logistics while also creating strong bonds with their 
team members. Nurturing these relationships is top of mind, and they 
understand that trust and communication are key. But creating trust 
requires managers to hone a very specific people skill – the ability to 
clearly communicate expectations. 

It might seem obvious; after all, this is something that managers 
do every day – they run meetings, discuss projects, plan out timelines 
and present goals. Yet, clearly outlining expectations is harder than 
most people are willing to admit, especially when in a hurry or multi-
tasking. Even supportive managers – who know how to personally 
connect with team members – can fall short. And the outcome can 
be destructive to a team’s dynamic and performance.

When managers don’t communicate expectations properly, they’re 
bound to be disappointed and confounded by their team’s results – 
leaving people feeling frustrated and confused when asked to re-do 
work. In some cases, managers give up and just do the work them-
selves. Either way, the team suffers – disengagement emerges and 
work performance plummets. 

The only way to solve the problem is for managers to dedicate more 
time to setting clear expectations. It’s not enough to casually mention 
a project’s goals or assume everyone is on the same page when it comes 
to desired outcomes. Managers must check to see if people understand 
the full picture of what they are being asked to do.

Yes, the very people leading the charge (the managers) might be the 
reason why team members are falling short. However, there are easy 
ways to remedy this situation to help both managers and their people. 
Putting the Kibosh on Confusion

If a project’s purpose seems too obvious to state, or if a manager 
thinks everyone already knows he or is available to help if needed, 
it’s time to think again. To wipe out potential confusion between 
managers and team members, here are three steps to follow to ensure 
expectations are set successfully. 

1. The More Information the Better. When explaining a project, 
brevity is not the answer. Sure, managers are harried, their teams are 
busy and deadlines are looming for everyone. But even tight timelines 
aren’t an excuse for not doing a thorough job of setting people up for 
success. Managers must always properly explain what they expect, 
and give teams a firm deadline as to when they need to deliver or 
risk being disappointed. It’s also a mistake to end a discussion with a 
simple “thanks for your time” in a rush to get to the next conference 
call or planning meeting. A manager shouldn’t walk out the door or 
hang up the phone without giving their people the chance to ask 
questions and scheduling a time to reconnect.

If the team isn’t asking any questions, the manager probably hasn’t 
done a very good job at setting up the project, and people are feeling 
too confused, or timid, to speak up. A great way to make sure team 
members feel good about their next steps is for managers to end 

meetings with open-ended questions such as: “Given what I’ve shared, 
where do you think you might begin?” “What resources do you think 
you might need for this?” “What barriers or challenges might get in 
your way?”

2. Stay Connected. Here’s what typically happens: Managers have a 
meeting, explain what to do, and since they trust their teams, they step 
back. This is another mistake. Managers need to get involved – they 
need to schedule follow-up meetings, ask how things are progressing 
and offer a helping hand. When leaders are afraid of micro-managing, 
they may be overcompensating by being too hands-off, and could be 
neglecting to give their people the leadership, mentorship and guid-
ance they deserve.

3. Context, Context, Context. In addition to being detailed and 
scheduling check-ins, managers also need to stress why the task or 
project is important – to set things in context and connect it to the 
big picture. Team members need to understand what will happen if 
expectations are met and what will happen if they are not, and how 
this relates the group/department/company’s overarching goals.

Learning how to clearly communicate expectations doesn’t have to 
be overwhelming or time consuming. All it takes is a bit of rigor to 
ensure teams are armed with the information needed to be success-
ful. Give it a try! 
Setting Clear Expectations Planning Tool

You’re in luck – here’s a handy little tool to make sure you always 
set clear expectations! Refer to this the next time you’re prepping for 
a new assignment so team members will walk away with clarity and 
the ability to successfully deliver.

1) Write down the expectation you need to set. Make sure it is 
specific, measurable, attainable, relevant, and time-bound. 

2) What is one open-ended question to ask to make sure the ex-
pectation is understood? 

3) What is one confirming question you will ask? 
4) What support might this person (or group) need from you or 

others? 
5) Why is this project important? What is the impact to the business? 
6) When will you follow up? How will you remember to do so? 
7) What opportunities do you have to reinforce the importance of 

this expectation (e.g., next touch-point meeting)? LE

Helping Managers Position Their Teams For Success

3 tips for setting clear expectations

By Gary Magenta

Gary Magenta is committed to the development of leaders and managers. He 
does this based on a strong perspective that if leaders and managers want to 
change their businesses, they must start by changing how they engage their 
people. Gary is a Senior Vice President of Root Inc., a consulting company 
that helps organizations execute their strategy through people. He is the 
author of The Un-Bossy Boss and a frequent speaker at client events, industry 
conferences, and business strategy and human resources seminars. He has been 
recognized with a Stevie American Business Award for Executive of the Year.
Connect Gary Magenta 

Would like to Comment? Please Click Here.
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By  Chip R. Bell

Leading undisciplined great service

Maverick Leadership

She was over-the-top friendly. Her eye hugs made you feel you 
were in the presence of a forever friend. As she rang up my purchase 
at the checkout counter of the super-sized, well-known department 
store, she commented on my cowboy boots. “You’re either from Texas 
or you got a heap of cowboy in your blood,” she teased as she put 
my purchases in a shopping bag.  Then she added, “I put a discount 
coupon in your bag for apple cider. You know you are gonna need 
extra cider this winter; they say it’ll be a cold one!”

