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PREFACE

This book was conceived when I gave a speech with the same title. In it, I explored the ways three prominent figures demonstrated leadership. No matter your religious affiliation (or lack thereof), no matter your knowledge of science, no matter your interest in really ancient history, there is much to be learned from the lessons these leaders taught--directly or indirectly. 

Jesus, for example, was fond of vivid imagery and metaphor and parables. Nearly two thousand years later, we find management experts like Jim Kouses and Warren Bennis encouraging leaders to use these stylistic devices in their communications. In fact, one of the best management books around is titled Managing by Storying Around. In it, author David Armstrong recognizes the value of stories, as Jesus did so long ago. In a similar vein, Dave Packard and Bill Hewlett coined the phrase "management by walking around" to describe a person-oriented style of relating to others. Jesus of Nazareth, of course, did the very same thing as he walked among his people. He reached out and touched, long before lyricists and Madison Avenue ad writers made the phrase popular. 

Jesus, Jonas, Janus looks at concepts associated with these prominent figures and applies those concepts to the practice of leading others. The frequently asked question, "What would Jesus do?" is one of several presented in the book. Additionally, we will look at "How did Jonas [Salk] solve problems?" and "How can the Janusian method be used to make good business practices better?"

Today, we have leadership authors like John Maxwell encapsulating leadership principles that, upon reflection, are echoes of what was being done centuries ago. "Others will not care about how much you know," Maxwell asserts, "until they know how much you care." Those familiar with the Bible are also familiar with Jesus' manner of comforting those who were poor or suffering. 

(The difference between those who genuinely care and those who may use the less fortunate as a career opportunity is perhaps best illustrated by an encounter between Mother Teresa and a reporter. She was tending to the lepers in the Shanti Nagar ("Town of Peace") colony. A reporter was shadowing her, looking for photo ops. At one point, as she reached down to comfort a man infected with the disease, his skin disfigured by sores, she overheard the reporter's distaste for the scene. "Ugh," he said under his breath. I wouldn't touch that man with a ten-foot pole!"

"Neither would I," was Mother Teresa's rejoinder, as she leaned over the man to comfort him and laid her hands on his head.)

The book is divided into three parts, one for each member of the leadership triumvirate. It is not intended to provide background information or extensive biographical information about the triumvirate.

Instead, I've distilled my knowledge of these three figures into a single word. And, we'll explore that word in relation to leadership. We'll focus on  the concept of PRINCIPLES as we study the words of Jesus. We'll examine NATURE as the result of Dr. Jonas Salk's recognition of its importance in problem-solving. And, we'll learn how the concept of OPPOSITES relates to leadership in the section named for the Roman god of beginnings (and ends). 

Within each of the large divisions are chapter titles related to the three main concepts. leader's style. You'll find, too, suggestions for further learning, questions for consideration, exercises in which you may wish to engage. Because I consider writing a means of "teaching on paper" (or on a computer screen, in the case of an e-book), I've made this a self-help book for the business person hoping to flex his or her leadership muscles. Ideally, not only will those metaphorical muscles grow more solid, but your colleagues and customers will benefit from your exercise and exploration as well.

*****

PART I: Jesus and principles
Our Scriptural authorities--Luke, John, Mark, and Matthew--were not archivists. They had no training as historians or journalists, no access to the resources that abound today. Instead, each of them told the story of events surrounding the life of Jesus of Nazareth, as he saw them, interpreted them, remembered them. Thus the material sometimes seems contradictory. On occasion, it lacks the cohesion that we have come to expect of storytellers. And yet, there are surprising similarities in the way the Gospels are written, especially the synoptic Gospels of Luke, Mark, and Matthew. We are fortunate to know as much as we do about a man who only lived for 33 years.

After being baptized by John and having the Trinity revealed to him, Jesus fasted for 40 days and then began his work as a minister, starting in Judea. He was soon performing miracles in various places, including Galilee. As His fame grew, so did His desire to be in Jerusalem, where he was crucified.

All four Gospels share the same information about the last week in the life of Jesus, including the famous Last Supper and his betrayal by Judas. His death, the ascension into Heaven, and subsequent reappearance are familiar stories. Even more familiar, though, are the principles he espoused, principles that guide people all over the world to this day.

1. Treat others the way you want to be treated

According to the Gospel of Luke 6:31), when Jesus preached his Sermon on the Plain, he asked his followers to treat one another as they wished to be treated themselves. You need not be religious to understand and apply this exhortation in your everyday life. This profound message carries weight for today's leader--no matter what the circumstances, where the leadership is needed, or how small the followership. 

The words work. They are simple, honest, and psychologically insightful. Integrity is embedded in them. So powerful are they, that they have been transformed into the Golden Rule, by which millions of people live their lives.

There is no doubt about Jesus' ability to influence others. In fact, influencing others is a daily occurrence for most of us. It's much, much harder, though, to influence with integrity, which is what Jesus and centuries of other great leaders have done. 

A QUESTION OF CHOICES

Whether you persuade for a living or you simply "sell" your ideas in the normal course of learning and living and working, you have already discovered influence techniques that work. Persuaders, in effect, are sellers. And vice versa. If you merely wish to improve the influence techniques that help you persuade others to your point of view, you can find numerous guidelines and primers and recommendations. 

One reason ethical persuasion is such a studied topic lies in the many possible definitions of key words, like "integrity." Is it, as the dictionary denotes, a question of honesty? Is it a matter of sincerity or of uprightness, as the dictionary also suggests? Would you perhaps equate integrity with sound moral principles? If so, what exactly are those principles?
Some people regard integrity as the decision to live according to the Golden Rule: "Do unto others as you would have them do unto you." Is this your belief as well? And what if you were seeking to measure your degree of integrity, as well as define it? Would you assess your actions as ethical ones if they brought improvement to existing situations? If not, what gauge would you use? The choices for determining what integrity means are multiple and mingled--they overlap with many other factors. 

THE VALUES-DRIVEN CAREER

In the simplest sense, "integrity" means living according to specified values. But, of course, simplicity is usually and deceptively complex. Living by specified values involves numerous ramifications and interpretations. One workable definition of integrity involves ever-widening circles. The more integrity you demonstrate, the more widespread the benefits to others.

In other words, when you act with integrity, you are widening the sphere of influence, you are using power tools to achieve powerful benefits for those who "buy" your concepts or your commodities. 

If your actions are taken for your own advantage exclusively, then you are following a narrow moral code, one that places your needs above all others. You no doubt operate within the letter of the law but perhaps not within the spirit of the unwritten laws that govern our behavior as human beings. If your actions are self-serving, you are not concerned with serving others. Consequently, your ethical influence is limited.

On the other hand, when your actions benefit other people, you are operating from a higher-level moral code; you are living by, and influencing others with, generally accepted principles of correctness rather than your own interpretation of specific rules.
Robert Frost once wrote that one could do worse than be a swinger of birches. Using the exhortation the Bible--treat others as you wish to be treater--you can be even better than a swinger of birches. You can be an effective leader.

*****

2. Seeing what cannot be seen

Leaders seeking to improve their skills are fortunate to have the words of numerous historical figures to guide their leadership actions. Among them, Jesus of Nazareth, who reminds us that "we walk by faith, not by sight" (Corinthians 5:7). 

Leaders know where they are headed, even if there are no guideposts. They have faith that their image of a better future can and will be realized. Leaders are confident in their ability to get things done. 

Getting things done implies a shift from the "good enough" to the "improved." In fact, having a vision is one of the two most highly valued competencies defined by our government. But if vision is the art of seeing the invisible, as Jonathan Swift asserts, then visionary leaders accomplish no small feat as they imagine and then invent the future.  

One of the organizational oxymorons facing managers/leaders is the need to lead (or to envision the future) while at the same time acknowledging present circumstances. (This is the basis of Lewin's Force Field Analysis, in fact, which analyzes the Current state of affairs in order to reach the Ideal state of affairs.) When Max DePree tells us, in Leadership is an Art, that the first responsibility of a leader is to define reality, he is encouraging us to find the conditions that need remedy.

DePree also encourages us to ask how poets and philosophers would lead organizations. We'll take it one step further: think about any famous person you admire--in any field at all: an athlete, a head of state, a military officer, a religious figure, or a movie star like John Wayne. Then think about the principles that probably govern that person. Use your image of that person running your projects. Apply his or her style to your own circumstances.

TRY THIS

Prepare a statement regarding your vision for your own career, and another describing your vision for the small world in which you can/do exert leadership.  Articulate those visions, not only on paper, but on blogs or in emails or conversations with others. Tell, specifically, what you plan on doing to make those visions reality.  

Perhaps the simplest description of leadership behaviors is this one: "Leaders effect positive change." To make that change, the rubber has to hit the leadership road, so to speak. Before starting on your journey of improvement, specify the reality that needs to be made better. That betterment is your goal or destination; it is why you are seeking to make a difference. You will ideally have a set of principles to guide you as well as a vision. These principles could be compared to learning the weather conditions before you start your journey, having the car checked and tanked before leaving, having the information/materials you will need all packed. 

*****

THE A-B-C-D-E PLAN

Part of the preparation needed to reach your final destination is a road map. The following five letters constitute just such a map. They will help you formulate plans for executing the vision you have.

A. AnticipateConsider who is likely to object to your vision; consider what        their objections will be. Then verbally arm yourself to overcome those objections.

B Benefitize List as many benefits as you can, for as many individuals/groups

as you can. How will the organization itself benefit if your vision becomes reality?

C Categorize Think of all those who will be impacted if your plan is implemented. How will you communicate with them?

D Develop Proceed now to outline the plan, include the milestone dates that

must be met.

E Extend Think positively. Assume your plan has been successfully 

implemented, if only as a pilot project. How could it be extended? For a longer period? To other groups?

CONSIDER THESE

1) Author Warren Bennis asserts that leaders form strategic alliances. What strategic alliances could you/will you form?

2) How do you define "leadership?”

3) Why are others willing to follow you?

4) Retired CEO and author Max DePree asserts the last responsibility of a leader is to say thank you. How do you do this beyond using the two simple words?

5) He further asserts that in-between the definition of reality and the gratitude expressed at project-completion time, the leader is a servant and a debtor. What do you think he means?

6) How would you explain this exhortation by General George S. Patton: "Give direction, not directions"?

7) Overall, would you say your organization is above-average in the way it operates? If so, what factors account for the rating? If not, what factors account for the average or below-average rating?

8) Author Robert Kelley says that instead of more effective leaders, what we need are more effective followers. Would you agree? Why or why not? 

9) He also says an effective follower can work well without close supervision, can assess what needs to be done, can make independent decisions, and can live without          heroic status," preferring to work in a team toward a common goal. To what extent do these behaviors describe your own behaviors?

A FUTURIST ON THE FUTURE

Futurist Joel Barker maintains that “vision without action is a dream. Action without vision is simply passing the time. Action with Vision is making a positive difference.” Vision and the action required to reify the vision are the most important tools in your leadership kit. Use them thoughtfully.

 3. Do not worry about tomorrow

Thought-leaders throughout history have recognized the importance of focusing on the present instead of diverting your attention by worrying about the past or the future. Buddha, for example, encourages his followers with these words: "The secret of health for both mind and body is not to mourn for the past, nor to worry about the future, but to live the present moment wisely and earnestly."

And, in the Scriptures (Matthew 6:34), we find an echo in the words of Jesus Christ: "Therefore do not worry about tomorrow, for tomorrow will worry about itself. Each day has enough trouble of its own." 

Today's leaders, among their myriad other responsibilities, have the obligation to keep energy and morale high. To rally the troops around a common cause, to help others focus on the current mission.

Here are 16 techniques for helping co-workers and team members take the stress out of the present (or the "ow" out of "now").

1)
Stand in a doorway and press your palms against the doorframe on both sides. Hold your breath and keep increasing the pressure--you'll feel warmth rushing to your face, head, and neck. Hold as long as you can. Release. Inhale deeply. Repeat three times. 

2)
Shake one hand, then the other. Then, with your mouth hanging loose, shake your head like a rag doll. Shake each leg. Then hop, shaking one foot and then the other. Then jump and wriggle your pelvis and throw your arms all around every which way. Make some noises while you're at it. Keep this up for at least one minute.

3)
Write yourself a letter of encouragement. Acknowledge your fears, your good qualities. Express confidence in your abilities and accomplishments. Write what you would most like to hear about yourself. Reread this letter whenever you need encouraging words. 

4)
Nose-write.  Pretend your nose is a pencil. With definite, exaggerated motions, write your first and last names in capital letters.

5)
Laugh  for two minutes. Start by just saying, "Ha, ha, ha." Keep doing this until you're really laughing. This takes a lot of energy and causes you to relax many involuntary muscles. It also steps up oxygen consumption and circulation. 

6)
Self-massage.  Imagine your hands are a tool for healing and tension-relieving. Breathe slowly and deeply as you massage yourself. As you inhale, feel your breath flowing directly to the tense places in your body. Try to "see" your fatigue, soreness, discomfort, tension, and worry escaping through every pore.

7)
Recall  one pleasurable sensory experience you've had in the last 24 hours. It might be something delicious you ate, something beautiful you saw, something moving you heard. Describe to someone else what gave you pleasure. See if you can make them vicariously experience your experience.

 8)
Drop your jaw suddenly. Breathe in as you do so. Shrug your shoulders and rotate them fully--back, front, up, down, in generous smooth circles as high, wide, and gorgeous as you can make them. Then bring your shoulders back to normal position. 

9)
Begin by moving your lips  as if you were going to say the letter "P." Blow outward to let your lips ripple continuously. Or, keep uttering the letter "P" over and over, faster and faster. Now sing, going up and down the scales, making the "P" sound each time. Very soon, your lips will be loose--a vital condition for relaxing facial muscle and reducing jaw tension. 

10)
Imagine a scene with some person doing something of great grace and beauty. It might be a child petting a kitten or a ballerina doing a pirouette. It might be a fisherman casting a line or a nurse blanketing a newborn baby or a teenager polishing his very first car. Now translate that image to movement, as they do in the practice of tai chi.

11)
Flex your fingers and then get them to work on your face, neck, scalp, and ears. You're going to pretend your fingers are vibrating, magic fingers, moving fast and furiously all over your head to push doubt, worry, fear, and stress away. 

12)
Lean  back while holding on to a desk or table. Make your fingers face forward, put your head down, bend your knees a little, and let your body slump, as if your bones were liquid. Inhale. Then arch your back, move your head back, and stretch. Straighten your legs. Press your toes against the floor. Do this for a count of four and feel the stretch in your back muscles. Try moving your hands farther apart and then closer together. Stretch, exhale, bend your knees and get aback to the starting position. Repeat these steps at least four times. 

13)
Walk quickly but breathe as slowly as possible. Start by counting four steps as you inhale. Then exhale evenly as you take eight steps. Work up to ten steps as you inhale, twenty steps as you exhale. The faster you go, the slower you breathe. Continue for a few minutes. Do this often so when you need a quick de-stresser, you can get into this gait easily.

14)
Assemble a small group and quickly produce a chorus. Try "Old MacDonald" or "Silent Night" or any other soothing melody with multi-part harmony.

15)
Place your thumbs behind your ears. Put your fingers on your scalp. Begin to massage it while hearing a beautiful refrain in your head. Quietly hum as you massage. 

16)
Put your left hand on the right side of your neck by your shoulder and knead the muscles. (Tuck in your chin.) Exhale for ten seconds, then repeat with the other hand.

A final thought. Generally speaking, get the most odious task out of the way as quickly as possible. Keep Mark Twain's exhortation in mind: "If you have to swallow a frog, don't stare at it too long."

 4.  Unite others

It is recorded by Luke (11:17) that Jesus knew how a divided group of people can wreak havoc upon themselves: "Any kingdom divided against itself is laid waste'; and a house divided against itself falls." The same message was delivered hundreds of years later when Abraham Lincoln, another outstanding leader, delivered the famous "House Divided" speech in Springfield, Illinois.

Republicans had just chosen him as their candidate for the United States Senate. With courage that many decried, he spoke against the nation's acceptance of slavery as an American institution. He urged literal and figurative union, harmony, cooperation.

With such illustrious figures showing the way, today's leaders can find encouragement in their efforts to improve interpersonal relationships. When divisions are healed, teams can multiply their efforts. Without such collaboration, little can be accomplished. In the words of former Ford Motor Company CEO Don Petersen, "Results depend on relationships."

CONFLICT VS. CONSENSUS

There may be perfect moments or even perfect days, but there are no perfect lives. Each of us has encountered difficult people and difficult situations and difficult relationships.  If, as a leader, you hope to reduce conflict, you can begin with yourself. In your journey to turn around the divisions that separate people, examine your own actions first.

Are you creating the conflict? Every action in which we engage has consequences, many of which are unanticipated, some of which are unanticipate-able. When we toss words onto smooth surfaces of paper, computer screens, or listeners' ears, there is no telling how wide the ripples might be, no foreseeing how wide our influence. Ideally, the outcomes of our words and actions will be positive. To help ensure such results, it behooves us to operate with integrity, to seek many-layered benefits, to ensure that an ethical outcome is designed for every step of the journeys we propose others take with us.

If you are confident that you are treating others in the most respectful, encouraging manner possible, then your role may shift from internal-improver to external-improver. Once you've honed your own relationship-skills, you can move into the role of consensus-builder.

MULTIPLY YOUR MEETING POWER

People working together on a given project usually hold meetings to align their efforts. Those meetings typically take one of three forms: Information is delivered (Bull's Eye Communication); information is created (Spiral Communication); Information is exchanged (Ping-Pong Communication).  Determining the nature and needs of the meeting before it begins represents an effective use of time. 

For example, if the meeting is being called simply because the leader has information to share with team members, the meeting may actually not even be necessary. (A recent study, reported by Darryl Haralson and Adrienne Lewis in USA Today, found that nearly half of all employees have participated in virtual teams--where meetings are held remotely. Of that number 91% enjoyed the experience.) 

Sometimes, it's true, the leader may wish to meet face-to-face with members to deliver information. Often, however, that same information could be sent to the "target" electronically with a perfect "bull's eye" as the result. This is a one-way communication process and can be used effectively whether the team leader is communicating upwards (to senior management); downwards (to staff or team members); or laterally (with other team leaders, for example).

When team meetings are called for the purpose of creating information (e.g., a decision has to be made, a course of action has to be determined, a problem has to be solved), the communication form will be spiral in nature. In other words, there's no telling how far the information process can go, no telling what new heights the team can attain with their newly created knowledge. The information being dealt with in a Spiral mode is usually unknowable in advance.

When issues, especially controversial ones, are being explored, there's often a rapid exchange of opinions going on. In some ways, it's like watching a tennis match or a ping-pong game, where positions or viewpoints bounce back and forth--often in a competitive fashion because people are not easily separated from their perspectives. It's especially important during such meetings that the leader achieve resolution. Otherwise, the game can go on ad infinitum and the players and watchers may tire (or riot) long before the purpose is achieved.

It's been said that God didn't make junk. He just made people with behavior problems. 

There are controversial issues and, of course, there are controversy-driven people. Sometimes, such people act like bullies in order to control a meeting or ensure the outcomes are to their liking. These are some techniques for dealing with bullies. Which have you/can you use?

___
Match their behavior.

___
Stand up for yourself.

___
Stand up.

___
If the bully is doubly nice the day after an outburst, he or she probably regrets his/her behavior. If so, you can discuss how the situation made you feel and probably resolve it to prevent future occurrences.

___
Straighten out the problem as quickly as you can before the role becomes rule.

___
Discuss the problem with the bully behind closed doors.

___
Discuss the problem with a mediator present.

___
Make your tolerance limits known.

___
If you are leading a meeting and someone is constantly side-barring, stop the meeting and address the behavior. Explain that it prevents progress.

___
Agree on priorities.

___
Self-talk during a dispute. Repeat a favorite, enabling phrase.

___
Make a humorous mental note of the bully's worst feature.

___
When the bully stops for breath, jump in and ask him or her to slow down.

___
With a seemingly unethical request, get it in writing.

FIEDLER'S CONTINGENCY THEORY

Deciding in advance what type of meeting is called can be likened to the management studies by Fred Fiedler of the University of Illinois. He developed a contingency theory of management, which basically says the leader should not have a singular style or strategy of communicating. Rather, the leader should react to the circumstances. He or she should consider the nature of the task, the nature of the people involved in the task, and the nature of the conditions surrounding the two. Then, a decision is made to communicate accordingly, in either an autocratic, democratic, or "laissez-faire" fashion. Correlate these communication styles to the three forms that meetings typically take.

Interestingly, the survey of virtual teammates, cited earlier, also found that while 73% would like to engage in more virtual team work, only 35% of those surveyed felt such teaming enhanced their relationships with other employees. Given the fact that results so often depend on these relationships, it's critical that we find ways to enhance the interpersonal communication process.

Doing so will help eliminate divisions and multiply your team's efforts.

 5.  Know where you came from and where you're going

Author and academician James C. Humes maintains that leadership is selling. And selling, basically, is talking.  The talking that sells, though, must be authentic. It must be honest. It must inspire trust. 

To illustrate: You may have heard about the authors who wanted to write a book detailing ways to save the earth. They collected hundreds of user-friendly ideas. Their writing style was outstanding. Their publisher was excited. Everyone thought they had a best-seller on their hands. But the sales never matched the hope. Can you figure out why?

That's right. They neglected to use recycled paper. Their words did not have the ring of authenticity. Readers figured that if the authors were really concerned about the environment, they would have chosen paper that protected it.

The authors had a good idea, to be sure--a collection of ways to save the earth. Unfortunately, the good idea didn't match their goal. The authors failed to practice what they were preaching. To lead effectively, you must ensure your behavior mirrors your intentions. Align words, action, and an honorable goal. There's a Biblical precedent, to be sure--you'll recognized the authenticity in Jesus' words--"I know from where I came and where I go" (John 8:14).

ALIGN WORDS AND ACTIONS

If you have earned a reputation for acting a certain way, you will want your words to match your actions. And, of course, your actions will match your reputation. Stephen King knew the importance of maintaining one's hard-earned reputation. He once told a reporter: "I have the heart of a little boy." 

The reporter, who was familiar with King's work, looked doubtful. The words didn't ring true. They didn't sound like the authentic King, the king of horror.

King went on to show his words were authentic, after all.  In reference to the heart of a little boy, he amended, "It sits right next to my computer, in a jar of formaldehyde."

When others sense that your goal is being pursued for less than honorable purposes, they will lose faith. When they sense that your words are covering up a goal different from the one you're proposing, they will stop supporting you. Make certain there's congruence between your goal and a good intention. And, make certain both your words and actions reflect that worthy goal.

OPERATE WITHIN ETHICAL BOUNDARIES

Always. If you fail to lead with honor, your self-serving intentions will be uncovered, sooner or later. As businesspeople, we may be able to maintain relationships for a while in an integrity-vacuum. We may be able to operate with less than full disclosure, we may be able to sell a shoddy product or disguise a true intent. Sooner or later, though, some of the people who cannot be fooled all of the time will see through the threadbare mantle of integrity, worn by unethical individuals in order to cloak ulterior motives. And when that happens, the consequences may easily doom the unscrupulous seller.

Unlike morality--which implies a codified sense of ethics, an acknowledged system to which many people subscribe--integrity is an individual consideration. Consequently, achieving clarity on integrity is much harder than achieving clarity on influence. But once you have made the choices that lead to clarity, you can consciously take ethical actions--actions that reflect the principles by which you wish to live. Having grasped what integrity is, you'll proceed to use it in your efforts to influence others in honorable ways.

PERSONAL INTEGRITY: A SLOW-MOVING TARGET

Integrity, in truth, is a slow-moving target. Think about it. Over the years, haven't you shifted some of your views, in keeping with Emerson's insistence that "a foolish consistency is the hobgoblin of little minds"? The authenticity you reflect today has probably moved around a bit over the years. The events or encounters that occur even after you have finally defined integrity to your satisfaction keep the target in a state of slow flux. These occurrences may be significant enough to force you to re-think your definition. That's not a bad thing.

You may have determined your personal set of principles, but when those principles are put to the test, you may discover they are not steadfast after all. Or, you may find that your principles do not apply to other people. Or, that certain factors cause a given principle to recede in importance. 

You may even modify your definition to include certain behaviors that gained greater significance as you grew older. Having been betrayed by a friend or an employer, for example, you may now decide that keeping one's word is a critical aspect of integrity.

SUFFERING FROM COGNITIVE DISSONANCE?

Psychologists have a name for these below-the-surface rumblings in our mental terrain: "cognitive dissonance." In other words, you may have determined for yourself what actions fall within the acceptable realm as far as integrity is concerned. To be sure, it is important to make these determinations. Otherwise, you may find yourself in a state of emotional disequilibrium. 

But what if you receive information that upsets what you've come to believe is true? You are thrown off balance, so to speak, by the information that runs contrary to the belief system you've established. Your ethical "wholeness" now has a crack in it.

To illustrate, let's assume you have placed various individuals in either the acceptable or the non-acceptable area on the integrity spectrum, based on their actions. Then you learn that someone you regard as a person of high moral character has done something you consider unethical. 

You actually have several options available to you in order to change your mental "dissonance" to "consonance." You can refuse to believe the story you are hearing, thus maintaining the image you have of this person. Or, you can relax your standards, perhaps even redefining what integrity means to you, in order to keep this person's behavior within the realm of acceptability. Finally, you could decide to shift your opinion of this individual from the high end of your integrity scale to the lower end. But, resolution of some kind is necessary. Otherwise, you will continue to experience psychological discomfort.

GREED IS NOT GOOD

Let's look at another example. If you were asked what core values you abide by, would you be able to express them without hesitation? Many people would find this question a challenging one.. Having lived through recent eras such as the Me Generation, the Greed-Is-Good Era, and a Scandal-in-Government era, you may find yourself wondering more than ever before how steady your moral compass really is. When you read that approval ratings for dishonest politicians and business leaders somehow manage remain high and the politicians remain in office, you may even wonder if the integrity-component of the leadership personality is as important as you've always thought it was. 

Current events force us to grapple with questions just like these. We choose our leaders in part because we believe them to be men and women who act with integrity, which in the eyes of many is an integral aspect of leadership. 

When we learn they are alleged to have done things we regard as unethical, perhaps even immoral, we have to make some tough choices. Do we still support such individuals? Do we revamp our opinions of them? Do we widen the borders surrounding appropriate behaviors? Do we remove certain actions from our previous definition, regarding them as unimportant after all? Do we decide that the person can still be an effective/successful leader despite his transgressions, because the economy is strong and/or because the nation is at peace?

The best leaders "know from where they came and where they are going." And, according to an ancient Chinese proverb, the same can be said for God's creatures: "Not the cry, but the flight of the wild duck, leads the flock to fly and follow."

6. Make peace in the workplace

"Professionalism" is a word open to many interpretations. Typically, it is associated with the expertise required executing the requirements of a particular profession. But regardless of the job you hold, you can display professionalism by exhibiting a mature, respectful attitude to those you work with and encounter each day, whether the encounters are face-to-face, electronic, or telephonic. You can effect office-peace and make others aware of blessings, paralleling the words of Jesus ("Blessed are the peacemakers" [Matthew 5:9].)

WOULD YOU BE HIRED FOR YOUR ATTITUDE?

The reasons people get fired and the reasons people get promoted have little to do with technical competence: It's been estimated that 85% of at-work failure and at-work success is attributable to an individual's ability to get along with others. That ability is evident no matter who the individual is communicating with or what medium he's using. So important is attitude at Southwest Airlines, for example, that the company has a motto: "Hire for attitude; Train for skill." 

Just as Bruce Tuckman uses a four-word rhyme (Form, Norm, Storm, Perform) to describe team formation, we endorse a four-word rhyme for use in telephone interactions. (It works, by the way, equally well in face to-face situations.) Following this guide will demonstrate you have the "right attitude" when it comes to assisting customers--whether on the phone or in person. It will also develop your self-confidence in handling difficult situations and...the confidence of others in your ability to do so. Assuring others, after all, is what leaders do. They encourage harmony and help reduce conflict. 

FEAR

Learn what the caller is concerned about. Typically, she's afraid that she won't be able to have her problem resolved. She may fear she'll be transferred ad infinitum among departments. She is afraid no one will listen. Or, she's fearful of encountering bureaucratic indifference. There are numerous assurances you can offer to allay those fears. 

With co-workers, discuss three possible assurances you can give the customer to help overcome her fears.

HEAR

Learn to listen both literally (you hear things being said) and empathically (you intuit things not being said). Empathic listening means being attuned to hesitation, to nervousness, to silence, for example, so that you can better understand the issue and the effect it may be having on the customer.

Train yourself not to interrupt but rather to indicate with short affirmations that you understand what is being said. Ask questions at the appropriate time. Try to determine the customer's expectations. And, develop your powers of concentration so that you can truly attend to what the customer is saying.

Invite colleagues to discuss three ways you can indicate you are really listening.

By the way, if you hear things that upset you, such as profanity, you can be very direct in your response: "Mr. Jones, I'd prefer it if you didn't use such language." Or, "Mr. Jones, could you call back when you are not so upset?" You could also advise the person that you will have to hang up if his language continues to be abusive. You could also appeal to the person's sense of decency by explaining that you are truly trying to help him and that such anger makes the situation even more difficult.

MIRROR

If you've taken notes, you should be able to paraphrase the main points the customer is concerned about. Preface your "mirroring" with an explanation of what you are doing and why. If the caller tells you that you didn't fully understand the problem, keep at it until you do. Provide a succinct summary of the essence of the problem or need. Assure the customer that you have truly understood what she expects or hopes will be done.

With your colleagues, determine three questions you can use to reflect your understanding of the caller's concern.

STEER

If you need to direct the customer to someone else, tell her who that is and what that person's number is (or where the office is). If your customer is a caller and you learn the other person is busy, ask the caller if she would like to wait or if she'd prefer to call back. If you do manage to connect with the other person, give him all the information he'll need to deal with the caller's problem.

Write out three statements that will make the caller feel her expectations are being met, that she is getting the help she needs. Then, share your ideas with others who frequently interact with the public at large.

(RE-APPEAR

When appropriate to do so, make another appearance in the customer's life. Certainly not with every encounter, but with those that warrant further attention, call or e-mail to ensure the problem has been solved to the customer's satisfaction.)

FURTHER RECOMMENDATIONS

Build confidence in the customer by learning his expectations and doing all you can to   meet them.

Aim for comprehensive but efficient, time-respectful interactions.

Say to yourself, when the phone rings, "That's my job calling."

Remind yourself of your tact-reserves and call upon them during difficult moments.

Recognize the importance of first impressions. (Most people make them within 30  seconds. It's difficult to change those impressions, once formed.)

Understand the importance of your position in contributing to the formation of first impressions. 

Avoid putting the customer on hold or having him wait too long before you assist him.

If you have to get in touch with the person at a future time, make certain to get his phone number and  ask when's the best time to call.

With co-workers, avoid gossip. If someone tries to share it with you, kindly say, "I prefer  not to hear this."

Do not spread rumors. If possible, isolate the source of the rumor and set the record straight.

Compliment others, sincerely.

Ask about co-workers' families or interests they have outside of work.

Tell others when you encounter work that is especially well-done.

ASK YOURSELF

The ancient Greeks asserted that the unexamined life is not worth living. To achieve peaceful relations when dealing with customers and co-workers, do some self-assessing on occasion. These questions will help.

Was my tone of voice professional?

Did I attempt to allay the person's fear?

Did I offer verbal assurances that I was listening?

Did I get the person's name?

Did I use the name at least once during the conversation?

Did I take notes?

Did I keep my anger in check?

Did I ask the customer what he/she would like us to do?

Did I accept responsibility (and express regret) for mistakes I/we made?

Did I empathize with the individual's concern? 

Did I avoid arguing?

Did I mirror or repeat the crux of the problem to show that I understood it?

Did I solve the problem or at least steer the customer in the right direction?

Did I speak slowly and/or avoid jargon?

Were the customer's expectations met?

CONSIDER THESE

What techniques are you already using that work well in telephonic exchanges?

What techniques are others using that you might adapt/adopt?

Phone exchanges cannot rely on physical or environmental welcome signs. Your voice has to serve in place of numerous other positive and professional elements (such as a smile). What are other elements you can use in a face-to-face exchange that are absent when you are on the phone? 

In what ways do you serve as a PR (public relations) representative for your firm?

How do you benefit when a telephone call is handled well?

How does your organization benefit when a call is handled well?

What is the first impression callers have of you?

What annoys you when you call other offices?

What percentage of calls do you have to turn over to your manager on a weekly basis?

How can you reduce that percentage?

When is the last time you conferred with your manager regarding which calls she prefers to handle directly?

TRY THIS

Do the following descriptions sound like someone you know or work with?

Bragging about his/her achievements. 

Excessive talking, poor listening, efforts to dominate the conversation.

Non-stop attempts to force him/herself into the center of activity. 

Insensitivity to the feelings of others.

If so, identify specific actions can be taken to improve workplace interactions with such a big-ego person. Aim for a list of ten possible techniques. Then, try them out, one at a time, with a several-week interval between each.

HARMONY VIA DIVERSITY

Author Doug Floyd reminds us that "you don't get harmony when everybody sings the same note." Workplace harmony does not mean unanimity of thought, all of the time. Encourage different opinions but always insist they be respectfully expressed.

 7. Embrace paradox

Ours is such a flexible language. Over a million words and counting. We Americans love making up new words, some of which are the result of combining the beginning of one word and the end of another. It's too late for breakfast and too early for lunch? Well, let's have "brunch"! It's not really smoke and it's not really fog? Let's call it "smog"! 

Such words are known as portmanteaux, from the French suitcase, which folds up and literally carries (the "port" part of the word) a raincoat or "manteau."

You may have heard of another portmanteau--"frenemies," a recent coinage referring to people who once were enemies and have since become friends. As paradoxical as the concept may be, its roots go way back to the Bible. Matthew 5:43 contains this exhortation from Jesus of Nazareth:

“You have heard the law that says, ‘Love your neighbor’ and hate your enemy. But I say, love your enemies! Pray for those who persecute you! In that way, you will be acting as true children of your Father in heaven. For he gives his sunlight to both the evil and the good, and he sends rain on the just and the unjust alike. If you love only those who love you, what reward is there for that? Even corrupt tax collectors do that much. If you are kind only to your friends, how are you different from anyone else?"

ATTITUDE PROBLEMS

 “Attitude is all!” the bumper stickers proclaim. And, no less motivational a speaker than Zig Ziglar alliteratively maintains that “your attitude, not your aptitude, will determine your altitude.”

Whether you’re the one with the attitude problem or someone else you know has it, you’ll benefit from the following dialog, which begins with identifying the problem. Not until that recognition exists can the discussion begin about ways to overcome attitude problems. 

There are people who live their whole lives convinced they don’t have an attitude problem. And others who suspect they have one but would rather walk on hot coals than face it. In between are those who willingly seek advice. So, whether you’ve turned to a coach of your own for advice or whether you're giving advice to someone who wants it, the coaching session will follow a logical progression. 

First, the coach gets the coachee to Admit there is a problem. This can be done in any number of ways but here we find two people discussing the results of a 360’ evaluation.

Next the coach has to move the coachee away from self-pity and toward Self-Acceptance. Finally, the coach works to Advance the Action by developing a plan.

To be sure, a wide range of emotions will accompany each stage. Many of these will be alluded to in the dialog.  

SAMPLE SCRIPT 

Coach:

“I want to thank you, Teresa, for finding the time and the courage to do these evaluations. We suspected that others might think you had an attitude problem and that’s what the data show.”

Coachee:
“But I don’t have an attitude problem. They just think I do.”

Coach:

“Teresa, you’ve been around long enough to know that perception is stronger than reality. Rather than argue the correctness of the perception they have, why don’t we talk about how to alter it?”

Coachee:
“I can’t change overnight, you know. Even if I could, I’m not sure I want to."

Summary

The coach has successful completed the first step—persuading the coachee to verify there is a problem. The coach is using words carefully here to lessen the hurt feelings the coachee is bound to have. Note the indirect compliment found in the opening line that commends Teresa for obtaining the information. Note, too, the use of the phrase “we suspected.”  The coach moves the discussion beyond argument by emphasizing that truth plays a secondary role here to reality…and the reality is that Teresa’s attitude is offending people.

Teresa’s reply about change suggests she’s ready to do so. The Admit Stage has paved the way for the Self-Acceptance Stage. Again, the coach has employed words very skillfully. The coachee is complimented several times for the success she’s enjoyed so far.  But the praise is not effusive. The use of the word “again” reinforces the coachee's tendency to deny harsh truths. Also, the phrase “in many ways” reminds her that she has some room for growth.

SELF-ACCEPTANCE STRATEGY:


Coach:

“No one’s talking about changing your core values or your core competencies here. You’ll still remain who you’ve always been. We're just talking about modifying some of your behaviors to tone down the superior attitude some people think you have.  (Coachee starts to interrupt.) Wait, before you become defensive again, let’s agree on one thing. In many ways, you’re an ideal employee. You wouldn’t have come as far as you have unless you had the skills and the drive to succeed. We’re talking about the future now and ways to ensure your success continues.” 