As I thanked her for her delightful service, she shattered the stellar 
moment with a quiet pronouncement. “I am sorry I won’t see you 
when you come back; today is my last day.” I had to know the reason 
so I coaxed her for an explanation. “To be honest,” she said with 
obvious disappointment, “I was terminated. My boss said I was too 
undisciplined.”  

I left the store with her closing comment refusing to vacate my 
brain. It made me wonder: Was this “made in heaven” checkout clerk 
perpetually late? Did she mouth off to her supervisor? Did she have 
poor work habits her colleagues complained about? What exactly did 
“undisciplined” mean? After a nearby meeting, curiosity won out over 
“let well enough alone” and I went back to the store, found her still 
on the checkout counter, and asked my burning question.

Her answer: “He said I was not following the script and that I was 
doing things for customers that made other checkout clerks look bad.”

The Dark Side of Efficient Service
We all have benefitted from the virtues of a strong quality focus.  

It has yielded us products with zero defects and processes with few 
hiccups. We get our fast-food burgers in less than 3.2 minutes; our 
packages delivered by 10:30. Our bottom lines have been made fatter 
by a strong allegiance to uniformity, efficiency and order. Henry Ford 
would marvel at how far we have taken his assembly line productivity 
concept. Computers now upgrade frequent flyer passengers to first 
class instead of the unpredictable gate attendant with a smile. Self-
service has yielded us 24/7 shopping hours.

And, there is more. CRM advances and voice recognition inven-
tions have mechanized our dealings to a fine level of precision. We 
have dashboards that give us early warnings on wayward moments in 
the making. Our headlong focus on consistency has paved the way 
for clear-cut standards, benchmarks, and metrics that enable leaders 

to act more like air traffic controllers than ranchers corralling a stray 
herd. Correctness is good; and originality is, well, suspicious.  

Ain’t it great?  But, then we have those occasional seemingly maverick 
spirits who brighten our day by being undisciplined. We have those 
who abandon the script, sidestep the uniform, and turn a customer 
experience into more of a treasure hunt than a tightly choreographed 
encounter.  And, in the radiance and magnetism of that special magical 
moment, Wal-Mart efficiency loses to Cirque du Soleil extravaganza.  
Is it any wonder that today’s customers are bored?  They long for more 
“discount coupons for apple cider.”
The Role of Maverick Leadership

But, the leadership of originality takes great courage. It means the 
acceptance of a few “mad scientists” among our employees. It entails 
having faith employees will be good stewards not just obedient sol-
diers. It requires focusing on a customer-centric mission not just a 
rule-centric task. And, it involves resourcing, supporting and affirming 
front-line ambassadors to focus on the happiness of customers more 
than on the arithmetic of the cash register.

Robert Greenleaf long ago used the term “servant leader” to suggest 
a new form of service leadership where the command and control of 
a drill sergeant was replaced by the manner of a managing partner of 
a law firm or medical practice. Some recoiled at his use of the word, 
“servant” which could imply “servile.” But, Greenleaf ’s true meaning 
was that leaders should play a role of support, empathy, encourage-
ment, foresight, in other words, a clear and present commitment to 
the growth and well-being of those they served.

What would your leadership be like if all your employees were 
independently wealthy volunteers?  Or, what would your leadership 
manner if you had subordinates named Lady Gaga, James Cameron, 
Booker T. Washington, Susan B. Anthony, or Steve Jobs? We have 
about reached the limits of efficient service and we need to decorate 
that milestone with the addition of enchanting surprises. Customers 
want experiences with emotional connection, not just rational preci-
sion.  Certainly we want it fast, easy and accurate; but, we also desire 
it delivered with the spirit of someone who cares.

The perfectly prepared cupcake of service may bring customers 
in, but it is the whimsical sprinkles of service that bring them back. 
We don’t brag, tweet or swoon about good service; it is those undis-
ciplined moments of surprise that become the fodder of our shout 
outs.  And, it takes leadership guts to encourage such service ingenuity 
and originality. LE

Chip R. Bell is a renowned keynote speaker and the author of several best-
selling books.  His newest book is Sprinkles: Creating Awesome Experiences 
Through Innovative Service to be released in February.  
Email chip@chipbell.com 
Visit www.chipbell.com
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By Julie King

Managing the ups and downs

Reflections On HR M&A Project Leadership

Working on mergers and acquisitions is challenging, complex and 
rewarding. Each project is different with unexpected twists and turns 
and deadlines that must be met. Each has its own “personality” and 
each bears the stamp of the leader. 

In the course of managing the HR side of M&A transactions, 
I’ve been interested in the effect of leadership on the teams who 
plan and execute the activity. How do effective leaders energize their 
team and what dampens motivation or creates slack in the project? 
What unleashes that “discretionary reserve” of focus, enthusiasm and 
productivity? What makes a project interesting, sometimes fun and 
rewarding versus a “hard slog” to meet deadlines?