Rather skillfully, the coach is encouraging Teresa’s acceptance of who she is while simultaneously encouraging an improvement upon the basic self.

ADVANCE-THE-ACTION STRATEGY:


Coach:

“And you shouldn’t change overnight, Teresa. You should formulate a plan of incremental improvement. I’ll help you with this. We can begin by looking at the lowest ratings you received on the evaluation form and deciding on three things you can do in the next month to improve the way you interact with others in that one specific area.”

Trying to do too much at once creates a sense of futility for the coachee. The coach has zeroed in on the most serious problem and is working with the coachee to make improvements in that regard. This three-step plan of Admit, Self-Accept, and Advance-the-Action will work with virtually any type of attitude problem, especially if a survey of some sort is used to verify the coach’s impressions. 

ADDITIONAL TIPS

•
Make certain you’re using words that are firm but supportive, rather than words 
that can create an adversarial relationship between coach and coachee.

•
Don’t end the coaching session unless a plan of action has been agreed to.

•
Whenever possible, obtain independent measures to verify the extent of a 
coachee’s problem.

•
There’s a useful aphorism that curtly tells us, “If you think you can or you can’t, 
you’re right!”  The can-do attitude is what separates successful coachees from 
those who feel their existing persona is the one they’ll take with them to the 
grave.

•
If you’re undergoing attitude adjustment with your coachee  (or because of your 
own coach's advice), don’t make radical changes. They’re likely to arouse 
suspicious and charges of hypocrisy in your co-workers.

•
Dr. Abraham Twerski, writing in "When Do the Good Things Start?", asserts bad 
moods don’t last if you don’t let them. By extension, it’s safe to say that bad 
attitudes control us, rather than the other way around, only if we let them. Remind 
your coachees and yourself that a bad attitude can be undone, but it takes time and 
effort.

•
University of Pennsylvania psychologist, Dr. Martin Seligman, designed an 
experiment that had coaches at the University of California at Berkeley tell their 
varsity swimmers that their times were slower than they actually were. Some of 
the swimmers seemed defeated by the news and swam more slowly the second 
time, thus lending truth to the initial lie. Other swam faster the second time, 
regarding the first slow results as an aberration and determining to ignore it. To be 
sure, the optimism that leads us to better our previous best is a major force 
propelling change. 

CONSIDER THESE

•
How often do I check perceptions (my own and others’) for accuracy?

•
What questions would I like to see on a 360’ evaluation form?

•
Given the fact that each of us has imperfections, what would I like to improve in terms of my attitude?


•
How well do I handle feedback that is not flattering?


•
Do I agonize unnecessarily over criticism or do I use it to move on?

COMMITMENT TO VALUES

Think of what life would be like if individuals and groups of people refused to work toward peaceful interactions. Speculate for a few moments about the results of a world in which improvement questions had not been answered; had not, perhaps, even been asked. 

Consider what your daily life would be like if everywhere you went, people were in conflict with each other and making no effort to improve the situation. Think about the purchases you make, the services you receive, the work that you do, the community in which you live. Life is so much more pleasant when pleasant people treat one another respectfully. 

If there were no commitment to the value of societal cooperation, the world would be in a sorry state indeed. Perhaps the best business-related commentary is the one expressed by Peter Drucker, often referred to as the Father of Modern Management Science: "Moral vision and commitment to social values are the foundation of enduring business success."

Answering these and related questions requires effort. Is the effort-investment worth the return? Ideally, you will feel that it is. Explore the issues surrounding "frenemy" possibilities. With a solid commitment on your part, you're bound to see the formation of those sound moral principles Drucker talks about. Without this foundation, we lack the higher purpose that makes us feel good about what we do--as individuals, as corporate citizens, as citizens of even larger communities. 

As you study the questions and answers associated with achieving positive outcomes through positive relationships, you'll be adding to your store of knowledge. And, the greater the array of choices on the shelves of that store, the more carefully and correctly you can select the ones allowing you to like, if not love, your former enemy.

8. Look over and overlook

LOOK OVER AND OVERLOOK

It's easy to react quickly to a real or imagined insult. It's much harder to take a contemplative approach, as recommended in Proverbs 112:16: "A fool shows his annoyance at once, but a prudent man overlooks an insult." The newspapers are filled with stories of people who acted upon their annoyance. They engage in acts of road rage or airplane rage or direct their anger at coaches of Little League teams. 

While it's impossible to look into the future and see the results of uncontrolled anger, it is possible to restrain the anger that can effect regrettable decisions. Imagining the consequences that could result will help us keep our tempers in check. A simple reminder could be that the word "danger" is built from  the word "anger."

BIG PICTURE THINKING

It will help, too, to remember the big picture, the purpose behind your actions, the goal you are trying to achieve. So the father who gets into a fist fight with a coach has clearly forgotten the big picture--his desire to have his son develop baseball skills or his own desire to enjoy a Little League game. Had he contemplated possible outcomes--causing bodily harm to another human being or being imprisoned for his action--he probably would have been able to react much more prudently.

It may also help to think about the famous poem about the six blind men, each of whom felt one part of an elephant and believed he understood the overall concept of "elephant-ness." The poem reminds us to gather as much information as we can before taking an action (or reaction) to a situation with potential dire consequences. 

CONSIDER THESE FOR THE BIG PICTURE

We can apply big-picture thinking to specific, everyday decisions or to the general nature of our days. To illustrate, if you want to apply big-picture thinking to the processes that constitute your work, these questions will enable you and your co-workers to keep the overarching purpose of your employment in front of you. 

What is our mission statement? 

What arouses pride in our employees?

Who is our primary customer?

What does that customer want, need, deserve from us?

Do we know, or are we assuming, what the customer wants?

If the latter, how can we find out?

What evidence is there that we are providing what the customer wants?

What else could be done to satisfy, perhaps even delight, the customer?

Who are the primary suppliers for our organization or department or unit?

How do we (or could we) make our suppliers aware of our needs and vice versa?

What measurements are we engaged in (or should we be engaged in) to ensure we are 

     functioning at optimal efficiency?

CONSIDER THESE FOR THE SMALLER PICTURE

What is one important process in which I engage daily or weekly? How does it impact the

   overall mission? What is the value that I add to the process?

What causes the process to begin? How do I know when the process has ended?

What does a flowcharted diagram of that process look like?

What does a flowchart of the ideal process look like? (No waste, no unnecessary

   complexity, no steps that don't add value)

What gaps exist between the two?

Who is my primary supplier for this particular process? (Add him or her to the

   flowchart.)

What do I need from that supplier?

How and when have I communicated that need?

Who is the primary customer for my process? (Add him or her to the flowchart.)

What are my customer's needs and expectations? How well (often) do I ask about his or 

   her needs regarding the output of my process?

What are the critical elements of this process? (It may help to think what the customer is

   most likely to complain about or to be grateful for.)

Our jobs, while they provide benefits large and small, also provide some measure of stress. But, you cannot control the stressors in your life. You can only control your reaction to them.

Ideally, you will continue in adulthood to live your life according to principles that were probably instilled in you at an early age. Yes, you should speak up if a wrong needs to be righted. And yes, your actions should reflect congruence between what you believe and what you do. Using your values and the big picture as guidelines, you stand a better chance of controlling stressful situations.

PERSONALITY TYPES

Read the characteristics of the Type A Personality and the Type B Personality. Then decide which you are more like. 




              TYPE A PERSONALITY

1
Intense 

2
Driven

3
Quite ambitious

4
Impatient

5
Always in a hurry

6       
Committed to hard work

7       
Having a tendency for perfectionism

8       
Easily bored, restless

9
Dependent on others' opinions for approval or self-esteem

10      
Continuously measuring one's accomplishments against other people's

11 
Extremely competitive

12
Outgoing

13 
Easily angered

14      
Quickly reactive, rather than deliberative

Doctors estimate the 80% of Type A individuals will have a heart attack. 





TYPE B PERSONALITY

1
Ambitious but inclined to group achievement

2
Does not hold grudges

3
Builds some "me-time" in, every day

4
Calm; energetic, but not frantic

5
Sets goals and definitely works towards them

6
Able to do honest self-assessments

7
Functions well in a team setting

8
Able to express both popular and unpopular views

9
Thoughtful and deliberative in solving problems

10
Viewed as a capable person

Fewer than 15% of Type B individuals are likely to have a heart attack.


What's good for your heart is also good for your home and your workplace. When tempted to become defensive or to take offense or to react in inappropriate ways, keep in mind the words of author Sydney Harris: "If a small thing has the power to make you angry, does that not indicate something about your size?"

9. Develop fruitful relationships

You've heard about those charismatic people who know how to "work a room." They have a smile and a handshake ready for every person who happens to make eye contact with them. Beyond that, they have a remarkable ability to listen, so that each person they meet feels he or she is truly being attended to.

Assuming you can project sincerity while doing the same, you are likely to reap many benefits from these extended and extensive overtures. It's tiring, being "on" for a prolonged period of time, but if connecting and networking are important to you, you will find many fruitful outcomes--not only in the moment, but in the future as well.

We emphasize sincerity, for as noted in Luke 6:43-44, "There is no good tree that brings forth rotten fruit; nor again a rotten tree that brings forth good fruit. For each tree is known by its own fruit. For people don’t gather figs from thorns, nor do they gather grapes from a bramble bush."

Of course, it's possible to fake sincerity, but doing so borders on unethical behavior. And ideally, your basic moral foundation, which was formed early in your childhood, will keep you rooted in the soil of genuine concern for others.

To be sure, experience and events may cause your moral stance to undergo periodic shifts in that soil. And that's not necessarily a bad thing. Think of the childhood and young-adult experiences that shaped your ethical view of the world. Would you want your own children growing up with the moral outlook that you depended on to guide your actions? In what ways has your belief system changed to accommodate today's world? 

Once you entered the world of work, did you find a fit between your beliefs and the culture in which you work? Depending on your answers to these and other questions, you make choices--important choices--about the way you choose to live and work and raise your children. The choices bring you closer and closer to the target that represents your ethical core.

You can be influenced by others as you make these choice. But, in the end, integrity is always an individual decision. Yes, you may be swayed by the results of polls, you may engage in discussions of various issues, you may read how others are leaning. But in the end, you must decide for yourself if your actions, including your "work-the-room" efforts, are designed to truly help others.

The decisions are seldom simple and should not be made quickly. But they must be made. Otherwise, you will find yourself floundering in a sea of decisions each time a new scenario presents itself. 

You probably know some metaphoric boats that have capsized or sunk because there were cracks in the hull. In reference to the integrity of boats and individuals alike, the literal definition of "wholeness" or "soundness" is a good one to use.  The beloved coach Lou Holtz often said "life is ten percent what happens to you and ninety percent how you respond to it."

It was Saint Basil who asserted, "A tree is known by its fruit; a man by his deeds. A good deed is never lost; he who sows courtesy reaps friendship, and he who plants kindness gathers love." Here's to more fruitful encounters in your career.

10. Make amends

According to Scriptures (Luke 15:7), "There is more rejoicing in heaven over one who repents, than over ninety-nine who need no repentance." While it takes self-awareness, humility, and sincere effort to repent, it also takes the right words to mend fences and make amends.

Famed business expert Peter Drucker had a wry view of management: "90% of what we call management consists of making it difficult for people to get things done." If you're a manager who realizes the error of his ways, you will take steps to rectify past managerial sins. And, if you're a manager humble enough to repent, you'll find the right words to explain why you are now getting out of people's way. Simplicity and honesty are usually all you will need.

Ideally, in the future, you'll bring greater integrity to your words and your actions than you have in the past. Your insights should help you in the future when grey areas arise-- problems or issues for which there is no real precedent. Too, your insights should enable you to add to your range of ethical behaviors. And, to your range of behaviors that make it easy for people to get things done. As a role model who seeks to bring improvement and who can sincerely apologize when her efforts go astray, you will no doubt be influencing the efforts of others, even if indirectly.

WHAT ABOUT LIES?

According to Reid Psychological Systems, ("They Lied," OfficeSystems 97, August, 1997, page 9), more than 95% of college graduates in a recent survey admitted they would give at least one false statement in order to get a job.  Psychologists tell us children are already lying by age 2. And only one-third of executives surveyed by Robert Half International rated honesty and integrity as the most important attributes a job candidate should have ("Honesty is asset," Rochester Democrat and Chronicle, April 14, 1997, page 3). As a nation, we've become jaded by unending exposure to sex, lies, and videotapes that capture both. 

(You may recall the startling statement issued by Pat Robertson about the kind of people who are qualified to govern. When Time magazine questioned him about the assertion, he denied ever having made it. "I never said that in my life," he declared. Compounding the foolishness of the assertion was the foolishness of the denial--it had been made during his taped television show, after all. Provided with the evidence, he weaseled his way around it by asserting he had made the remark as a minister and not as a politician.)

THREE LESSONS RE: LYING

Three lessons emerge for would-be leaders: Make your assertions as carefully as possible, for words can blow up with a force akin to TNT. Secondly, if your assertions have come back to burn you, face them honestly. (People can accept and usually forgive genuine contrition. They shun weasel words, though, that circumvent the truth.) Three, recognize the possibility that others may not be telling the truth and must be dealt with in a fair but firm manner.

WHAT WOULD YOU DO?

How would you have handled this situation? You are a manager in a well-respected firm. Not only does the company have an ethics policy, but they ask each employee to read it once a year. Part of the policy states that anyone who knowingly lies on an employment application will be discharged. (Job applicants are also informed of this policy when they interview with the company.)

Now it has come to your attention via the rumor mill that one of your most skilled employees lied on her resume when she was first hired. You ask to meet with her and confront her with the allegation, which she promptly and regretfully acknowledges. What do you do now?

Although you will not always have the luxury of time in problem-solving, when you can explore options, alone or with others, you will often come up with ideas that simply would not have occurred to you when forced to think on your feet. In this situation, the manager could have told the employee she had to think further about the appropriate course of action. 

If the employee is not fired, then it make the ethics statement a very weak one indeed. If the policy is basically a toothless paper tiger, one that will not be enforced, why have it in the first place? Why make employees read it each year? In a larger sense, it is dishonest to promise certain actions will occur in reaction to certain other actions and then to break that promise. 

On the other hand, the employee has since proven to be not only skilled and upright, but is in fact the most productive employee in the whole department. The manager is truly reluctant to let her go. But a compromise is possible here: Fire the employee for having violated the terms of the policy by lying on her application. Then, because her job is now open, allow her to apply along with other applicants for that job. She may decline to do so. Certainly, that is her choice. On the other hand, she may opt to re-apply for her job and if she truly is the most qualified candidate, she should be re-hired. 

With sufficient time to explore several courses of action, you can almost invariably make the correct choices. You can make decisions that are equitable for all involved, even if the situation prompting the decision was rooted in unethical behavior.

IN CONCLUSION

Basketball coach Red Auerbach once observed that "the only correct actions are those that demand no explanation and no apology." Sometimes, though, we don't realize we are in the middle of an incorrect action until the consequences appear at a later time. Then, we need to redeem ourselves, usually with an apology. Carefully and sincerely worded, the apology can be, as author Margaret Lee Runbeck assures us, "a lovely perfume," one that "can transform the clumsiest moment into a gracious gift." Honest repentance on your part will make those in heaven and on earth rejoice!

11.  Enhance your communications

WHAT IS TRUER THAN TRUTH?

A profound Yiddish proverb asks what is truer than truth and provides this answer: "The story." It is by way of the story or parable or anecdote that so many lessons can be taught and have been taught by some of the greatest leaders the world has known: "He began to teach them many things in parables" (Mark 4:2). 

To be sure, Jesus of Nazareth understood the value of simple language. His parables enable ordinary people to understand subtle and sometimes sophisticated messages. No matter who comprised his audience, Jesus was able to make words resonate in both the hearts and heads of His listeners. His images and illustrations evoked an understanding that reached His audiences via their own imaginations.

His stories and concrete images facilitated comprehension. Like the accomplished teacher that He was, He literally "led" people "out of" the darkness of ignorance and into the light of understanding. (The Latin origins of the word "educate" come from the verb "ducere" "to lead" and the preposition "ex," meaning "out of" or "from.")

THE ANECDOTE

Don't overlook the power of anecdotes. Centuries after the death of Jesus, we find the best managers and leaders still taking full advantage of stories, as David Armstrong explains in Managing by Storying Around. You can weave stories into presentations or into the spontaneous remarks that occur in your everyday conversations.

The stories need not be funny or fabricated. In fact, the more poignant they are, the more personal the experience, the more they strike a common chord, the more likely these stories are to be remembered and you, to be believed.

In a study conducted with MBA students (Martin, J., and Power, M., "Organizational Stories: More Vivid and Persuasive than Quantitative Data." In B. M. Staw [ed.] Psychological Foundations of Organizational Behavior. Glenview, Ill.: Scott, Foresman, 1982, pp. 161-168), researchers attempted to learn what information would be most influential in persuading people that a particular company was committed to avoiding downsizing of the workforce. Four information-sharing techniques were studied: telling a story, using statistics, using the story plus statistics, and sharing a policy statement the company had prepared.

Which technique do you think would be most effective? 

Chances are, you listed the second one, the combination of story plus statistics. If indeed this was your selection, you did not guess correctly. The study found the MBA students who heard the story alone believed the company's claim more than did students in any of the other groups. (In some situations, of course, the combination works well, for facts can be very compelling in moving others toward your viewpoint.)

THE D-I-R-E-C-T APPROACH

The following anecdotes, one for each word in the D-I-R-E-C-T Approach are provided to reinforce the importance of direct dealing when it comes to communicating ethically.

Use Dialog, Inquiry, Response, Environment, Contact, and a structured Terminus to enhance your own communications.

Dialog.........In a humorous effort to move below the layers of artifice that often characterized conversation at White House affairs, President Franklin Roosevelt some-times said outrageous things, just to prove his point that meaningful dialog was virtually impossible in such social gatherings. In standing lines, for example, when people made the inevitable query, "How are you today, sir?" he would sometimes reply, "Fine, thank you, I just murdered my grandmother this morning." No one ever even heard him, or if they did, they no doubt thought they had misheard him and failed to ask for clarification.

One guest, however, whose listening skills were superior to most others', stopped and asked, "What did she do to deserve that, sir?"

Inquiry.......A request for further information can influence others by revealing our own point of view on a subject. When Winston Churchill was approached by a loud American woman at a reception, she demanded to know, "What are you going to do about those Indians?"

Churchill sought clarification: "To which Indians do you refer? Do you refer to the second greatest nation on earth, which under benign and munificent British rule has multiplied and prospered exceedingly? Or to the unfortunate North American Indians, which. under your present administration. are almost extinct?"

Response.......Your responses can have great significance, sometimes even when they are misinterpreted. In this historical example, we learn how one man's response was turned around and used to influence him. 