In mergers and acquisitions, HR work concerns all activities impact-
ing employees. This includes strategic planning and communications as 
well as ensuring continuity in compensation, benefits and payroll. Every 
detail must be properly executed at the appropriate time. Throughout 
the project, this requires working across all functions to ensure the 
best employee experience with minimal disruption to the business.

Whichever function you represent, there are leadership practices 
that can energize or discourage your M&A project teams in these 
often high pressure, stressful company situations.

To assess what works, let’s begin with the assumption that most, if 
not all team members, are motivated to succeed. Some may have prior 
experience with M&A and others may have little to none. No one 
wants to be embarrassed or lag behind schedule. As a result, people 
can get anxious when unexpected hurdles arise.
Whatever the experience level on your team, here are a few tips for 
leading them through the ups and downs of an M&A project:
1. Keep the routine

A predictable, regular cadence of group meetings and one on one’s 
help ensure clear communication across and within teams and creates 
an efficient way to “bucket” time for coordination and problem solving 
across the group. Standing meetings are the “drumbeat” behind the 
complex decision making and problem solving that happens through-
out a project.  They provide a natural deadline for milestones and 
provide a community “space” for the team to coalesce, stay aligned 
and develop synergy. Don’t slip or reschedule these meetings – they 
are an anchor for your team and you are sending the message that “we 
meet our deadlines and commitments” by keeping regular meetings.
•	 Schedule regular weekly meetings both with key individuals 

and teams.
•	 Stick to meeting basics: Clearly spell out roles, agendas and 

expectations so meetings are productive.
•	 Periodically check on whether participants are getting what they 

need from the meetings and refine the approach as needed.
2. Be responsive and pave the way

Remove obstacles for team members. Follow through and respond 
when the team asks for your help – there are key actions that only 
you as the leader can take. You can significantly enhance trust, team 
energy and motivation by following through on the few critical items 
that may come your way as a leader. On the other hand, if you delay 
action (or worse yet, don’t acknowledge the request and when it 
will be handled), you can negatively impact team performance and 
motivation. Sometimes one small, timely answer can keep the team 
motivated and moving ahead.
3. Listen

Take the time to schedule smaller 2-3 person meetings to check in 

and find out what is really happening. While necessary, large group 
meetings can be a “damper” on bringing up concerns before they 
become thorny issues. It’s amazing what comes out in a smaller group.
•	 Set up regular one on one’s with key team members to allow 

for informal dialogue and provide an opportunity to surface issues. 
4. Pay attention to detail

This isn’t everyone’s strong suit but by asking good, detailed ques-
tions to ensure understanding and proper follow through, you can 
create confidence in the team. They know you are paying attention 
and are another “pair of eyes” on the task. This is a real advantage 
especially in complex transactions.
5. Be unflappable

As a leader, you create a ripple effect on productivity and mood of 
your team. Your steadiness and support is a gift to the team – create a 
sense of optimism “we can do this thing!” Be a steady rudder to your 
team as they move through the many details sometimes stumbling 
on difficult to solve problems and unexpected surprises. What a gift 
to be able to say “these things happen” and “what can be done here” 
instead of “whose fault is this”.
6. Laugh a little

You are setting the tone for the team. Are you formal, are you casual, 
are you strict, are you sometimes fun? Try to keep a sense of humor. 
This can be a welcome relief to the hard slog through “action items” that 
we all face in these projects. It is fine to be little light hearted at times.
7. Show appreciation and support

I am always delighted when I see a leader, who shows warmth and 
appreciation to the team. One of my favorite examples was in the 
midst of an extended transaction, where the leader sent out a Friday 
afternoon email describing the unique contributions (with sincerity 
and humor) of each of his team members – thanking them for the 
great work to date and cheering them on.  
•	 Go easy when there are “hitches” in the process.  There always 

will be. You can be sure everyone is doing their best so ask for solutions 
when there is a problem. Keep escalation to a minimum and focus 
on what needs to happen to resolve the problem and move ahead.
•	 Send appreciative emails when someone does a great job. This 

should not be perfunctory and should be built in to your leadership 
approach.
Celebrate your successes!

When the hard work is done and deadlines are met, celebrate with 
your team. Take the time to acknowledge accomplishments and enjoy 
the satisfaction of having overcome obstacles, resolved tough issues 
and met the challenge – as a team.  There’s nothing like it! LE

Julie King is HR M&A Consultant with Tasman Consulting, San Francisco, 
CA. With over 25 years of experience working in global high technology 
firms, Julie is a seasoned executive with extensive expertise in mergers and 
acquisitions, human resources, and change management. She was the Global 
HR PM for American Express, supporting the largest travel industry divesti-
ture. She also led Flextronic’s acquisition of Motorola’s plants in China and 
Brazil successfully integrating ~10,000 employees and contractors.  Prior to 
joining Tasman, Julie worked at Autodesk where she managed all HR aspects 
of over 20 acquisitions, asset purchases and other transactions worldwide 
including project management, due diligence, key employment negotiations, 
compensation, employee communications and integration.  
 Connect Julie King
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Most leaders’ natural reaction to low team performance is to take 
charge. They view this as their job: to set direction and lead. However, 
in many cases, this is actually the completely wrong approach.  Some-
times the strongest and smartest approach is to sit back, stay silent 
and say nothing. 

Being the strongest voice in the room is a typical success strategy.  
Leaders have a way of getting heard, above all others, even when they 
are not formally in charge.  And this is not bad.  There is a place for 
setting direction among the many opinions in the rooms. There is a 
place for taking charge when no one else has the will to do so. 

However, often this same instinct to take charge can undermine the 
team. I’ve watched hundreds of leaders in live action with their teams 
over the years.  And most of them talk way too much. Yes, there are 
also introverts in leadership positions - I have watched and spoken 
to many of them who talk a lot too - they say that they have taught 
themselves to speak up more, be more vocal, because they know that 
helps them succeed.   

Many of these leaders suffer with teams that are not teams but just 
slaves to the demands of their leaders.

Saying nothing is more powerful. Saying nothing allows the team 
to struggle with their points of view.  Saying nothing shows you trust 
your team to work it out.  Saying nothing lets you and your team learn.

I’ve told many executives in meetings with their teams to “wait a 
minute, let’s hear from the team.” They struggle and squirm and you 
can see the pain on their face. But then something magical happens.  
Their team gets it strength. Issues, ideas and innovations emerge. 
They finally have the fire of internal combustion at work for them.  
The team begins to care much more about solving the real business 
challenges. They are all in.

The leaders benefit too.  They start getting what they asked for: a team 
with a ‘mind of their own’, to take initiative and solve problems.  The 
longer they stay silent, the more they get out of it.  This past month 
I had 2 executives who told me after many hours of letting the team 
work out problems, that “it’s amazing how much I can hear when I 
just shut my mouth!” 

However, if you use the say nothing strategy and the teams fail to 
rally and address the issues you are facing, then of course you must 
take charge. Additionally, you must take these three steps to reset 
the culture:

1. Reinforce that you want your team to have a ‘mind of its own’, 
to not sit around waiting for orders at every turn but develop a virtual 
mind of their own, serving as a compass for what to do as they en-
counter unforeseen opportunities and challenges.

2. Ask them what they need from you, and others on the team, to 
enable them to achieve this. Then ‘say nothing’- really listen and do 
what’s needed.

3. Give straight feedback to individuals and hold them accountable 
to your team vision. And if they can’t do what’s needed, it’s time to 
look for new people.

If you want 8 questions to ask to see what is it that is preventing 
your team from creating Swing (near perfect synchronicity), down-
load The Swing Measurement at www.thepowerofswing.com LE

 

The Smartest Leadership Strategy
Say nothing

By Lawrence Polsky

Lawrence Polsky, co-founder of Teams of Distinction, works with corporate 
leaders to build and re-build teamwork across organizations. Through 
advanced team building and executive coaching programs, Teams of Distinc-
tion has helped organizations such as Dell, Bayer and Walmart refocus and 
re-energize. 
Visit www.teamsofdistinction.com    
Email lpolsky@teamsofdistinction.com    
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By  Tracey C. Jones

The security of character

Leakproof Leadership

In a time when everything is someone else’s fault and se-
rious wrongdoing often goes unpunished, it often seems as 
though we’ve lost all sight of what it means to be a business 
person of character and integrity. Every day, from community 
leaders to elected officials, from clergy to corporate executives, 
it seems like we hear about a major character lapse from some-
one so trusted by the public that they definitely should have 
known better. These are leadership leaks. They rob leadership 
of its power and moral authority in the same way that a pres-
sure leak can rob an engine of its motive force. Each and every 
day we are faced with easy choices that may lead us down the 
wrong path, but real leaders know that we have to rise above 
the temptation to cut ethical corners and take the easy way out. 

It can be a cold, hard world for those who strive to always do 
the right thing no matter the circumstances and despite ques-
tionable opportunities for personal gain. Never fear; here are 
three ways to achieve leakproof leadership, to stay above the 
fray, and to keep your character and integrity in shape. 

Responsibility: Peter Drucker said, “Leadership is not mag-
netic personality. It is not making friends and influencing peo-
ple. Leadership is lifting a person’s vision to higher sights and 
raising performance to a higher standard.” Yet with every viola-
tion of trust, those in the perpetrator’s chain of command con-
tinue to circumvent and pass the buck, saying “There are no 
rogue operators on my team!” Just because you don’t know, or 
you turn a blind eye, does not absolve you. You cannot dodge 
responsibility. Doing so only shows that you are truly unfit for 
leadership. 

If you take the position, the title, the power, the prestige, 
and the salary then you have to take the responsibility too. 
And that means that everything, to include things that were in 
motion before you got into the seat, and things you didn’t even 
know were—and are—going on, are yours and yours alone to 
deal with.

Respect: Elbert Hubbard said, “If you work for a man, in 
heaven’s name work for him! If he pays you wages that supply 
you your bread and butter, work for him, speak well of him, 
think well of him, stand by him and stand by the institution 
he represents. I think if I worked for a man I would work for 
him.” 