Frederick II, King of Prussia from 1740 to 1786, was a man of firm convictions. One of those was that General von Winterfeldt was not worth the king's time or attention. The two men happened to meet in Potsdam and the general saluted the monarch, indicating his respect and his willingness to let bygones be bygones. But Frederick used a physical response that clearly showed how little he thought of the general: he turned his back on him.

Von Winterfeldt quickly ran after the king and said with enthusiasm, "I am happy to see that Your Majesty is no longer angry with me." Frederick could not resist inquiring what led the general to that conclusion. "Your Majesty has never in his life turned his back on an enemy," was the clever observation, the basis for a reconciliation between the two.

Environment.......Samuel Goldwyn was a tough negotiator. Once, in the middle of a heated dispute at his home, one of his colleagues tired of the debate and walked over to look out the window. After spotting a simple happening in the animal kingdom, he called the others to join him. "Here we are fighting," he commented, "and this marvelous, peaceful event is taking place under our noses." He then chided his colleagues for being unable to work together. With a less ferocious businessman, the environmental observation probably would have had its desired effect.

Goldwyn tolerated few diversions, however. He walked over to see the sight: a mother quail and five tiny offspring. "They don't belong here," he snapped and returned to the battleground. 

Contact........In this case, two famous men contacted one another following a misunderstanding. The cleverness of their exchange was probably sufficient for restoring their friendship to its former status. Composer Giacomo Puccini sent his friends cakes at Christmas every year. Just before one particular holiday, however, he fought with the famed conductor Arturo Toscanini. To his dismay, he learned he was too late to cancel his order: the cake had already been delivered to Toscanini. Determined to make certain the gift was not regarded as an attempt at reconciliation, he sent a telegram to Toscanini: "Cake sent by mistake."

Toscanini was a man of equally few words. His return telegram read: "Cake eaten by mistake."

Terminus.........The intention was the right one, to conclude the altercation, but it failed in this case because Ernst Lubitsch spoke English as a second language. The acclaimed film director was in the middle of a heated argument with playwright Edward Knoblock. Lubitsch was so angry he walked off the set, but then returned, hoping no doubt to have the last word and a devastating one at that. Unfortunately for him, the most withering closure he could muster was: "How do you do?"

ETHICS AND YOUR FUTURE

As you think about your career and the leadership steps you must take to advance it, know that leadership is a combination of many positive elements--good communication skills, integrity, organization trust, appropriateness, style, impact, vision, visibility, and values, to name but a few. Each time you put into practice a good lesson you've learned, you'll make your aim more steady. And you'll need a steady aim to focus on that ever-moving target known as your values-core. 

Choosing an operational definition of "integrity" is a personal matter. By contrast, when we work collaboratively and collectively, it's fairly easy to establish standards to govern us. As team members, for example, we have ground rules that promote ethical treatment of one another. As organizations, we have mission, vision, and values statements that guide our operations. As members of one religious group or another, we have holy books and golden rules that encourage ethical practices. As members of a reading community, we are able to purchase books that encourage us to adopt specific behaviors. 

While we can, as a society, as a nation, as a member of one group or another, establish agreed-upon principles that overarch our collective behaviors, it is a more challenging task to know, define, and articulate our own, individual, core values.

THE TRUTH SHALL SET YOU FREE....TO TELL STORIES

Italian scientist Galileo Galilei spoke of scientific truths when he observed, “All truths are easy to understand once they are discovered; the point is to discover them.” As a leader bent on improving your communication skills, you'll find stories will help others discover the truths you want to share.

ASSIGN THE STORY TOOL A PERMANENT SPOT IN YOUR TOOLBOX

Those who have mastered the art of persuasion value the anecdote. They regard it as most dependable tool. They know it can strengthen relationships. From such relationships come outstanding results. 

In fact, whole books have been written about managers who use stories to get results. Among those reasons, claims David Armstrong, are these:  Stories are simple, timeless, and fun. Armstrong believes stories create an environment that makes people receptive to change. Receptive to new ideas as well. 

Another respected author (and former CEO) who endorses the use of stories is Max DePree. He stresses the need for tribal storytelling in organizations. By this, he means keeping the company's history alive by recalling true stories. He encourages business people to tell stories that are laden with values. To relish the old times and the old-timers that bridge principles on which the organization was founded and the principles emphasized today. To touch the heart of the firm via stories that touch the heart of its workers. 

Tell a story well, and you'll capture your audience's attention right from the start. That "audience" may be a single person whom you are trying to persuade. It may also be a roomful of colleagues whom you are trying to influence. The story--which must relate to an issue at hand--builds an immediate rapport. It helps others view your ideas from a new angle. It reminds them of universal truths that matter to all of us.

Know that personal anecdotes can be very convincing. So, too, can anecdotes about famous people. Personal stories are good because they come from the heart. Stories about famous people are also good because they intrigue an audience.

Follow these tips to maximize your use of stories.

1)  Don't use a story everyone else is using. 

And don't personalize one that is not your own. Someone, sooner or later, will have heard

that anecdote elsewhere. Then, when you try to pretend it's your own, it can fall flat.

Worse yet, your listeners may think you're lying about the story or that you weren't

original enough to share a story of your own. Avoid these pitfalls.

2)  Make sure it doesn't offend. 

Get a colleague to listen to your remarks before you deliver them. He or she can help ensure your words have been sufficiently sanitized.

3)  Keep the story short.  

Anecdotes that drag on and on lose their effectiveness. They also  lose their listeners. The anecdote should take no more than a few minutes to relate.

4)  Make sure it's related to the issue at hand.

Resist the anecdote--no matter how charming or amusing--that does not tie  directly to your message. And make sure the point of the anecdote is clear. If only half the audience gets the point, the other half will be left confused and perhaps even resentful.

5)  Weave the anecdote into a seamless whole. 

Develop transitions ("first," "second," "therefore") so there's a smooth bridge between the story and the points you'll be making.

6)  Select stories that are poignant, pointed, or funny. 

You only have a few minutes to connect the story to your key points. Therefore, you want

to choose one that has an immediate impact and/or clear relevance.

7)  Be a constant learner. 

Observe how others use anecdotes. You don't have to use the same stories they use, but you can observe which types of stories  audiences respond to best. You can also note where the persuader places the story. Keep your eyes and ears open to see how long the story lasts, and so on.

ADVICE FROM A MASTER STORYTELLER

Kerry Patterson is the coauthor of the New York Times bestseller Crucial Conversations and cofounder of VitalSmarts, an innovator in corporate training and organizational performance.
 
He acknowledges, "I routinely use stories in my speeches and writing because I have found them to be an effective instructional tool. At age twelve, while observing people speak from the podium at church, I noted audience members would perk up every time the speaker told a story. Then, when the speaker returned to more abstract means of communicating, heads would nod, congregants would whisper to friends, and some would even play connect-the-dots or hang-man on the backs of their bulletins (well, the kids would)."

A master storyteller and a master observer, Patterson is attuned to the effect words have on audiences. "Why the different reactions?" he asks, then provides a simple answer. "Stories, well-told, catch and keep people’s attention. They don’t ask the audience to translate the concepts in a real application—they are an application. Stories are also more memorable. 

"For instance, years ago I conducted a study with Coast Guard recruits and asked them to recall something I had taught them the week before. Those who had been taught through a mere statement of facts and figures as well as those who had been instructed with charts and graphs, all recalled less than those who were taught the very same information by means of a story."
 He explores the additional benefits of stories: "Not only are well-told narratives more vibrant, entertaining, and popular than traditional, more abstract methods of instruction," he points out,  "they’re often more effective. When you choose to tell a story, you aren’t selling out to the audience by appealing to their desire to be entertained; you’re providing them with a more believable and memorable instructional tool. If you want people to both believe and recall what you say, tell a story."
12.  Demonstrate honesty

Little white lies? Don't worry about them. When you tell a child, for example, that his now-deceased pet parakeet has gone to bird heaven, you are seeking to console, to ease the child's fears, to gently stop the flow of his tears. You are not prevaricating for your own selfish purposes.

The big, neon-colored, flaming, flashing lies--the ones you know in your heart of hearts are wrong--those lies you should worry about. They are the ones alluded to in the Bible (Colossians 3:9), when we are urged not to lie to each other.

Naturally, a lie sometimes seems like the easiest verbal way out of a difficult situation. But many of those situations are anticipate-able. And, with careful planning, you can overcome objections or be persuasive with well-chosen words.

To illustrate: successful salespeople (whether they sell for a living or "sell" as an everyday aspect of living) introduce objections themselves, rather than hope the objections never arise. This approach has multiple benefits:

1.
You can prepare yourself with facts and figures that will offset the strength of the objection.

2.
You can strive for win/win consequences by moving closer toward the perfect fit between your offering and the other person's needs.

3.
You will develop trust and respect for the honest manner in which you deal with others.

Attorneys, too, often introduce potentially damaging facts about a witness before the other side can do so in an effort to convince the jury they have nothing to hide. Doing so diminishes the explosive effect the evidence might have had if introduced by opposing counsel. 

EVERYONE'S A LIE-DECTOR

We live in a time where cynicism runs rampant, when patients deliberately call doctors by their first names to assert equality, when exposure to countless hours of television has made us attuned to discrepancies between what is said, what is meant, and what is done. We have become scanners of nuances, readers of subtext, decoders of duality in thought and action. We can read bottom lines, tops of the lines, drawn lines, fine lines, and what's between the lines. We are social sophisticates who know, for example, that good old country boys may really be only one of the four terms they choose to describe themselves.

Today's falsehood detectors are finely calibrated because information abounds for those concerned with such detection. Dr. Paul Ekman's article, for example, "How to Tell When Someone Is Lying" (Bottom Line Personal, October 15, 1993, page 9) actually tells how to spot a liar by the words, vocal characteristics, and body gestures she employs. (A liar, asserts Ekman, is more likely to make incomplete gestures--such as shrugging only one shoulder instead of two to indicate she doesn't know the answer to a question when she may really know it.)

Sometimes in this world of inflated claims and hyperbolic hype, less may really be more. Witness the real-estate agent who used all the inflated descriptions that have become standard in house-for-sale ads. Unfortunately, months went by without a single offer, for the reality of this quite ordinary home, juxtaposed with the puffery of the descriptions, left prospects quite disappointed when they actually saw it.

Then the realtor had an idea: he would tell it like it was. The truth read, "Small cabin. Rickety roof. Slanted floors. Rusty water. Five little rooms. But a creek flows by, the birds sing in the woods, and a couple could be happy here. Although the place has electricity and phones, you might not want to use them." The place sold in two weeks ("I Sell, Therefore I Exaggerate," Robert Nylen, Selling, October 1994, page 74, Reprinted with permission). 


SINS OF OMISSION

There's the law. Then there's the letter of the law. Only your conscience can steer you clear of the ramifications that result from breaking either or both. You may be legally pure but morally tainted by your decision to circumvent propriety. Presidential advisors know this, which is why they withhold information, thus affording deniability to the one in charge. 

You may remember how soundly President Bush was criticized for his one-word omission from a speech he delivered in Massachusetts. He told his audience that the state had lost jobs under Michael Dukakis' governorship. This was true--the state had lost manufacturing jobs--but overall employment had risen over a four-year period by more than 200,000 jobs. An inadvertent or deliberately misleading omission? No one will ever know. But we do know many came forward to set the record straight.

The paintbrush of professional tarnish can be applied to us no matter how innocent, no matter how unintentional, no matter how unthinking our words or actions are. Consider the corporate trainer who was approached at the end of a training program and was accused of being prejudiced. The accuser had no way of knowing how untrue the charge was. All she knew was what she had seen and heard--and she had seen and heard allusions to white males only, the entire training day. The omissions led the participant to believe the trainer was prejudiced.

TRY THESE

You may be sending out negative messages to those you wish to influence, without even being aware that you are doing so. No matter how high your personal integrity actually is, if you are perceived to lack it, the perception will override the truth. Set aside a few moments now to examine how your spoken and unspoken messages may be conveying truths, half-truths, or even non-truths to others.


How does my office look? 


    What message might this "look" be conveying to others? 



What is my behavior typically like at meetings? 


     What message might this behavior be conveying to others? 



What elements constitute my communication style? 



     What message might this style be conveying to others? 


With whom do I associate at work? 


     What message might these associations be conveying to others?



What is the quality of my work? 


      What message might this be conveying to others?

Sixteen hundred years ago, St. Augustine wrote, "When regard for trust has been broken down or even slightly weakened, all things will remain doubtful." However unintentional the weakening may be, when integrity is compromised, little is left. If you are sending messages that--deliberately or inadvertently--are eroding trust, your efforts may become suspect and your best intentions may be doubted. This is a truth attorneys and administrators alike understand. So, too, do those with powerful leadership skills.

13.  Let your language edify

 BY YOUR WORDS YOU WILL BE KNOWN

Psycholinguistic experts know that one's choice of words can be as revealing as the results of lie detector tests. One horrific example is the plea Susan Smith made to the public at large after her two sons were reported missing. With her husband at her side, the seemingly distraught mother begged for their safe return. The problem, according to legal and psychiatric analysts, is that she used the past tense in reference to them, while her husband spoke in present-tense verbs. Investigators correctly surmised she already knew they were dead, because she had drowned them.

Similarly, forensic analysis of the Unabomber's manifesto offers further testimony to the ability of a skilled linguistic investigator to ferret out identity. Another case captured the public's attention for a while. It was less serious, for no crime had been committed, but intriguing nonetheless. Despite several denials, protestations, and downright lies, journalist Joe Klein was finally unmasked as the author of Primary Colors, which offered no protective coloration at all. Here's why. Donald Foster, a professor of English at Vassar College, discovered with the aid of a computer what he called "lexical overlap" in the writing of Klein and the Anonymous author of the book. 

Both had a tendency to employ adjectives that ended in "y," such as "talky" or "slushy." ("Not Very Neatly, 'Anonymous' Comes Clean," U.S. News & World Report, July 29, 1996, page 13). And both used a word, "unironic," that you will not find in your dictionary. 

For thousands of years, human beings have been guided by the words that appear in Ephesians 4:29: "Let no corrupt communication proceed out of your mouth, but that which is good to the use of edifying, that it may minister grace unto the hearers."

TIPS FOR USING LANGUAGE TO EDIFY

Keep a tape recorder on in your office for an entire day. (Advise others who are conversing with you that you are doing so). At the end of the day, play it back and analyze your speech. Use these questions to deepen your understanding of your own words.

1.
Do you find yourself using favorite words over and over?  If so, what are they? 



If not, are you pleased with the extent of your vocabulary? 

2.
Did you sound abrasive, rushed, stressed? 


If so, what can you do about it?

3.
If someone who did not know you listened to this tape, would she think you were executive material? Why or why not? 


Assuming you wish to be considered executive material, what will have to change? 


4.
If a tape were made of the person you consider the best possible example of communication-excellence, what similarities would there be between that tape and your own?


What differences? 

SPEAKING YOUR MIND
In the course of daily living and working--no matter where you work or what kind of work you do or even if you work at all--you are bound to encounter people whose behavior is "anti-social," as authors Robert Giacalone and Jerald Greenberg describe it (in AntiSocial Behavior in Organizations). You can remain silent when you encounter such things as lying, theft, harassment, rumor-mongering, defamatory language, racial, ethnic or religious slurs. But in doing so, you are in a sense silently endorsing such behavior. 

Understandably, fear may be governing your actions, or, more appropriately, your non-action. There is a possibility that retaliatory actions would be taken against you. Or that speaking up could make you an outcast. And yet, it is possible to influence others to cease anti-social behavior without putting yourself in jeopardy. Let integrity and tact govern your words.

The following dialog actually took place. Although Donna was reluctant to create a scene, she also felt a need to advise the speaker that she found a particular word, when used as a verb, distasteful.

Donna:
I'm so glad we could all get together for lunch today.

Alice:
Me too. It's been so long since we've seen each other. Oh, I really like that handbag. Is it new?

Donna:
This thing? It's old, girl, old. I got it when I was in Morocco eight years ago.

Alice:
Honestly? Did you get it in the casbah?

Donna:
As a matter of fact, I did.

Alice:
Did you have to jew down the merchant?

(Frozen silence)

Donna:
Alice, I'm surprised to hear you use that word in that way. Even if I weren't Jewish, I would find it objectionable. 

Alice:
I am so sorry. I did it unthinkingly. I promise, I'll be very, very careful in the future. 

Donna:
(raising her water glass), I'll drink to that. 

The moment was an unpleasant one, but it had a lasting impact on the group. It was especially ironic because the Alice of the story was an African-American woman, who had personally experienced the pain certain prejudicial words can carry.

TRY THIS

Here are additional situations in which (deliberate or unknowingly) anti-social or dysfunctional behaviors may be impeding harmonious relations. Select one and then write a dialog like the one above illustrating how a person could speak up for what is right without permanently alienating the other person. 

Get feedback on what you've written from someone whose views you respect.

1.
The boss (correctly) suspects she is being told only what others believe she wants to hear. She has asked you to be honest with her and to tell her why this is happening. She also wants to know what has been kept from her.

2.
You are troubled because favored employees get the most interesting assignments where you work. You have decided to speak to your supervisor about it.

3.
Your manager has made it clear he will not socialize with any woman after work for fear romantic rumors will start. So, he goes to sports bars or out to dinner with various men on the staff. You, one of the few women on staff,  are not really interested in socializing, but you know some important information is shared in these after-hours get-togethers. You have vowed to infiltrate the old-boys network. What will you say to your manager?

4.
You have created a monster of sorts. After a particularly valuable training program several months ago, you typed up your extensive notes and distributed them to department members. It took quite a while, but you were willing to do it because the course was so informative. The problem now is that you've signed up for additional training. Your supervisor has already stated her expectation that you will do the same thing again. You need to advise her you don't have that kind of time without appearing as if you are unwilling to share knowledge with others.

CONTENT AND CONTEXT

Impeached Arizona Governor Evan Meacham once contritely observed, "If I had to do it over, I would have realized earlier that style is sometimes as important as substance." Often the content of what needs to be said undergoes revision according to the context in which the communication will be delivered. Being able to play the political game means knowing the rules, virtually all of them unwritten, and then being in the right place at the right time with the right people, saying and doing the right things. Your technical expertise, it's been observed, represents 90% of any job. The other half is politics.

There are ways to get the credit you deserve--legitimate, ethical, professional ways. For example, if you long to point out to your boss that the feather she wears so proudly in her cap, came out of your tail (as you worked it off), you are not alone. Credit-stealing occurs at a great many levels, in businesses small and large, in public and private organizations. 

We know of one woman whose boss invariably took the credit for the achievements of others. She happened to meet her boss' boss in the elevator one day. She seized the opportunity to let him know the major report he had just received had been written by her, even though her boss' name was on it.