There’s an old adage that says a wise traveler never despises 
his own country. There is no shortage of organizations that 
seem to operate according to their own rules, organizations 
that do things that we might even think of as unsavory or un-
fair. If you work for one of these and you draw a paycheck, 
then work as hard as possible to uphold their standards, even 
if your own boss doesn’t. No one can make you do anything il-
legal, immoral or unethical. If your employer tries to make you 
do such things, seek employment elsewhere and use the chain 
of command to bring the issue to the attention of others. To 

respond in kind to such behavior is unacceptable. Two wrongs 
never make a right.

Reading: Jim Rohn said, “The book you don’t read won’t 
help.” Let’s face it, you are what you read. If you are not read-
ing books that help you grow and realize your own personal 
convictions and develop your courage, you are wasting your 
time. What a person has on the bookshelf is a far better in-
dicator of what’s really going on inside their head than any 
polygraph could ever be. You can lie through your teeth and 
no one will ever suspect a thing, but your actions—and your 
reading—will eventually reflect exactly what is going on at the 
core of your character.

Many of us read only what helps us with the mechanics of 
our jobs. While knowing how is definitely a key to success, 
knowing why is the only way to achieve true greatness. Know-
ing why is the crowning benefit of reading books by those who 
went before us, those who excelled in their lives and careers 
without compromising their character. All leaders are readers. 
If you’re not reading you’re not leading. It’s as simple as that.

A solid ethical foundation is equally essential at work and at 
home. The bottom line is that only commitment can ensure 
compliance. No amount of non-disclosure agreements, back-
ground checks, or polygraphs can do that. If your character 
isn’t totally squared away to the point that you are ready to fall 
on your sword to protect what is moral, ethical, and legal, then 
you’d better not accept one iota of responsibility. Leakproof 
leadership is choosing your thoughts and actions based upon 
your values and not upon personal gain. Your convictions mir-
ror your character. So take a good look at yourself in the mirror 
to make sure you are fit to report for leadership duty! LE

Tracey C. Jones is a US Air Force veteran, entrepreneur, speaker, and pub-
lisher. She speaks to audiences across the nation on leadership, accountability, 
business success, and other topics. Her latest book is “Beyond Tremendous: 
Raising the Bar on Life.” 
Visit www.TremendousTracey.com 
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By Marlene Chism

Why employees leave?

Leadership Identity Crisis

According to Gallup, the number-one reason employees 
leave is because of their dysfunctional relationship with direct 
supervisors. It’s not lack of technical training, intelligence, or 
capacity to lead that fosters relationship problems between 
managers and their employees. Its poor communication skills, 
ineffective coaching, and the lack of critical skills.

Yet, it’s a common practice for companies to promote a good 
technical performer to a supervisory management position 
without ever giving him or her the character development or 
leadership skills necessary to shift the person’s identity from 
“one of them” to “one of us.”

The Identity Crisis
When an employee becomes a leader he or she goes through 

an identity crisis that may last for years. (I explain more of this 
in No-Drama Leadership). The new leader doesn’t feel confi-
dent, yet is afraid to ask for support for fear of being viewed as 
incompetent. This gap in development and lack of confidence 
surfaces in one of several ways:
•	 The new leader uses positional power and authority and 

becomes a command and control leader. It’s what some would 
call a “bully boss.”
•	 Another tactic is to  compensate by ignoring problems. 

This is the root problem of a tenured employee who is a poor 
performer, evidence that the leader avoided a difficult conversa-
tion. As a result, another leader inherits the problem, or worse, 
a lawsuit happens when the non-performer is finally dismissed.
•	 Others leaders (sometimes even seasoned leaders) attempt 

to befriend employees with an open door policy that turns into 
a revolving door. Time is spent either listening to the tattle tale 
or the company complainer or worse, offering therapy sessions 
to the one who can’t seem to get it together.

By the way, leaders who become therapists eventually need 
therapy themselves!

These tactics of asserting authority, ignoring or being a thera-
pist only produce more unnecessary drama.   Employees learn 
how to manipulate. They lose focus and their engagement 
deteriorates. Most leaders think workplace drama is due to the 
employees, and have no idea how their own behaviors contribute 
to the workplace drama they experience daily.

Critical Skills for the No-Drama Leader
Without the necessary mindsets and critical skills, leaders make 

many unintentional mistakes which results in wasted time, lost 
productivity, low morale and eventually turnover. The critical 
skills needed for every leader includes managing conflict, coaching 
self and others to clarity, and initiating difficult conversations. LE

Marlene Chism is an executive educator, consultant, and author of Stop Work-
place Drama, (Wiley 2011) and No-Drama Leadership (Bibliomotion 2015). 
She works with executives, and high-performing leaders who want to transform 
culture in the workplace. 
Email marlene@marlenechism.com 
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By Tom DeCotiis

Being a level three leader (Part Two of Three)

The Path To Authenticity

Part 1 of this series was published in the September issue of Leader-
ship Excellence Essentials.

“How good a leader do you want to be?” Part of your answer will be 
based on your understanding of what a leader does, but it is equally 
important to consider what “blows your hair back” and gives you the 
sense that you are making a difference. One of the factors that you 
should seriously consider is the nature of the reputation you want to 
earn. Do you want people to say: “Oh, yeah, I worked for him” and 
how important to you is it that they also say: “. . . and he made a real 
difference in my life”? 