When the executive casually asked, "How are you?" she replied, "Much better now that the Jones report is done. I've been working on that so long, I'm dreaming about it at night! I don't know if you've had a chance to see it yet, but if not, I think you'll find it interesting reading."

Three sentences--and just enough time to ride three floors with the executive. In a way that did not demean her boss but did reveal her own input, the woman managed to influence with integrity. Granted, it would seem she was the primary beneficiary of the action, but there are times when it is necessary to set the ethical record straight. Also, in the long run, the organization itself may benefit from such action, for the people who are truly contributing, rather than stealing credit for contributions, can be identified and called upon again.

CHALLENGE YOURSELF

Presented below are the contents of five messages that, if delivered appropriately, will influence others to take positive action. Your job is to give considerable thought to the context in which these messages should be delivered. Consider the where and when as well as the what (What words should be used? What words should not be used? What topics should be avoided?) and the how. (What body language and vocal characteristics should accompany the words? What should precede the message? What should follow the message? How should silence be used? How and when will feedback be elicited?)

   1.
Content: 
You are troubled by a co-worker's inappropriate attire.

Context:


   2.
Content:
You feel team members should refrain from using profanity. 

Context: 


   3.
Content:
A co-worker's frequent tardiness is impacting your own efficiency. 

Context: 


4. Content:           Your supervisor has a bad habit of criticizing employees in public. 

Context: 


5. Content:           You believe office collections for charity put too much public pressure on people who may not want to give the specified amount or give to a particular charity.

Context: 


___________________________________________

The more people with whom you can discuss the various possibilities for direct-but-delicate communicating, the more quickly you will sensitize yourself to the subtleties of stylistic choices. Make a pledge to yourself: before the week is over, you will have discussed both content and context alternatives with at least three people you admire.

SELF-DEPRECATING HUMOR

Sometimes an honest admission or even a laugh-at-yourself statement wins an audience over more than an impressive listing of our accomplishments. (A well-known presenter, Dr. William Work, once sat through a long iteration of his accomplishments. When he finally took the podium, he commented, "Thank you for that impressive introduction. My father would have loved it. My mother would have believed it!") 

Of course, if you are verbally gifted, as Orson Welles was, you might be able to combine the two elements: self-deprecation plus accomplishments. He was once asked to lecture in a very small town to an audience so small it was virtually non-existent. He began with a synopsis of his career. 

"I'm a director of plays," he is reported to have announced, "a producer of plays. I'm an actor of the stage and motion pictures. I'm a writer and producer of motion pictures. I write, direct, and act on the radio. I'm a magician and a painter. I've published books. I play the violin and the piano."

He paused then in the recitation of his successes, surveyed his audience, and ruefully asked, "Isn't it a pity there's so many of me and so few of you?"

Quickly note here some way in which you hope to influence others in the near future.

Select a situation you've not used before.


Now check off one of the following self-deprecating remarks and then tell how it could be woven into the body of your persuasive message.

   
"Boy, the things I do for England."  --Prince Charles, after trying snake meat for the first time

   
"Is sloppiness in speech caused by ignorance or apathy? I don't know and I don't care."  --William Safire

   
"There are more pleasant things to do than beat up people."  Muhammad Ali

   
"I would never join any country club that would have me as a member."  --Groucho Marx

   
"When ideas fail, words come in very handy."   --Goethe

   
"When I was kidnapped, my parents snapped into action. They rented out my room."  --Woody Allen

   
"I'm going to speak my mind because I have nothing to lose."  --S. I. Hayakawa

   
Other: 


How could you use the selected self-deprecating line to make your message more interesting at least and more influential at best? 

PART II:

Jonas Salk and nature 
Dr. Jonas Salk will forever be remembered as the man who banished the polio-fear in the 1950's with his discovery of a vaccine that virtually eliminated the dreaded disease. Although he became an overnight sensation, he had been researching the cure for many years. The son of Russian-Jewish immigrants, Salk originally hoped to become an attorney, but soon discovered himself fascinated by the mysteries of medical science.

While in medical school at New York University, Salk studied the influenza virus, hoping to learn if he could strip the virus of its infectious nature and yet make it provide immunity against the disease. His efforts paid off, and became the basis of his work on the polio vaccine many years later. In an altruistic gesture that increased his hero-status among Americans, especially those with children, Salk never sought a patent for the vaccine. His only wish was to eradicate the disease.

1.  Broaden your perspective

Leadership is a multi-faceted prism. We can view it from any number of perspectives, including the personality-perspective. Famous figures--contemporary or ancient--from a broad range of fields, provide lessons for today's leaders.

Jonas Salk, the microbiologist who discovered the polio vaccine, once made a statement that affords valuable leadership insights. You may be too young to remember him, but prior to his discovery in 1955, polio had terrorized the nation. It was the most serious public health concern of the time. (The disease found its most "famous" victim in the form of an American president, Franklin Roosevelt.)

What lessons are there to be learned from the life and work of Salk? One is his ability to go beyond the circumscribed nature of acceptable practices. He brought creativity to his work. That willingness to explore non-traditional paths was perhaps best captured in the response he gave to a reporter's question. Asked just how he had come upon his amazing discovery, the virologist explained, "I learned to think the way Mother Nature thinks."

A "NATURAL" EXAMPLE

Nearly 100 years ago, another scientist, Henri Fabre, was studying nature. In particular, he paid close attention to the habits of caterpillars, processionary caterpillars to be exact. He noted that these caterpillars have a unique way of finding their way. While making a long trek in search of food, they spread a silk-like glue along the path.

He saw individual caterpillars lowering their heads. One caterpillar would eject silken threads from its lower lip. The caterpillar behind would eject glue from its lower lip, thus attaching the silk threads to the path they would need to follow on the return trip. The one behind would also lay some silken threads of its own.

No matter how circuitous or difficult the road, the processionaries always find their way along it. Fabre, it seems, was a bit of a mischief-maker. In one experiment, he cut the silken thread to see if he could interrupt the procession. Not surprisingly, the first caterpillar to find the disrupted line would pause.

Others would join in and, it seemed, debate whether to go in search of the silken threads that had been laid or return home with the mission unaccomplished.

Finally, he noted that one fearless leader almost always emerged. This bold creature would cross the patch of road with no silk and would stretch its own thread in order to reconnect the broken pieces. The procession could then continue.

Today's leaders can derive several important lessons from Fabre's work. There's risk involved with decision-making, and problem-solving, and facing a future that doesn't have recognizable precedents. But leaders prove willing to forge new pathways. They also understand the nature of teamwork and process--as do our earthbound examples, providing silken glue to show others the way.

Leaders are connectors. They take parts broken by conflict or crisis and manage to forge a cohesive whole, once again. 

DEFINING LEADERS

The person who "effects positive change" is the best definition we have found of the word "leader." This definition allows us to exclude the Reverend Jim Jones, responsible for "leading" 900 people to their collective deaths by suicide. The definition also allows us to exclude Hitler and Mussolini and any other national "leader" whose intentions are not honorable. Instead, the phrase "effects positive change" allows us to include people like Albert Einstein. He was not a leader in the traditional business sense of the word. Certainly, though, he was a person who brought about positive change. 

By using this simple three-word definition of leadership, we can move beyond hierarchical positions in a bureaucratic structure and can recognize leaders (no matter their job titles) who are making positive improvements in their work environments.

2.  Know when to break rank

French botanist Henri Fabre did a number of experiments using caterpillars. In one of his most famous, he arranged the caterpillars in a circle. Then, he placed leaves and other nutrients in the center of the circle, eager to learn if any of the caterpillars would “break rank,” leaving the circle in order to reach the food. None did. Instead, they went round and round until their collective deaths. 

LEADERSHIP LESSONS

Leaders can find a number of lessons in this "natural" story. First, leaders have to forge new paths sometimes, instead of continuing to follow the old and well-trodden ones.

Second, it's incumbent upon leaders to demonstrate bold actions when called for and to encourage similar behaviors in their followers.

Third, the best leaders will foster dissent, will play the devil's advocate from time to time, will reward those who dare to speak up. 

CONSIDER THESE

Peter Drucker, widely regarded as the Father of Modern Management Science, once observed that leaders know how to ask questions, the right questions. You should be asking yourself "right" questions like these.

What is the last subject you studied intently?

What applications can you make between that subject and your current role?

What experiments have you conducted lately in the interest of continuous improvement?

In terms of knowledge management, what metaphoric silken paths are you laying for 

     others to follow?

In what ways do you add glue to the interpersonal relationships in your workplace?

On what occasion(s) have you forged ahead when there was no safe path or precedent?

How comfortable are you when others disagree with your viewpoint or your plans?

To what extent do you encourage “disobedience”?

How can leaders avoid surrounding themselves with “yes-men” and “yes-women”?

Who among your followers will refuse to “rubber-stamp” your actions if he/she believes 

     those actions are wrong? What is your relationship with and to that person?

How willing are you to disagree with those above you when you feel they are pursuing 

     the wrong path?

How can absolute loyalty be a dangerous thing?

What situations can you think of in which groupthink led to negative consequences?

LEADERS CONCUR

A number of leaders from various fields, various countries, various times recognize the importance of leading by taking risks. Among them are: 

Bell Atlantic Executive Raymond Smith:


"Don't make the mistake of confusing what a big company will tolerate with what it rewards. Taking the safe road, doing your job, and not making waves may not get you fired (right away, at least), but it sure won't do much for your career, or your company over the long haul. We're not dumb. We know that administrators are easy to find and cheap to keep. Leaders--risk takers--are in very short supply. And ones with vision are pure gold.”

Management author Tom Peters:

 
“If you have gone a whole week without being disobedient, you are doing yourself and your organization a disservice.”

Anonymous:


“Well-behaved women seldom make history.”

Physicist and astronomer Galileo Galilei


“In questions of science, the authority of a thousand is not worth the

humble reasoning of a single individual. “

Nobel laureate Albert Einstein


“Unthinking respect for authority is the greatest enemy of truth. “

EXAMPLE: Rite-Solutions, Newport R.I.

James R. Lavoie and Joseph M. Marino are co-founders of this software firm that builds advanced command-and-control systems for the Navy. They encourage input from their subordinates. Further, they actively seek employee proposals for new technologies or improvements in existing processes.

These proposals in time become internal stocks with their own sticker symbols and e-mail alerts. Employees can actually trade these stocks. The prices fluctuate—as do prices in the real markets—to reflect changing conditions. Those conditions include discussion and input from the company’s engineering, marketing, and accounting departments, as well as insights from individuals.

Observes Lavoie,  "At most companies, especially technology companies, the most brilliant insights tend to come from people other than senior management. So we created a marketplace to harvest collective genius."

EXERCISE 

Keep your ears open for the next two weeks. Every time you hear a complaint in the workplace, write it down. After two weeks, review your list and decide which of these improvement-possibilities is most worth your time relative to forging a path for others to follow. Outline a plan for filling the void or closing the gap and submit the plan to your boss.

EXTENSION 

Identify those--no matter their position in the organization--who are bold enough to forge ahead when leadership is called for. Find or take a picture of them. Present them with the Bold Face Award at a public ceremony—perhaps the start of your next staff meeting. (The award could be something as simple as a certificate with their photo on it.)

Find an empty corridor wall and place the framed photos on this wall of fame.

3.  Consider alternatives

From the natural kingdom, we've learned only the fittest survive. Often, that survival is dependent on finding new solutions to new problems. Witness that most loathsome of natural creatures, the cockroach. So cooperative are the inclinations of these reviled creatures that roach-groups will often alter their collective behaviors based on what an individual roach discovers.

If, for example, a given roach discovers a new location that provides nourishment, he will  leave a chemical trail the others will follow. All too often we as humans prefer to remain in our known comfort zones, rather than blaze new trails. Change is difficult for us humans. Need proof? Just Google "books about change," and you will find nearly a half-billion entries. (There's a big need for all this advice being offered on the topic.

Many believe that cockroaches will inherit the earth if humans should disappear because of a natural or man-made disaster. The insects change as circumstances warrant. Cockroaches exhibit remarkably cooperative behaviors and are willing to reorganize themselves to fit their circumstances. For example, when researchers placed roaches in spaces with limited capacities, they divided themselves equally among those spaces, rather than trying to squeeze all of the group in just one space. They seemed to willingly give up their territory when the physical conditions change.

Well-recognized leaders are constantly reminding us about the need to adapt. Jack Welch, for example (considered by many to be the "manager of the century"), once remarked that if the rate of change outside the organization was greater than the rate of change inside the organization, then insiders were facing the beginning of the end.

If you still doubt the need for new cerebral and behavioral pathways to be constantly formed, consider Einstein's ominous words: “The unleashed power of the atom has changed everything save our modes of thinking, and thus we drift toward unparalleled catastrophe.”

Leaders who refuse to consider alternatives to the existing order run the risk of becoming obsolete. Worse, they run the risk of causing harm to the organization by insisting on using solutions that no longer serve. 

Jean Sammon, manager of the Leadership Academy and training coordinator for the Bureau of Land Management's National Training Center, shares her view on leadership and dissent.

"Our constitutional framework of government is based on a system of checks and balances to prevent abuse of power by a central authority.  I believe any leader does himself, his followers, and his organization a great disservice by not promoting and encouraging healthy debate and an open exchange of ideas.   The unfortunate and dangerous conditions caused by those leaders who stifle dissent and punish individuals who disagree with them can be seen in societies and organizations in which free-thinking individuals would not voluntarily choose to live and work.  

Employees or followers who question their leaders’ proposed actions and decisions perform a valuable service.  No leader can effectively resolve complex problems without a thorough examination and open discussion of ideas and options.  A leader who encourages outspoken, sometimes abrasive disagreement is a leader who understands the value and benefits of listening to all sides of the issue before making serious decisions."

In summary, there's a very real need for leaders to constantly seek improvements to habitual ways of doing things. Leaders need to be willing to discard old practices/ philosophies/processes when new habits need to be formed. 

4.  Benchmark

Gregory Bateson, who was married to cultural anthropologist Margaret Mead, was himself an anthropologist. His interests ranged to many other fields, however, including cognitive psychology. He once observed that "the source of all of our problems today comes from the gap between how we think and how nature works."

It follows then, that to narrow the gap and to sharpen our problem-solving skills, we need to study nature continuously. And then apply our new knowledge to the problems at hand.

A brief examination of the lifestyle of the ordinary prairie dog, for example yields numerous valuable insights. 

Prairie dogs share their land with larger creatures, who flatten the prairie vegetation, making it easier for prairie dogs to spot enemies. But some enemies can't be avoided: ranchers pay handsomely to have the dogs sucked into a vacuum and killed!

Ranchers, despite research to the contrary, believe the dogs are devouring grass intended for cattle. They admit hating prairie dogs mostly because their granddaddies hated them.

Prairie dogs are surprisingly human-like. They live in family groups, kiss, fight with each other, warn one another of danger, and have a language system all their own.

LEADERSHIP LESSONS

The very first fact in the prairie dog passage might get a problem-solver thinking about benchmarking with a larger company. The arrangement might allow the smaller company to see dangers not yet evident at the grass-roots level. 

Whether working alone or in concert with interested others, one can spot emerging trends by gathering information from industry leaders through the process known as benchmarking. Originating in the 80's as a result of the Total Quality Management (TQM) movement, benchmarking represents a process for learning best practices and applying them to our own circumstances. Part of those best practices involves being able to spot emerging trends. 

To establish partners for garnering data on emerging trends:


1-
Identify parameters/requirements of benchmarking project.


2-
Gather data on existing practices/possible deviations from expected   

                         norms.


3-
Identify/contact benchmarking partners to verify early indications.


4-
Research to learn extent of early indications.


5-
Use the Shewhart Cycle of Plan-Do-Check-Act to optimize findings.

Before you undertake a benchmarking effort, explore the answers to these questions:

What trends do I sense are emerging?
What evidence do I have to date?
What research is being done on those possibilities for the future?
By whom?
How much time/how many resources can I devote to determining if the trends are real?
What is my purpose in identifying these trends?
How can I optimize my findings?
Do I need to partner?
Are we so busy fighting fires that we cannot hear alarm bells ringing?

Back to those prairie dogs now: A second lesson can be found in the admission of some ranchers that they hate the prairie dog because the hatred has run in their families for generations. In your organization, there are probably some "hates" and also some "loves" that no longer have a sound rationale for their continued existence. Look around you. Determine what things are still being done because they've been done for decades. And some things, conversely, that are being avoided without a solid reason for the avoidance.

Leaders are not afraid to close gaps. And nature, carefully studied, can show us the gaps that exist and reveal how to close them.
5.  Encourage transparency

The ordinary and oft-reviled prairie dog has much to offer the astute leader, in terms of

collegiality, cooperation, and team work.  You've heard the dogs never fail to warn one another of imminent danger. Their human counterparts in the world of work, unfortunately, all too often fail to look out for one another. We seem to hear about "throwing others under the bus" on a regular basis.  This is especially true when it comes to keeping information rather than sharing it.

So common is the tendency that a new word has emerged to describe those who believe that knowledge is power and that by keeping all the knowledge to themselves, they will have more power than others. This behavior has been described by management experts as "silo-ism"--keeping knowledge in, keeping people out. The strategy is a manipulative one. It smacks of self-aggrandizement and dishonesty. In time, silo-ism will destroy whatever trust once existed between co-workers o--team members. Without a doubt, this underhanded strategy, used by "destructive achievers," runs counter to the proven benefits of an open-book management style.

The open-book style gives employees--any and all employees--a chance to look at the books, to learn about revenues, stock values, assets, liabilities, profits, and costs. When they can't look, when they lack data about operations, employees simply cannot understand how their jobs impact the bottom line. Supplying them with financial knowledge lets them see the big financial picture and their part in it. Consequently, they are more inclined to act in responsible ways. Further, they are more likely to trust what they are told because they have learned the reasoning behind the decisions.

WHY TEAMS FAIL

All too often, when teams fail, it is because of communications misfires--the inadvertent or intentional misleading of others. Here's a chance to assess yourself and your team. Write "True" or "False" in the blank preceding each statement.

  1. ____ There's a free exchange of information among members of our team.

  2.____  I am not affected by the judgments others make of me.

  3. ____ There is alignment between what I think and what I do.

  4. ____  I believe I don't have to answer every question that is asked of me.

  5.  ____ I can profess my ignorance on a topic and sound intelligent doing so.

  6.  ____ I am comfortable admitting mistakes.

  7. ____  I understand how emotional intelligence can affect decision-making.

  8.  ____ Others don't have to like me, nor I them, in order for us to get a job done well.

  9.  ____ I listen as much as I speak in a one-on-one exchange.

10.  ____  I can easily articulate our team's mission.

11.  ____  Our team doesn't hesitate to confront thorny issues.

12.  ____  As a rule, these "confrontations" are polite and professional.

13.  ____  Typically, we agree on important issues.

14.  ____  People on our team express themselves guardedly.

15. _____ I willingly share information with others.

Share the assessment with others on your team and prepare a composite reply. Discuss the discrepancies that really stand out.

WHAT LEADERS SAY

Teamwork expert and author Kristin Arnold (The Extrordinary Team series) offers encouraging insights. "Teamwork is a skill," she maintains, "that is learned over time.  Some of our skills come from disciplined education and training; however, most of our habits come from day-to-day interactions we have with our team mates.  Unfortunately, many of us learn and reinforce bad team habits simply because we don't know any better!

If you have ever been on a true high performance team, then you know what it takes to succeed: achieving the desired results using a smooth process while maintaining collaborative relationships.  And you bring those ground rules with you to all other teams, infusing solid team skills along the way, so that ALL teams can be  high performing teams."

It's been said that if we only knew what we know, we could be three times more productive than we are. Follow nature's lead--do what the prairie dogs do. Be on the lookout for dangers inside and outside the workplace. Communicate your concerns with others and if action is warranted, lead the way.

6.  Listen carefully

ARE YOU MAJOR OR MINOR?

It's a widely held but erroneous assumption that giraffes are mute. In fact, the giraffe does have a larynx, but--compared to other animals--it's not very well-developed. Giraffes, nonetheless, can make a number of sounds, including mooing, and grunting, and a soft moaning. The giraffe (about whom someone once observed: "Who says God doesn't have a sense of humor? He invented the giraffe, didn't He?") is usually silent but reigns supreme in terms of height. The giraffe is the tallest of all animals, reaching a tree-nibbling height of almost 18 feet.

LEADERSHIP LESSONS

Can we draw parallels between this (usually) gentle giant and the practice of leadership? Indeed we can. The most obvious comes from an American president who took the giraffe-like gentle power from an African proverb. Even before he entered the White House, Theodore Roosevelt wrote a friend, "I have always been fond of the West African proverb: `Speak softly and carry a big stick.' ''  While the giraffe doesn't carry a stick, his very size could be equated that that metaphorical source of power. 

History has shown us repeatedly that most powerful leaders are sometimes the quietest. Not only do they speak softly, they don't need to have the spotlight on them at all times. Frequently, the most effective leadership communication reflects excellent listening skills. 

Take this example from a famous British politician who possessed such skills. The skills are praised in the distinction made by an Englishwoman whose name history has failed to record. She moved in London's upper circle, though, and so had the good fortune to dine on two separate occasions with Gladstone and then with his political arch rival Disraeli.

Asked to compare the two, she replied, "When I left the dining room after sitting next to Mr. Gladstone, I thought he was the cleverest man in all of England. But after sitting next to Mr. Disraeli, I thought I was the cleverest woman in all of England."

When others trust us, they feel good about us and our intentions. They also feel good about themselves. Good listening skills, because they evince an ideally sincere interest in others, are integral to building trusting relationships.

On a lighter note, we find further evidence of the value of good listening in the advice President Bill Clinton is alleged to have given to a friend, who was having very little luck in establishing a long-term relationship, despite his varied and multiple efforts to woo. He turned to the president for advice and was asked, "Have you tried listening?"

MAJOR AND MINOR PROPHETS

Even Michelangelo suggested the importance of listening in his depiction of both the major prophets and minor prophets in the Sistine Chapel. Cherubim are shown at the ears of both the lesser and the more important figures. However, only the major prophets appear to be listening. 

Most of us would rate ourselves high on a scale of good listening ability. You may want to try this experiment to see just how accurate your perceptions are. Write down a number (on a scale of [low] 1 to 10  [high]) that represents your listening skills. Then, ask your spouse or significant other to use the same scale and provide a number to evaluate you. Do the numbers match? 

You can also ask people at work, your children, anyone with whom you have extended conversations. If there is congruence among the numbers and if the numbers are consistently at the upper end of the continuum, congratulate yourself. 

If you want to work on improving your skills, however, you could take any number of steps. You could, for example, start by asking yourself the following questions.

TEST YOURSELF

To how many of these questions can you answer Yes?

1)
Do you watch facial expressions of others as you talk with them?

2)
Do your expressions show sincere interest?

3)
Do you maintain eye contact throughout exchanges?

4)
Do you give feedback to show you’re interested? (If so, how?)

5) 
Do you deliberately avoid interrupting others as they speak?

6)
Do you maintain a comfortable distance from others?

7)
Do you paraphrase to check your understanding?

8)
Do you inquire about the feeling behind the words?

9)
Do you work at not finishing sentences for other people?

10)
Do you show respect for the opinions of others who disagree with your 

            viewpoint?

TAKE EINSTEIN'S ADVICE

Even if you're not an astrophysicist, there's much to be learned from Einstein. To illustrate, he provides this definition of success: “If A equals success, then the formula is A equals X plus Y and Z; with X being work, Y, play, and Z, keeping your mouth shut.”

Rely on height and might when you must, but like the giraffe, know that it's not just size that matters.

7.   Do not equate busyness with progress

BUSYNESS VS. BUSINESS

Peter Drucker, the Father of Modern Management Science, astutely draws a distinction between effectiveness and efficiency. Efficiency, he notes, means doing things right, but effectiveness is doing the right things right. You do doubt know people (perhaps you are one of them) who appear to be busy all day long but at the end of the day, have accomplished very little. 

Making wise choices, as Drucker asserts we must, about the best use of our time is a critical skill employed by those who make a difference in their workplace, and in their own small corner of the world.

AN APIAN ALLUSION

Think for a moment about the ordinary bee, whose busyness is often applauded. Bees typically live and work quite harmoniously in hives of about 60,000. Each bee has its assigned task but they're all programmed to sustain and shelter the collective whole.  Imagine--some of those bees leave the colony 50 times each day in search of pollen. Others are responsible for the construction of honeycomb cells in which the young are raised and the food is stored. And while you may be envying the queen who oversees all this activity, consider the fact that in the spring she is responsible for laying eggs--1,500 every day!

Clearly, these apian exemplars know what they are doing. And, they are doing it effectively. They don't spin the metaphorical wheels that are so often rotated in the human workplace. 

WILLING TO MAKE A CHANGE?

"Continuous improvement" was one of the phrases from the Total Quality Management (TQM) movement that captured the attention of American business in the 80's. The concept still has merit. It assumes that no one and no organization is perfect. Rather, there is always room for improvement, and improvement invariably involves change.

Here's what Michael Michalowicz, author of "The Toilet Paper Entrepreneur," has to say on the topic: "If there is one constant in life, it is change. Just because something worked yesterday does not mean it will work today and it is highly unlikely it will work tomorrow. We need to be willing to flow with the things that change, effectively changing ourselves. If we master that dynamic, we will grow, we will succeed. But if we don't change, if we choose to be constant, we are sure to lose."

You've heard the definition of insanity--doing the same things over and over and hoping for better results. In order for continuous improvement to occur, there has to be ongoing

modification of existing practices. To get started, discuss these questions with co-workers.


How can I effect positive change in my workplace?


What alliances can I form?


How can I best demonstrate my leadership capability?


What proposals can I make to my manager?


What changes can I make in my interpersonal style?


What more needs to be done?


How can I involve my staff in continuous improvement?


What weaknesses do I need to strengthen?


What do I need to work on as far as my communication style is concerned?


How can I make my goals clearer to others?


How can I become more empowered?

If you're serious about improving your skills and enhancing your career choices, you'll want to optimize the time of your life. It's the most valuable asset you have.

8.  Discern patterns

STUBBY, MACHIAVELLI, AND YOU

Soldiers in World War I managed to smuggle a bull terrier into the trenches. This was no ordinary dog, however. Stubby had a sixth sense that warned him of incoming bombs. You've probably heard about animals that can sense an imminent earthquake or other natural disaster. When the soldiers saw Stubby covering his head with his paws, they, too took cover.  Stubby was responsible for saving many American lives.

(As an aside, this famous and revered canine met President Woodrow Wilson in the White House and even had his picture taken with several generals. Imagine his owner's dismay then, when he tried to bring Stubby with him into a New York City hotel. He was told in no uncertain terms that no dogs were allowed. His owner, as feisty as Stubby was brave, indignantly responded, "This is no dog. This is a war hero!")

THE MACHIAVELLIAN MISSION

While we humans don't possess that predictive ability that animals have, we can--if we invest sufficient thought and research--get a good sense of what the future holds in store. It will take work to align facts and to discern emerging patterns. To quote Niccolo Machiavelli, "In the beginning, a malady is easy to cure but difficult to diagnose. With the passage of time, it becomes easier to diagnose but more difficult to cure."

Leaders have their ears and eyes open to new possibilities and new dangers. In fact, the United States Office of Personnel Management lists as one of its most valuable skills for senior executives "external awareness." In other words, true leaders have their antennae attuned to events occurring around them. They pick up early warnings of things that need to change in order to meet and successfully handle shifts in the existing environment.

BE ALERT TO CHANGE

Jack Welch, dubbed the Manager of the Century, echoes this need with his assertion that "if the rate of change outside the organization is greater than the rate of change inside the organization, we are looking at the beginning of the end."

We find another echo in the words of Dartmouth's president Jim Yong Kim. In an interview for "The Dartmouth" (Katie Gonzalez, July 30, 2010, online edition), he discusses his use of science in various problem-solving situations. The ability to change and adapt doesn't belong to the animal world alone. If we humans are determined to prepare for future challenges, he maintains we must remain flexible--particularly when dealing with threats that are not yet well-defined or diagnosed.

As many have observed, the only way to handle the future is to be prepared for it. That preparation involves the exploration of many scenarios that, as yet, are not easy to discern. But, the best leaders make the effort to do find those patterns--on an ongoing basis.

9.  Improve teamwork

 COLLEGIAL CPR

Fyodor Dostoyevsky exhorted others to "Love all God's creatures, the animals, the plants. Love everything to perceive the Divine mystery in all." Whether you are seeking to unravel divinity-secrets or merely seeking to better understand the elements of good leadership, you'll find nature one of your best sources/resources.

In fact, Fortune magazine cited numerous examples of this mother lode of leadership information ("Calls of the Wild," Tim Carvell, page 121, June 12, 2006). The article begins with a provocative question, "When you've phoned in sick, have any of your co-workers ever been thoughtful enough to come over and regurgitate blood into your mouth?" This is what vampire bats do for each other. Other examples abound of animals focusing on the common goal. 

Lee Dugatkin, a biologist-author ("Cheating Monkeys and Citizen Bees") asserts that our animal counterparts are actually operating on a simple cost-benefit analysis. They realize that by working together, they can more easily achieve success for the colony as a whole. There is even a phrase that's been coined to explain the individual animal or insect that sacrifices on behalf of the group: "biological altruism."

Unfortunately, we don't always find examples of such altruism in the corporate kingdom.

The good news, though, is that improved communications and sincere commitment can overcome some of the stumbling blocks to productive outcomes.

CONSIDER THESE

If you're serious about extending the boundaries of your leadership-influence,

consider these questions. Discuss them with colleagues and see what changes you can 

effect.

Improving communication skills


What kinds of communications are teams expected to produce?


What factors should influence everyday discussions?


What openings and closings will help enhance productivity?


How and when can questions best be employed?


How can we avoid reacting, rather than thoughtfully acting?

   Managing conflict within the team


What are the sources of conflict?


What strategies help defuse conflict?


How can conflict be made to work for us?

Developing negotiation skills


What skills do the best negotiators possess?


When do we need to negotiate? With whom?

Understanding each other/Appreciating cultural differences


What are our differences?


How can they be celebrated to unite, not to divide?


Why is the "mosaic" better than the "melting pot"?


How can a leader bring out the best differences?

Overcoming roadblocks


How can we gauge the impenetrability of barriers?


Where are we "stuck"?


        
How can we become unstuck?


How can we increase our creative responses?

Understanding ourselves and others


What questions will help us learn about our team mates?


What will facilitate understanding?

Enhancing leadership, facilitation, and coaching skills


How is "leadership" defined?


How does the facilitator's role differ from the leader's?


How is a team coach selected? What is he/she expected to do?

Making the organization more effective


How is "effectiveness" defined?


What does benchmarking tell us?


What do customers want/need/deserve?


How can we best fulfill their expectations?

Restoring and enhancing trust and credibility


Has trust eroded? If so, why?

        
What can we do to restore it?

       
In what sort of person do we place our trust?


How is credibility achieved?

Implementing proposals in a political environment


How can politics work to our advantage?


What specific techniques will help us persuade others to adopt our proposal?


Following adoption, what can we do to ensure implementation?


What follow-up should occur?



What are our next steps?

If you are hesitant to explore these questions, keep in mind something else Dostoyevsky said: "Realists do not fear the results of their study." Analysis is the first step on the path to positive change.

LEADERS CONCUR

Anne Montague, Founder and Executive Director of Thanks, Plain and Simple, Inc., points out that "cooperation and teamwork are not exactly the same." She explains,  "I've learned to look closely at these two words and how they differ.  Early in the development of new projects, programs and processes, even the most obvious solutions often need serious cooperation to advance.  'Cooperation' to me is more like finding the way and teamwork is more like taking the way found.  Cooperating explores and guides; teamwork is just that - a team's work to get work done that is more defined. 
"Does this make a difference?" she asks, and then provides a carefully considered reply. "Generally, it seems not to.  Yet, when one tries to 1) develop and apply new ideas, 2) adapt old ideas to today's world or worlds, or 3) combine new and old ideas to create new ways to work and to see life in order to know what is worth doing, it is important to realize that cooperation may require many abilities, especially the ability to tolerate huge frustrations.  
"Further," Montague continues, "as one looks for, finds, tries out, and even improvises ways to the goal, new opportunities and discoveries are often also found - know-how and show-how expand, so that the adventure of discovering new ways becomes part of the leader's skills and make that leader so invaluable that others cannot replace her.  Thus, in addition to the original goal that has always been seen, there appears another goal: to build a team that can replace or replicate what the leader has done.   
"Finding the way to the original goal starts to create other goals, and, the process takes on special value.  The means must be worth the end--avoid hokey-pokey, shallowness and hype.  The way to the goal must be based on cooperation, and that is part of the whole.     

"While finding a new way, those who cooperate may not even know each other." She reminds us of the serendipitous nature of that exploration:  "Many pieces are found; some may hang "out there" waiting to be connected. Working together, leaders and their teams continue to make those connections."

10.  Remain optimistic

OPTIMISM: A FORCE MULTIPLIER

It was General Colin Powell, one of our nation's most revered leaders, who described optimism as a "force-multiplier." It's hard to be an optimist, though, if you surround yourself with pessimists. Negative people will surely have an impact on your outlook, your communications, perhaps even your efforts. 

If you work with people who are constantly complaining, you have several choices. You can continue to listen to them. But your stress levels will be higher, and your outlook lower. Consider what happens to crabs in a bucket. If there's just one, it will climb to the top and go on its merry way to freedom. Put several in that bucket, however, and none can find their way out of their confined circumstances. 

Why? Because as soon as one tries to improve its lot in life, the others hold onto it and pull it down to their own levels--at the bottom of the bucket.

A BETTER CHOICE 

Instead of succumbing to the way things are, work to make them better, with or without your "crabby" colleagues. One way to do this is to find something in your personal or professional environment, one thing that needs improvement, and get to work.

Seek motivation in the words of the world's "cockeyed optimists." William Arthur Ward, for example, who reminds us that "most of us are greater than we dare to believe." And Janis Joplin, who urged, "Don't compromise yourself. You are all you've got." And operatic soprano Dorothy Sarnoff, who advised people to make the most of their best. 

Turn to achievers like astronaut Sally Ride, who notes, "Achievement means being willing to learn new things, being able to assimilate new information quickly, and being able to get along with and work with other people." Those other people may already be part of your work environment. If not, find some on the outside who are willing to effect positive change.

CONSIDER THIS

Rob White, Director of Strategic Supplier Management at Edwards Lifesciences, LLC, shares his views on the  fusion of  optimism, communications, and vision. "Managers get paid to manage conversations and request people to make commitments that will positively impact business objectives. The best leaders manage conversations by being the optimist in the group. 

"Optimists," he notes, "are often the real 'visionaries' who can see the bigger picture and get people to adopt that vision as their own. Optimism may be the human attitude that separates successful leaders from those that don't quite make the grade. They are able keep the organization focused on the possibility of achievement. Usually this takes place in conversations that asks not if something is feasible, but how it is feasible. The visionary leader then works to get commitment for taking actions that will produce results for the organization. 

"The optimistic leader," he maintains, "also knows there will be some failures along the way, and does not seek to blame. Such leaders recognize that failure is just another learning point, and an opportunity to turn a conversation from a negative to a positive. It takes skill to turn a conversation, but that ability starts with a 'can do' attitude, which is often called 'optimism.'"

VIEW CHANGE FROM A WIDER PERSPECTIVE

It's been said that if you doubt the power of a single individual to effect positive change, then you've never been in bed with a mosquito! On a more serious note, consider that Lech Walensa invited nine others to meet with him regarding the need for reform in the Polish government. A month later, that number had grown to 95 million! In the words of cultural anthropologist Margaret Mead, "Never doubt that a small group of thoughtful, committed citizens can change the world; indeed, it is the only thing that ever has."

What examples can you think of involving change instituted by either a single individual or a committed group of citizens? (Be inspired by people like Rosa Parks, Mother Theresa, Princess Diana, Eunice Shriver, JFK, John Walsh, Candy Lichtner (founder of Mothers Against Drunk Driving) and by programs like Six Weeks to Wellness, National Secretaries Week, the 4-H Club, and even Ya-Ya Sisterhoods.



Think about the forces that may have driven those individuals to do what they did. Then think about what drives you. Start collecting stories that will encourage you, especially when the odds (and odd co-workers) seem insurmountable. Be inspired by people like

Masie Devore, an  83-year-old farmer in Eskridge, Kansas, who finally succeeded in her 30-year ambition. She collected enough empty cans over the years and knitted enough afghans to raise $100,000, which she donated to the town for a community swimming  pool.  "I knew it could be done," she asserts. She was invited to Washington, D.C., to receive the Jacqueline Kennedy award for outstanding community service. 

DEVELOP AN ANTHROPOLOGICAL PERSPECTIVE

Dartmouth's president, Jim Yong Kim, spoke recently to reporter Katie Gonzalez for the July 30, 2010, edition of "The Dartmouth" online newspaper.  He credits his anthropology studies that helped him leave his comfort zone and meet new and different people. Kim encourages the development of "empathy muscles," which will be called for in those situations that go beyond the familiar. If your colleagues lack those muscles, if they are not supporting your efforts to improve the world, or your small corner of it, there are others who will.