Being an authentic leader is about the deep satisfaction of seeing 
people grow, the energy of high standards, and the excitement of 
building something that you are proud to have in your life. The im-
portance of internally-focused motives to being an authentic leader 
is why the model of leadership described below has self-leadership 
at its core. In my experience, the most powerful motives are “selfish” 
in that they come from within. Only internal resources will sustains 
you in the inevitable difficult moments that personally challenge you.
Giving Comes First 

As it is in all good relationships, the one between leader and followers 
is give and take, with giving being the driving force of the authentic 
leader. The qualities that describe the quality of this relationship 
are integrity, credibility, and balance from leader to followers and 
enthusiasm, commitment, and performance from followers to leader. 

The Eastern ideal of Yin and Yang – the complement between two 
forces – summarizes the nature of the relationship between leaders 
and followers.

What Goes Around Comes Around 
The relationship between a leader and her best followers is always 

voluntary and is captured by the Yin and Yang idea of complemen-
tary forces. Enthusiasm, commitment, and performance of followers 
cannot be demanded any more than a leader’s integrity, credibility, and 
balance can be demanded. In their truest form, both are gifts. Gordon 
Bethune (former CEO, Continental Airlines) described a follower’s 
gifts when talking about his career: “I used to be an airline mechanic 
. . . and do you know how much faster I could fix an airplane when 
I wanted to fix it versus when I didn’t want to fix it? That’s where the 
money is.” He is talking about follower enthusiasm, commitment, 
and performance earned by leader integrity, credibility, and balance. 
No matter how much you may want it to be otherwise, your followers 
choose to be merely adequate or totally inspired just as you choose to 
be adequate or inspiring. 

At its core, being authentic is about having good intentions, doing 
the right things well and achieving results. A bit more concreteness 
can be added to the core of authenticity as it demands living in ac-
cordance with a set of values that make your leadership predictable 
and inspiring. It’s your values – personal goodness – that infuse your 
words and actions with the nature of your character. This process is 
represented by the Building Blocks of Virtuous Action. 
Building Blocks of Firtuous Action 

Values align your intentions and principles to be the centering force 
for your personal morality and ethics and, ultimately, your words and 
actions. Your reputation is the shadow of this alignment. Feedback 
from the results you achieve and how others describe you is not criti-
cism, but a monitor of your alignment and call to action. 

Understanding and developing your strengths within each of the 
building blocks is a crucial step toward becoming an authentic leader. 
In conjunction with developing your skills, developing your character 
raises the bar on your words and actions and, thereby, earns the en-
thusiasm, commitment, and performance of your followers.

Leadership Excellence Essentials presented by HR.com | 10.2015

http://www.hr.com/en?t=/CustomCode/ePublications/submission/submission.main
http://web.hr.com/xepft


27Submit your Articles

“The more filters there are between the leader’s values and team 
members’ understanding of them the more uncertain the direction 
and performance of the team.”

It is also the path to embedding a defining set of values in your 
team. As much as some may want a team’s values to percolate up from 
followers, they do not. Instead, they filter down as it is the leader’s 
values that are emphasized and embedded into the team’s culture. 
The more filters there are between your values and your team’s un-
derstanding of them, the more uncertain the direction, spirit, and 
performance of the team.

Good Leaders Are Good Actors - Fake It ‘Til You Get It Right 
“I am who I am” is an excuse for staying the same as you are. But 

the reality is that we are who we are only if we do nothing to change 
it. While the cards you were dealt in life are important, they are not 
nearly as important as how you play them. Being an authentic leader, 
like playing cards, is a skill that improves with intent to be better, focus, 

and practice. In this sense, “I am who I want to be” is an important 
part of being authentic. To paraphrase Muhammad Ali, “To be a 
great champion (or an authentic leader) you must believe you are the 
best. If you’re not, pretend you are.” This is not being inauthentic or 
grandstanding, but the art of directed practice and learning by being. 
Acting is a skill that authentic leaders have in abundance. 

“Being an authentic leader is a skill that improves with the intent 
to be better, focus, and practice.” 

Pretending and practicing requires that you know what you want 
to stand for, make it clear to yourself and your followers, and accept 
that there will be gaps between your good intentions and the reality 
of your words and actions. A leader focused on improvement looks 
for progress in closing the gaps between his intentions and reality.

Three Components of the Growth Process Are: 
•	 Defining the leader you want to be 
•	 Establishing the disciplines that enable your definition 
•	 Assessing your execution of the disciplines against your intentions 
With these steps you begin a journey that helps you gauge the dis-

tance between your methods of leading (i.e., your words and actions) 
and the target you have set for yourself – your personal vision. These 
are the basic steps to personal growth. To achieve the level of aware-
ness characteristic of an authentic leader demands that you become 
a “scholar” of you. It is not a stretch to say that many leaders know 
much more about their company than they do about themselves and 
consider this imbalance to be normal and acceptable. While it may 
be the norm, it is also the major hurdle to personal growth.