SELF-ASSESS

As you head out of your comfort zone, ask yourself questions like these.

 1.
Think back to your childhood. What did you want to be when you grew up?

 2.
Have you become that person? If not, what derailed your dream?

 3.
Can your dream be salvaged?

 4.
Could a variation on your dream become part of your current life?

 5.
What is your current dream?

 6.
What is preventing you from accomplishing it?

 7. 
Which of the "obstacles" are absolute and truly cannot be overcome?

 8.
Whom do you most admire? Why?

 9.
How can you incorporate that person's behaviors into your own?

10.
What can you accomplish during the next 12 months, using this person's 


image or accomplishment as a guide?

11.
Where will you start?

12.
Who will support you?

13.
How will you know when you've met success?

When necessary, turn to the Presidentially-quoted words of Karl Otto von Schonhausen Bismarck: "You see things, and you say, 'Why?'; but I dream things that never were; and I say, 'Why not?'"

11.  Learn what the perceptions are

At the height of his career, Charlie Chaplin was vacationing on the French Riviera. He spotted a sign in the hotel, announcing a "Charlie Chaplin Look-alike" contest. On a whim, he entered......and placed third!  

This factoid provides an insightful lesson for today's business person--perception is more powerful than reality, or truth! 

There's a parallel in the natural world, a legend that Native Americans have passed on from generation to generation. Certain tribes in the West have kept alive the story of a brave who came across an eagle's egg one day. Unable to find a nest made by eagles in the area, he thoughtfully placed the egg into the nest of a prairie chicken. Nature took its gestational course and the eaglet was hatched, along with the brood of baby checks. 

The eaglet was raised with his chicken-brothers and in time adopted their behaviors. Indeed, he came to believe he was a prairie chicken! For food, he scratched alongside them in the dirt, searching for insects and seeds. Instead of soaring, he managed to rise only a few feet above the ground, amid noisy cackles and a wild beating of feathers. It was hard to distinguish him from the actual chickens.

And so, he lived a long chicken life. The years passed and the cycle of life was nearing its end for him. His physical activity had diminished considerably and the need for rest overtook him. One day, he looked up into the sky and saw a majestic bird, floating on the air currents, its golden wings a sight to behold. He asked a nearby chicken about this magnificent creature and was told it was an eagle, the king of the birds.  He was also told that, as a chicken, he could never aspire to such beauty, or grace, or power. And so, he passed from this life, longing to be what he already was.

TRY THIS

Do a periodic reality-check and have your team (anonymously, if you wish) share their perceptions of your leadership style. If you use a numeric scale, you can then readily compare their perceptions to the numbers you yourself believe are accurate for the same questions. If there's a reality-gap, you will probably need to refine your style so perception and truth are more aligned.

THINK ABOUT THESE

“Courage is the discovery that you may not win, and trying when you know you can lose.” -- Tom Krause

"The greatest barrier to success is the fear of failure.” -- Sven Goran 

 “A great leader's courage to fulfill his vision comes from passion, not position.”

--John Maxwell 

“Success means having the courage, the determination, and the will to become the person you believe you were meant to be.” --George Sheehan 

“Take up one idea. Make that one idea your life--think of it, dream of it, live on that idea. Let the brain, muscles, nerves, every part of your body be full of that idea, and just leave every other idea alone. This is the way to success, that is way great spiritual giants are produced.” --Swami Vivekananda 

“Don't wait until everything is just right. It will never be perfect. There will always be challenges, obstacles and less-than-perfect conditions. So what? Get started now. With each step you take, you will grow stronger and stronger, more and more skilled, more and more self-confident and more and more successful.”

--  Mark Victor 

“You are the embodiment of the information you choose to accept and act upon. To change your circumstances you need to change your thinking and subsequent actions.”  

--Adlin Sinclair 

“Victory is sweetest when you've known defeat.”  --Malcolm Forbes

 “Success is not the key to happiness. Happiness is the key to success. If you love what you are doing, you will be successful.”  Herman Cain

CONSIDER THESE

What prevents you from being all you could be?

Whom do you consider a metaphorical eagle?

What obstacles did he or she have to overcome?

Who can assist you in achieving your aspirations?

What do you already have "going for you"?

In short, your perception of yourself will either keep you earthbound, scratching for insects in the dirt, so to speak. Or, it will allow you to reach the heights of success. No matter what others perceive, let your vision rule your actions.

12.  Use politics wisely

HONK IF YOU HAVE TEAMWORK

It's no secret that geese have a lot to teach us about leadership and teamwork. For example, geese flying in a "V" formation do so because this arrangement allows each bird, as it flaps its wing, to create an uplifting stream of air for the bird behind it. Together, the flock has a much greater flying range than could be achieved if each bird flew alone.

HOW TO GET RESULTS

When Don Petersen, Ford Motor Company's former CEO, asserted that results depend on relationships, he was attesting to the importance of being able to get along with others in order to move them toward accomplishing a common goal. Getting along includes being politically astute as well as working cooperatively in a team setting. Both abilities, ideally, are used to pursue the goal.

USE YOUR INFLUENCE FOR THE COMMON GOOD

You may prefer to avoid organizational politics, but to make a difference, to assume leadership, to use influence to effect improvements, you'll find politics an unavoidable aspect of being effective. We want to re-state an earlier caveat here. As you contemplate how best to get things done--whether or not you are in charge of those things--you may feel you are strategizing to the point of manipulation. 

To make the distinction between the two realms clear, ask yourself this question: "If I succeed in having things turn out the way I wish them to, will others profit as much as I will?" If the answer is "no," chances are the effort is manipulative. However, if benefits will accrue to several people or to the organization itself, then your political maneuvering is designed, in all likelihood, to serve the common good. If such is the case, then you are using influence as it should be used--to produce "win" results for all concerned.

Being politically savvy can spell the difference between individual and team stalemates ....or success. In the following exercise, you'll find proposals from various members of a team. Read the following scenarios, then determine the one strategy you feel will most influence the others to accept it.

Tim, Sue, Chynna, and Whitney have been operating as a team for the last six months. They have worked out all the details for a benchmarking study they're ready to launch, pending approval from the Executive Committee. They are meeting one last time to plan how they'll make the presentation to the committee. 

Tim:
I think we should be planning a contingency strategy. There's a strong possibility, you know, that they won't fund this. So I propose that we continue meeting every month, revise our original proposal and keep on submitting it until they say, "Go for it."

Sue:
I agree that we have a limited chance of gaining approval right now. But, if they do say no, then I think we should engage in some informal benchmarking. We can gather data and then if further or formal studies are warranted, we can resubmit our proposal, using the data we've gathered to validate our proposal. 

Chynna:
There seems to be some doubt about getting the approval we need to move forward. This is what I think we should do. Let's present our proposal as a modified pilot project. It will take less time for us to prepare it today if it's a modified version. But, more important, I think the Committee will be more willing to fund something that is limited in scope. If we can get approval on the sequential steps, one at a time, we are more likely to win them over than if we ask for the whole enchilada at once. Also, while the pilot study is going on, we can learn more about the Committee members to see what appeals we can make to them. We can determine what's in it for them. 

Whitney: 
Ah, the old WIFM Factor. It does have some merit, finding out what they are interested in and making an appeal based on those interests. It could work, but here's what I think we should do. Polish our presentation in the time we have left today. Make the presentation on Thursday, as planned. If it is rejected, ask them why. Then we can decide if we want to pursue fixing it up for re-submission. 

Which plan did you select as the most feasible?


Which plan would you say is the most political? 


Of all the people you know, who would you say is the most political? 


Ask that person which of the four options he would have chosen and why.

(By the way, sometimes when a team is experiencing gridlock, it helps to bring in an outside opinion to ease team members through the choice(s) to be made.)

Leadership expert Warren Bennis asserts that leaders form strategic alliances. Those alliances can be internal or external, individual or collective, micro- or macrocosmic in scope. It doesn't matter. What matters is that the leader is always on the lookout for cooperative and collaborative opportunities.

13.   Establish trust

SUMMING UP THE PARTS

You've known, since high school geometry, that the whole is greater than the sum of its parts.  This precept is especially applicable to the way groups work together, whether the "work environment" is in the skies or in an office. For example, geese flying in a "V" formation do so because this arrangement allows each bird, as it flaps its wings, to create an uplifting stream of air for the bird behind it. Together, the flock has a much greater flying range than could be achieved if each bird flew alone.

Similarly, there's an energy that's released when human beings work cooperatively toward a common goal. Excitement builds as the team first sees light at the end of the metaphoric tunnel. People feed off one another's optimism. They trust that each is doing what has to be done in support of the overall endeavor and in support of the team itself.

ESTABLISH TRUST

If you wish to develop greater harmony and trust among your co-workers and/or team mates, know that trusting relationships are predicated on several factors. It was journalist Edward R. Murrow who observed, "To be persuasive, we must be believable; to be believable, we must be credible; to be credible, we must be truthful."  

In and of themselves, neither persuasion nor credibility nor truth will ensure that trust will be built. But each of these elements is an important part of the ethical formula for influencing and communicating with others. Failing to apply the formula accurately and patiently means failing to make a difference.

Giving either 0% or 100% of trust is an effective way to work cooperatively with others. Contradictory as it may seem, both approaches work well. Some leaders start off by trusting all their team members completely. (The same is true of team members in their relationship to their leaders.) Then, if subsequent incidents show that trust should not have been given so quickly or so freely, they may subtract some percentage of the trust they initially gave. (In their own minds, at least, they acknowledge that trust levels could be raised again later.)

Others start off giving virtually no trust at all. Little by little, as they learn the extent to which others can be trusted, they extend more and more. The dichotomous choice between no-trust and complete-trust is made more difficult by the numerous possibilities that exist within these extremes. Just listen to what others have to say on the subject. 

"The chief lesson I have learned in a long life is that the only way to make a man trustworthy is to trust him; and the surest way to make him untrustworthy is to distrust him and show your distrust," asserts American statesman Henry Stimson. And columnist  Frank Crane observes, "You may be deceived if you trust too much, but you will live in torment if you do not trust enough." Adding a touch of realism are the words of author Finley Peter Dunne, "Trust everybody, but cut the cards [yourself]."

No matter which approach you take, you will find trust-building does not occur overnight. It is an incremental process, which can be enhanced by practicing recommendations like those quoted above.

NO TRUST? NO RELATIONSHIP

According to Tim Sardano, Production Manager at Employment Times, LLC, "Trust is absolutely vital in workplace relationships. If there is no trust," he asserts, "there can be no relationship. A lack of trust leads to doubt about performance and personal accountability, which can be the most damaging effect on a workplace population." 

To be sure, it takes a long time to build trust and mere moments to destroy it. But, if you have the best interest of your team at heart, if you are all flying in formation toward a common destination, you will be creating a great sum from the various parts.

14.  Make a difference

DIFFERENCE-MAKING: CAN YOU DO IT?

Numerous reasons can be cited to explain why some people make a difference in their interactions with others. Sometimes, "difference-making" is part of their family history. For others, it may be the result of a religious influence. For others still, it may be the awareness that it's time to give something back, to leave the world a slightly better place for their having lived in it. 

Research conducted by Pinnacle Worldwide ("Fast Facts," Sales & Marketing Strategies and News, Special Project Planning Issue, 1997, page 33) found the ability to make a difference was the top job reward listed by senior executives at Fortune 500 companies.

What difference would you like to make--in your life, in someone else's life, in the organization for which you work, in the circles in which you travel? Asking this question is the starting point for influence-projects that have both impact and integrity.

FIND A PROJECT

Think of a new project you would like to explore. Begin by noting here some way in which you would like to make a difference--for the organization that employs you, for the community in which you live, for the people who constitute your nuclear and your extended family, for the associations of which you are a member, for those who are less fortunate than you--the possibilities are unlimited.

What is driving this interest? Exactly why have you chosen this difference as the one you are most committed to making? 

Whom would you have to influence in order to ensure this project is carried out effectively and successfully? 


Whatever the rationale that is prompting you to have an impact on others, whatever your position inside or outside an organizational structure, it will be difficult if not impossible to make a difference without being able to influence; and difficult if not impossible to influence without earning trust.

DEVELOP YOUR RELATIONSHIPS

You may have heard the following wry observation by Betty Reese: “If you think you're too small to be effective, you've never been in bed with a mosquito.” Mosquitoes--and their annoying cousins--gnats, hornets, leeches, spiders, ticks--can be effective in doing what they're put on earth to do. Often, to the dismay of humans. Worse than dismay, these tiny creatures can cause serious illnesses such as encephalitis, Lyme disease, and malaria. They have venom that can prove fatal. They can surely make a difference--an unpleasant one--in the life of anyone who encounters them.

Your workplace may have its own "mosquitoes." People who are effective, but effective in ways that are negative, distracting, venomous--perhaps even poisonous.

Making a difference may well depend on winning these people over. And one of the best ways to deal with difficult people is to apply the K-I-N-D Technique. The letters stand for:

          

K      
=         Kind



I
=
Informed



N 
=
New



D 
=
Definite.

The technique involves your requesting a meeting with the difficult person. Start off with kind words, words that encourage cooperation. Next, demonstrate that you have taken the time to learn more about the person, what is important to him or her, what he or she prefers in terms of work. 

The third step requires you to do something novel, something you've not tried before. Finally, do not permit the exchange to conclude until you have made a definite overture to ensure future success. What can you promise the other person you will do differently? What are you asking him or her to do differently? Set a time to meet again and review your individual attempts to achieve collective improvement.

You may be tempted to use "mosquito repellent" in dealing with the difficult person. Chances are, though, ignoring the individual or doing/saying something unkind will only make the situation worse. If you have to work with this person on a daily basis and if having his/her help will make it easier for you to make a difference, develop the relationship. And remember the popular exhortation to be kinder than you have to be, for everyone is carrying some kind of burden.

15.  Defy when necessary

THE DARK SIDE OF LEADERSHIP

You may remember reading about Henri Fabre, the scientist who conducted a number of experiments with processionary caterpillars. In one, Fabre started with one caterpillar, and then arranged the others in a circle around the leader. Next, he placed leaves and other nutrients in the center of the circle, eager to learn if any of the caterpillars would “break rank,” leaving the circle to reach the food. None did. Instead, they went round and round, following the leader until their collective deaths. 

Leaders have serious responsibilities. So do followers, for that matter. Leaders need to be sure they are leading others on the right path--and not just the right path they themselves have defined. They need to confer, often, with others both inside and outside the inner circle. If not, tragic consequences can occur. (Think about people following a charismatic leader like Reverend Jim Jones to their collective deaths.)

When followers sense something is wrong, that the leader may in fact, be manipulating thought and behavior, then they have a responsibility, too. A responsibility to speak up, to speak out, to stand up. Ideally, leaders encourage dissent. They welcome devil's advocacy. But if not, then followers may need to be disobedient.

THE DISOBEDIENT FACTOR

America has a long and rich history of disobedience. Indeed, our forefathers rebelled against British rule and sailed off for the promise of freedom to be found on a new continent.

Listen to the words of Thomas Jefferson, who, as President overseeing the newly written Constitution, pardoned all those who had been jailed as criminals under the Alien and Sedition Acts. (Some citizens had criticized the government and found themselves incarcerated for doing so.) Jefferson is famous for maintaining, that "a little rebellion now and then is a good thing, and as necessary in the political world as storm in the physical."

Skip forward a few hundred years and hear the Jeffersonian echo in the words of management guru and author Tom Peters (In Search of Excellence, Talent, The Little Big Things), "If you have gone a whole week without being disobedient, you are doing your company and yourself a disservice." Now, with the word "disobedient," he was not encouraging us to go up and punch the boss in the nose because we disagree with him or her. Rather, he was encouraging us to question the way things are done, to disagree (civilly), to seek better processes.

CONSIDER THESE

Leaders don't hesitate to introspect. They are constantly assessing themselves and their purposes with questions like these.

What is the last subject you studied intently?

What applications can you make between that subject and your current role?

What experiments have you conducted lately in the interest of continuous improvement?

In terms of knowledge management, what paths are you laying for others to follow?

On what occasion(s) have you forged ahead when there was no safe path or precedent?

How comfortable are you when others disagree with your viewpoint or your plans?

To what extent do you encourage “disobedience”?

How can leaders avoid surrounding themselves with “yes-men” and “yes-women”?

Who among your followers will refuse to “rubber-stamp” your actions if he/she believes 

       they are wrong? What is your relationship with and to that person?

How willing are you to disagree with those above you when you feel they are pursuing 

       the wrong path?

How/when can absolute loyalty be a dangerous thing?

What situations can you think of in which group-think led to negative consequences?

TRY THIS

Whenever a meeting has been scheduled for problem-solving purposes, send out a fact sheet on one particular animal. Then, when the team convenes, ask how the things they've learned about the animal kingdom could be applied to the situation at hand. Using and applying new information is one of the best problem-solving tools we have.

ASPIRING TO LEADERSHIP?

Economist John Kenneth Galbraith alludes to the willingness of outstanding leaders to find the pulse of the organizational body: "All of the great leaders have had one characteristic in common: it was the willingness to confront unequivocally the major anxiety of their people in their time. This, and not much else, is the essence of leadership." 

If you see leadership in your future, learn why your followers are anxious and help them deal with the situations causing discomfort at best, fear at worst. It's the best way to bring light to any dark corners in your leadership sphere.
JANUS and opposites
Life and death are two sides of the same coin. This truism embodies the essence of the third member of the leadership triumvirate: the ancient Roman god Janus. He was the god of beginnings and endings (two sides of a different coin). Roman mythology also acknowledged him as the god of gates, doors, and the future-past combination. 

Many scholars consider Janus the premiere god in the hierarchy of deities. Lending credence to this belief is the fact that he was often referred to as Janus Pater. He and the goddess Jana (or Diana) are a divine pair, regarded as the sun and the moon. Sacrifices were  made to them before they were made to any other gods.

The diametrically opposed concrete beginnings of humankind and its abstract beginnings are associated with Janus, as is change itself. No matter the opposites under consideration--birth and death, past and future, planting and harvesting, barbarity and civilized behavior, childhood and adulthood--all involve that middle ground between one state of being and the new state it is becoming.

CONSIDER THESE

Poets, statesmen, philosophers, scholars, playwrights, and a host of other thinkers have explored the power of opposites.  Discuss the meaning of these quotations with someone whose intellect you respect. Then, work to formulate a leadership statement that includes opposites of one kind or another.


"Success is never final. Failure is never fatal. Courage is what counts."