In the final part of this three-part article we’ll examine the path 
to authentic leadership and the importance of personal growth. LE

The Path To Authenticity

Tom DeCotiis, PhD co-founded Corvirtus in 1985 to provide a range of 
innovative, science-based measurements and services that tie a company’s 
culture and core values to talent processes. Throughout his 40-year career, 
Tom has worked with organizations - from start-ups to Fortune 500s - to help 
them grow and succeed through a rigorous focus on company mission, values, 
business basics and stakeholder promises.
Visit www.corvirtus.com
Connect Tom DeCotiis

Would like to Comment? Please Click Here.

“Being an authentic leader is about the deep satis-
faction of seeing people grow, the energy of high 
standards, and the excitement of building some-
thing that you are proud to have in your life. The 
importance of internally-focused motives to being 
an authentic leader is why the model of leadership 
described below has self-leadership at its core.”
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Scrolling through your news feeds, you see the profiles of Zappos 
and Google and all the amazing anecdotes of their corporate culture 
and how much fun their teams have at work. You see the flip side as 
well - the stories of long hours, horrible managers and the employees 
who can’t wait to tell the world about them. 

You wonder (sometimes secretly, sometimes out loud) where your 
organization falls on that line - and more importantly, where your 
employees think it falls. 

You should wonder. 
Your company culture is going to be the one thing that eventually 

makes or breaks your organization. And I’m here to tell you that you 
don’t have to choose between having an amazing corporate culture 
and having a financially successful organization. In fact, you can’t have 
one without the other. Here’s how you can start turning around your 
culture - and your financials - today:
Positivity = Productivity

It costs you absolutely nothing, in real dollars, to be positive. You 
might think, “I don’t have time to be stroking egos or holding hands. 
Things are really bad right now.” That’s when positivity is needed 
more than ever. Your people know when things are bad. They see it 
and they feel it - from you. 

When team members drop the ball, which inevitably they will, 
handling it in a positive, supportive manner and encouraging them 
to figure out on their own what went wrong is the most cost-effective 
choice. It might not feel natural, when you as the leader are faced 
with the costs of the mistake, but letting your employees know that 
they’re still valued even when they mess up will give you greater 
returns in the end. 

They’re not afraid of consequences anymore. They’re now empowered 
to fix their mistakes, and to find even better ways of doing business 
in the future. Better ways of doing business = greater productivity 
and profits. 
High Expectations Get Met

If you’ve been fortunate enough to work for really great leaders, as 
I have, you know that high expectations set in a positive environment 
get met. When your team knows that you believe in them, and that 
they’re encouraged to grow and learn and find new and better ways 
of doing business, they will do just that. 

If they’re discouraged or even punished for seeking new solutions, 
they’ll stop - and so will your growth. 

If you’re working in a really toxic environment, setting high expec-
tations may be seen as yet another way you’re out to “get” your team 
when they don’t meet them. In those cases, it will take time for you 
to earn their trust. But continual, authentic feedback and goal setting 
will help your business get where you want it to be. 
Be Real. Everyone Knows When You’re Not

Authentic feedback and communication is the cornerstone of build-
ing a positive, productive company culture. I saved this point for the 
end, because it’s often the hardest for leaders to deal with, so I softened 
you up with promises of more productivity and problem-solving! 

But authenticity in leadership is the one thing that will determine 
whether or not your company culture becomes what you want it to 
be, or if you become another cultural casualty that we’ll read about 
on Twitter tomorrow. 

You’ve got to be brave enough to admit where you’ve failed, and 
invite people into your leadership. It will feel scary and awkward at 
first, but eventually - again, if you’re brave enough - your authenticity 
will teach your team that they can trust you. 

Once they do, they’ll follow you into the future you’ve envisioned 
for your business. And they’ll help you make that future even better 
than you’ve imagined. 
What You’ve Got to Do as a Leader

You’ve got to make the time and effort, as a leader, to figure out 
where your company culture falls on the spectrum. You’ve got to be 
brave enough to talk to your team and let them into your leadership 
efforts. You’ve got to make hundreds of hard choices every day to 
build and protect your culture. 

I know it sounds overwhelming. I’m in the trenches with you, 
doing it every day. But it’s worth making every hard choice when you 
see your team achieving and celebrating and talking to their social 
network not about how hard their jobs are, but about how much 
they love them. LE
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By Tricia Welte

How to start turning around your culture and your financials

Don’t Choose Between Culture and Success

Tricia Welte is the President of eaHELP. Prior to starting with eaHELP, she 
worked for Cogun, a national church construction company. Prior to Cogun, 
she worked as a District Manager at PacSun. 
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By Nat Measley 

Your key essentials for healthy, productive workplace fun

The 3Cs

Any business leader will agree that a successful program for their 
operation is one that makes their organization more efficient or ef-
fective. Enlightened business leaders constantly take the opportunity 
to enhance their existing programs for workplace fun. How can a 
program for workplace fun become more effective and efficient? 
Further, what would the benefits of a more effective program for fun 
within your culture be?

A healthy program for fun at work has essentials, foundations that 
ensure you’ll get the culture, leadership and investment to perform 
optimally. They are called the 3 Cs and they are as follows: Consistency, 
on Company Time and Culture Compliant.

Let us take a closer look at why consistent fun that occurs on 
company time and is compliant to your culture and your people will 
maximize the impact of your fun programs.
Consistency

The traditional model for workplace fun generally involves two 
specific high-profile events. They give employees a chance to connect 
and share, celebrate and bond. They’re typically pure fun and have 
been around since the dawn of business. You probably already plan 
these events.

They are … the Company Picnic and the Holiday Party. 
You might spend months preparing for these celebrations. And they 

can be valuable for your team, no doubt. But any morale boost they 
produce is fleeting – maybe just a few days, or a week, tops. Before 
you know it, your employees may fall into a rut of apathy about the 
workplace; at least until the next special event many months later. 
Consider that this apathy, lack of motivation and connection costs 
you money, productivity and loyalty.

As opposed to planning two large events each year, you should 
focus on consistent delivery of engagement. When it comes to fun 
in the workplace, consistency is key and should help to make fun 
feel as natural and typical to the staff as the rush hour commute or 
weekly meetings.

Fun is like exercise. Stick to a consistent regimen, and you’ll enjoy 
long-lasting results. So get out your calendar and a red pen, and select 
the dates for consistent fun. Monthly fun programs are an easy starting 
point and offer six-times the amount of fun than only the holiday 
party and company picnic. 
On Company Time

Studies conducted on employees and work-family balance show 
that employees value their time with family and friends much more 
today than ever before. Time is among the most highly valued “com-
modities.” Yet, company leaders hesitate to schedule fun events on 
company time. Doing so, they believe, impacts productivity and is 
merely a distraction. And, yes, it can! Thus, often, plans are made 
to usurp valuable down-time for employee engagement with events 
scheduled during evening hours or weekends. 

Work is stressful enough and the gift of engagement in fun activi-
ties helps employees blow off some steam and stress, and re-set their 
perspective of their colleagues and daily tasks. That’s why fun should 

happen on company time; and fun should take less than 15-minutes.
Many companies – and those poor administrators stuck to plan-

ning their events and off-site meetings – follow the same agenda: 
meetings from 8:30 a.m. to 4:00 p.m. and team building from 4:00 
p.m. to 6:00 p.m. And what happens after 6:00 p.m.? That’s the time 
reserved for the mandatory happy hour and team dinner, of course. 
That doesn’t sound like fun for anyone. The “fun” is too long and 
disrupts family time.

Consider instead a 15-minute ice-breaker at 8:30 a.m. to set the 
tone for a productive day, followed by a brief team activity after lunch 
to reenergize the group for the rest of the day. And then, at 4:00 p.m., 
send people home for some downtime. Be a super-hero, and save the 
company some serious money on the booze and food for the evening!

It’s also easier to attract talent and start adopting a culture of fun 
and the positive results that follow when fun is delivered in short 
stints. This is not to say that there is no place for moderate to lengthy 
fun events. But, strive for consistent fun on company time as desired 
functions – in lieu of a fewer events with longer duration.
Culture Compliance

The last of the 3 Cs – Culture Compliance – may not seem difficult. 
After all, who doesn’t want to have fun? Compliance speaks to more 
than just the typical view of the concept of legalities. Compliant fun 
will; Integrate with your company’s culture and by-laws; and encour-
age everyone to participate in their own way.

First, make sure you have a good sense of the likes, dislikes, tolerances, 
and intolerances of the folks who make up your organization. Too many 
“fun” programs are really aimed at one or two people – often times 
those few who planned the event. Is that really fun, effective—or fair?

Second, fun needs to appeal to extroverts and introverts alike. Some 
employees will gladly do the limbo; others will prefer watching (and 
the sadists will volunteer to lower the pole). Everyone should feel 
comfortable enough to play along in the way that suits their tastes. 
Let the fun be customized to each person.

The key to success? Allow team members to define their own fun. 
Listen. And plan events that allow for a variety of different kinds of 
participation.

So let’s bring this all together. Next time your leadership is recon-
sidering your fun programming – and you should because it will 
change – make the fun consistent, on company time and compliant 
to culture. Then watch your culture change and your workplace fun 
programs become more efficient and effective. LE

Nat Measley, MPA, is the CEO and Managing Partner at The Fun Dept, and 
co-author of the recently released book Playing it Forward: The Definitive ‘How 
To’ Model for Creating a Winning Workplace Culture. Nat earned his MPA with 
a focus on Organizational Leadership from the University of Delaware. He is 
an experienced public speaker, facilitator and trainer who works directly with 
CEOs, leaders, HR professionals, and administrators to develop fun program-
ming that supports their organizational goals. 
Visit www.TheFunDept.com
Connect Nat Measley
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Top Jobs

Job Title: Human Resource and Payroll Assistant
Category: Human Resources - General Roles
Type: Full Time
Company: YMCA
Location: Fort Wayne, IN

Job Title: Sr.. Manager - Compensation, Benefits & HRIS
Category: Benefits and Compensation
Type: Full Time
Company: Southeastern Recruiting Consultants
Location: Northern Kentucky, just south of Cincinnati, OH

Job Title: Regional HR Manager (NorthEast Division)
Category: Human Resources - General Roles
Type: Full Time 
Company: The ServiceMaster Company (Terminix)
Location: NJ

Job Title: Camp Logistics Coordinator
Category: Human Resources - General Roles
Type:  Full Time
Company: Keystone Science School
Location: Dillon, CO (US - 80435)
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