 --Sir Winston Churchill


"A new broom sweeps clean,


but the old broom knows the corners." --Irish Proverb


"Child is the father of the man." --William Wordsworth


"A father lives after death in his son. " --Sanskrit


There is nothing either good or bad,


but thinking makes it so. "  --William Shakespeare


"Love is blind, marriage is the eye-opener."  --Pauline Thomson


"Cowards die many times before their deaths,


The valiant never taste of death but once."  --Julius Caesar


"Any coward can fight a battle when he's sure of winning; but give me the man 
who has the pluck to fight when he's sure of losing."  --George Eliot

1.  Serve as a bridge

THE LEADER AS BRIDGE

An ancient Scottish proverb asserts, "Whoso would be a leader must also be a bridge." The leader often find himself in a position of bridging or uniting seemingly contradictory thoughts. Of elucidating organizational oxymorons. Of bringing together opposing camps or warring factions.

Just as Janus was able to bridge two years--the one just passed and the one just about to begin--so, too will the effective leader rely on the past but not live in it. She will also project to the future. In a sense, she has her feet in two worlds--the past and the future. She straddles both, learning from one and preparing for the other.

A PARLIAMENTARY EXAMPLE

“The main dangers in this life,” asserted Nancy Astor, the first woman to serve in England’s Parliament, “are the people who want to change everything—or nothing." There are undeniable dangers in the extremes. As a general rule, a moderate, middle-of-the-road approach to leadership works best. Such an approach acknowledges that much of what managers are already doing is exactly what they should be doing.

But if managers are doing what they were doing five years ago, they simply aren’t optimizing their managerial talents. The pace of change today demands a change of pace. And those in leadership positions must do more than just maintain the existing operation. They have to bring improvement to it on a regular basis. 

The skills that serve managers well today cannot, in toto, serve them well five years hence. There must be continuous improvement, in graduate increments--what the Japanese refer to as "kaizen."

As a leader in your organization, you’ll need to urge a paradoxical change-within-stasis style. Encourage members of your staff to determine core values and maintain fidelity to them. At the same time, have them examine processes. Where improvement is needed, they have to make it.

You can encourage programs of continuous learning, of continuous improvement within the organization. You can help effect positive change. But only if the programs you endorse are accompanied by programs of applications. Quite simply, theory must be put into practice. The best practitioners of management theory know this. They believe this. They live this on a daily basis. If the application of new knowledge is already something your colleagues are doing on a daily basis, congratulate them. 

If your co-workers, though, are not used to learning and experimenting, you can help them acquire new knowledge and use it within the workplace. Use it to facilitate the transition between ideas and expertise. 

CONSIDER THESE

To lead is to effect positive change. To manage is to maintain the smooth operation of existing procedures. Remaining balanced between these two needs may lead to "supervisory schizophrenia." But we live in an age of paradox, when doing more with less has been ingrained into our psyche.

1. Doing "more with less" is an organizational oxymoron. What additional contradictions are supervisors expected to deal with? 

If you haven't already realized or acknowledged it, supervision is a tough job. Many qualified individuals--when they compare the additional responsibility, stress, learning, time, and exposure supervision requires, to the amount of additional money they will earn--decide supervision is not for them. If you have decided career advancement is important to you, if you'd like to take on a leadership role, and if you are interested enough to continuously improve your skills, you are to be commended. All companies need good managers and good managers need courage.  

2.      How would you interpret this pronouncement from Jack Welch, CEO of GE: 


"Don't 
manage! Lead!"?

3.
Or this: "Speed, simplicity, self-confidence"?

4.
What have you learned from the worst supervisor you have ever known or known 

            about?  How can you use that knowledge as a tool for effective supervision?

5.
On his deathbed, Hubert Humphrey spoke to Jesse Jackson about knowing 

            one's own irreducible essence. When all else is stripped away, what is it that  

            defines the person, the organization, the country? What are the incontrovertible 

            truths related to your work, your company, your life?

CONTINUOUS IMPROVEMENT

To move from the present to an improved future means dealing with opposites, or change, at the very least. And, as statesman John Foster Dulles notes, if you are simply maintaining the status quo, your status as a leader is slipping: "The measure of success is not whether you have a tough problem to deal with, but whether it is the same problem you had last year."

2.   Decide on convergence or divergence

Poet Sylvia Plath maintained that "we know a thing by its opposite corollary; hot by having experienced cold; good by having decided what is bad; love by hate." When it comes to problem-solving, though, most of us rely on the same ol', same ol'--the tried and true, the familiar and oft-used. We seldom explore the opposite of what we know.

Now may be a good time to embrace the unknown approach. For example, if you pride yourself on your logical, analytical abilities, you are no doubt using them to problem-solve. The "problem" is that not every problem can be solved with logic and analysis, not every situation can find its best outcome via this convergent approach. 

Some problems can only find their solutions in the untried, in the creative, in the divergent approach. Being able to use the approach that best matches the problem gives us an advantage.

Herman Melville noted that "a smooth sea never made a successful sailor."  If our lives were problem-free, they'd not only be boring, they'd also deny us the chance to develop our talents. It is in the solving of problems that we discover new approaches, uncover new opportunities, and recover lost confidence. But for many people, the process of solving problems is a haphazard one.

GET WITH THE PROGRAM

By following the sequential steps that are part of the problem-solving process, you will no longer be able to define yourself as a haphazard problem-solver. If you interact with the recommendations and ideas presented here, you will emerge with a definite plan for tackling the decisions to be made, the problems to be solved, the goals to be reached. Once you know the steps, all you have to do is follow them.

Begin with the Self-Assessment. It will provide insights into the methods you currently employ--if any--and the areas that need further development. If you're seeking improvement, you must master certain techniques. These techniques will help you deal with daily difficulties in both your personal and professional lives. 

Equipped with an internal mechanism for dissecting problems and then solving them, you will ideally be able to share J.C. Penney's attitude toward difficulties: "I am grateful for all my problems. After each one was overcome, I became stronger and more able to meet those that were still to come. I grew in all my difficulties." 

Self-Assessment

This assessment follows the sequential steps of problem-solving. It will further your knowledge about your problem-solving style in general and the improvements that may be needed in particular stages. Circle the number that most applies to your normal practice. If the item reflects something you never do, circle "1," and so on. You will note that by "problem," we do not mean problems such as a schedule conflict. Rather, the problems to which the process should be applied should be problems of some significance.

                                                                                             Never   Sometimes    Often    Always
•          Problem-definition          
           Total:__
          

1.I begin the process by defining the problem. 

1
2
     3
    4

2.I ask others to restate the problem as they see it.  

1
2
     3
    4                        3.I put the problem in writing. 



1
2
     3
    4         

4.It takes me a while to define the problem.


1
2
     3
    4 

•  
Generation of solutions     

Total:______

1.I consider how the problem has been solved in the past. 
1
2
     3
    4

2.Ideas for possible solutions come to me quickly. 

1
2
     3
    4

3.I write down the possible answers. 



1
2
     3
    4

4.I look outside my field for possible answers.

1
2
     3
    4 

•          Review of available tools    

Total:______

1.As a team, we use consensus tools for list reduction. 
1
2
     3
    4

2.I use tools like the Fishbone to explore possibilities. 
1
2
     3
    4

3.I validate my own "hunches" about possible solutions. 
1
2
     3
    4

4.I use tools like Check Sheets for gathering data. 

1
2
     3
    4

•          Selection of a possible solution       
Total:______

1.I involve others in solving work-related problems.

1
2
     3
    4

2.I keep the mission in mind when choosing a solution.
1
2
     3
    4

3.I use criteria for selection of a possible solution. 

1
2
     3
    4

4.I consider the consequences of my selection.

1
2
     3
    4


•          Implementation of the solution         
Total:______

1.I locate resources available for implementation.

1
2
     3
    4

2.I consider who will be impacted by the solution.  

1
2
     3
    4      

3.I meet with those who will be impacted.  


1
2
     3
    4                          

4.I have a written plan/schedule for implementation. 
1
2
     3
    4

•          Evaluation of the solution

Total:            

1.I track the pre- and post-solution results. 


1
2
     3
    4

2.I meet with others to consider "the big picture." 

1
2
     3
    4

3.I attempt to salvage before abandoning a solution.

1
2
     3
    4

4.I keep a log of "lessons learned." 



1
2
     3
    4

I have tracked the outcomes of intuitively-made decisions.  Yes or No?  ___________

Interpretation:  Add your circled numbers. What is the total?_____  

If you answered the very last question "Yes," add another four points. What is the total now? _____ If your score was above 80, you are already quite adept at problem-solving. But...no one is perfect. There is still much more to learn about the process.

If you scored between 60 and 79, you could be considered average in terms of your

problem-solving efficiency. Those individuals who attend classes related to self-

improvement, though, are seldom average in their desire to learn. Continue to read and to

develop your skills.

A score below 59 indicates you are relatively new to the problem-solving process and

consequently have much to learn about mastery of it. Absorb as much as you can and then check with others periodically to see if they have noticed improvement.

You will note the word "Total" at the top of each category. Add your scores now for

each of the six categories and write the total for each in the line at the top. Which 

category had the highest score? __________Which had the lowest? ___________

Your highest category is clearly one in which you are already proficient; you are already

performing the steps associated with that stage of the problem-solving process. Your

lowest category score, however, is the one to which you should give special attention

as you continue with the following modules.

Determine your style

Convergent thinking is logical, predictable, analytical and dependent upon the scientific method, which tests a hypothesis in order to learn what the actual problem is. The divergent approach is more creative, spontaneous, visual, and necessary for situations in which there is no precedent. If you are lateralized, you are able to employ both approaches equally well.

To develop your convergent or analytical skills:

Improve your ability to gauge time requirements.

Learn more about finance.

For two weeks, keep a log of the problems you solve each day and the method (if any) you use to solve them.

Read a biography of an outstanding scientist to develop an appreciation for analysis.

Clean off your desk and organize your files.

To develop your divergent or imaginative skills:

Engage in “what if…” thinking.

Take an art class or a music class.

Whenever you can, imagine the possibilities surrounding a given object.

Combine two unlikely possibilities and seek a solution in their union.

Associate with creative people.

 3.  Vary your problem-solving style

OPPOSITES AND PROBLEMS

Poet Emily Dickinson wrote that "success is counted sweetest by those who ne'er succeed." This perspective centering on opposites or paradoxical terms gives us something to think about. Another example of oppositional thinking comes from author H. L. Mencken, who observed, “For every complex problem, there is one solution that is simple, neat…and wrong!”

Successful problem-solvers know that reaching solution-success means opening your mind, embracing ideas that are counter-intuitive or that seem to run contrary to established thinking. They know reaching solution-success is a multi-step problem, particularly when the answer calls for convergent thinking. They aim first to define the problem. 

DEFINE THE PROBLEM

You will have to spend time on all aspects of the problem but especially on the definition. Consider this additional example of "oppositional" thinking: don’t spend $100 worth of energy on a ten-cent problem. Do, however, take time to study the many perspectives associated with the problem. (American inventor Charles F. Kettering once remarked that a problem well-stated is a problem half-solved.)

In working on the definition, Identify the problem; Consider it from other perspectives; Create a working definition; Consider possible causes of the situation; Ask which causes are problems in themselves; Evaluate the concerns surrounding the problems; and Determine which aspects of the situation are not actual problems. Also consider who is affected by the problem and how they would describe it. Compare the descriptions to your own.

The Fishbone Diagram, also known as the Cause-and-Effect or Ishikawa Diagram will help in depicting the relationships cause and effect. At the mouth of the “fish,” you will state the problem. Then, in the boxes atop lines leading to the fish’s spine, you will write the broad categories that might be causing the effect or problem. The diagram looks like this.









The Five-Why Technique can also be used to get at the root cause of a problem. Simply stated, you continue asking “Why?” until you’ve learned what lies at the heart of the problem.

GENERATE SOLUTIONS

Literary critic Mark Van Doren urges problem-solvers to “Bring ideas in and entertain them royally. One of them may be the king.” It’s critical to suspend judgment during the brainstorming phase as possible solutions are considered. Remember, it’s easier to tame a wild idea than to vitalize a dull one. Encourage creativity and withhold criticism. 

These tools may help you to generate royal possibilities.

The Janus Technique, which asks you to consider situations from opposing points of 

view. This involves, but is not limited to, asking questions such as “What tools have been used in the past to solve problems of this nature?” and “What tools have not been used?”

Juxtaposing elements from different fields often leads to solutions that would not otherwise have been elicited. 

Metaphors (comparisons between two things not usually compared) prove similarly effective in leading both individuals and groups to creative possibilities.

The Full-Circle Method of brainstorming asks that you divide a large circle into quadrants and then assign three+ minutes to each quadrant except the last. The last round

requires five+ minutes for synthesizing thoughts from the first three quadrants. You then proceed to fashion a possible course of action based on ideas sparked by what’s written in those quadrants.

Billy Graham is arguably America's most revered spiritual leader. We quote him on problem-solving because of his "opposite" advice:  "Hot heads and cold hearts never solved anything."

Here's to keeping a cool head as you heatedly pursue solutions.

4.  Aim to be lateralized

Ideally, as a problem-solver, you can switch between the left brain and its opposite, the right brain, depending on the nature of the problem to be solved. If you can, consider yourself lateralized. Better yet, consider yourself as having a first-rate intelligence--according to F. Scott Fitzgerald: "The test of a first-rate intelligence is the ability to hold two opposing ideas in mind at the same time and still retain the ability to function."

ARE YOU LATERALIZED?

Lateralized thinkers can indeed handle two opposing ideas at once and remain sane. They are Janusian in that regard. Dr. Karl Albrecht, author of 20 books about thinking, explores the concept of "two" in his blog (August 18, 2010).  He cautions about the "tryanny of two," though, and points out the dangers related to the brain's tendency to move from one extreme to the other. In-between, he reminds us, there may be a host of other, perfectly good solutions. 

To be sure, we like to polarize our thinking. Albrecht cites popular sayings that illustrate our inclinations to divide situations into two choices: "There are two sides to every story." "Are you with us or against us?" "If you're not part of the solution, you're part of the problem."

While dichotomizing two extreme ends of a situation can be helpful in ascertaining boundaries, it's equally helpful to explore the full range of options that stretch from one end of the spectrum to another.

SUMO WRESTLERS

To illustrate, when we think of sports tournaments, we tend to think of "winners" and "losers." Judges for sumo wrestling tournaments are exemplary in considering the possibilities in-between the two extremes. They are tasked with determining winners among the professional Japanese fighters, who succeed when they force their opponents out of a ring or when they force them to contact the floor with any part of their bodies (other than the soles of their feet). 

So, in addition to the overall prize awarded at sumo tournaments, the judges award other prizes as well--for technique, for the best fighting spirit, and for outstanding performance. Once we between thinking in terms of poly-prizes or multiple beneficial outcomes, we can expand the range of good choices for solving a given problem.

GENERATE THOSE IN-BETWEEN IDEAS

One way to become more flexible in your thinking is to ask yourself (include colleagues in the process) questions like the following.

What if:

  All world leaders were women?

  We lived in a world without birds?

  Bullies were ostracized?

  There were no taxes?

  Managers (or CEO's) had to do the work of the lowest-paid employee for two weeks   

           every year?

  Artists were required to paint with only one color?

  Elephants could fly?

  There was no funding available for financing political campaigns?

  American high school students weren't 52nd on the list of math/science excellence?

  All books were e-books?

  Teachers were paid as much as movie stars?

  Politicians had to have periodic injections of truth serum?

Go beyond the obvious and immediate answers. Try to list at least ten possible consequences for each situation. And, keep adding to the question-list.

THE REAL, AND ITS OPPOSITE, THE IDEAL

Psychologist Kurt Lewin is famous for creating the Force-Field Analysis, a valuable problem-solving tool. It works like this:

1. State the problem as the Current State at the top of a large sheet of paper.

2. Directly beneath, write the Ideal State that would exist if the problem were solved.

3. Draw a large "T." At the top of the left-hand column, write "Restraining forces (-)."

At the top of the right-hand column, write "Driving forces (+)."

4. Begin listing all the things that prevent you from reaching the Ideal State.

5. After a brief discussion of these, list the things that will help you reach the Ideal

State. (It is important not to simply write the reverse of the items in the first column.)

6. Select and prioritize five items from the two columns that would be most effective

in solving the problem if they could be eliminated or strengthened or put into place.

7. Formulate plans to put the top priority into action. 

BACK TO THE ANTI-TYRANNY

You know the law of physics: "For every action, there's an equal and opposite reaction.

As much as we hope you've benefited from the exploration of two extremes and the possibilities that lie between them, we want to end with a push for "two-ness." In an e-article titled "Two Is the Magic Number" (September 14, 2010), Joshua Wolf Shenk posits that collaboration between two people invariably yields more creative results than could be derived by one person, working alone. He describes the collaboration between two individually talented people as explosive.

So, whether you approach problem-solving as an individual, as part of a pair or part of a team; whether you are dichotomizing the problem or viewing the many shades of gray that exist between black and white, we implore you to vary your style and try new possibilities--all of the time.

5.  Find the yin/yangs in daily life

When the Total Quality Movement (TQM) first introduced the prospect of an internal customer, many business people were confused. Prior to this, the word "customer" clearly referred to the person outside the company who purchased the goods or services the company provided. TQM brought a new slant to the word and placed an adjective in front of it: The "internal" customer is the person who uses the output of your work.

And, just as you serve internal customers, you are an internal customer yourself. This yin/yang duality should make you more aware of the expectations of your customers. If you are comfortable with taking a thesis, examining its opposite (or anti-thesis [antithesis]), and then finding a working combination of the two (or a synthesis), you will soon see the pattern emerging. You'll discover the ways in which improvements can be effected.

If you don't see patterns, don’t worry. You will definitely benefit from examining the present and developing some new awarenesses for the future. Let's begin with a few recommended exercises. (They work best if done with others.) 

TRY THESE

1.

List at least ten ways that customers can “pick up on” a service representative’s condescension or patronizing tone. List both verbal and non-verbal behaviors. (You can use this example for your list: audible breathing that reflects impatience.)

2.
   Some people in service industries ask why they should bother making the customer-exchange a positive one.  The answer, in part, lies in the fact that we can make life easier or more pleasant for others. Not everyone has such an opportunity. Consider these statistics (from “Where and Why are 10 Million Children Dying Every Year?” in The Lancet [361: 2226-2234, June 28, 2003] by Robert Black et al.):  16,000 children, worldwide, die of hunger every day. That’s one child every five seconds. 

Given this sad statistic, it seems easy enough for each of us to try to do something a bit more than our job calls for. With colleagues or friends, come up with nine additional reasons why we should be providing professionalism/courtesy along with our technical knowledge. Being aware of our blessings often translates into better treatment of others.

3.
Miguel Ruiz wrote about the four agreements: Be impeccable with yourword. Don’t take anything personally. Don’t make assumptions. Always do your best. Apply these to your work of serving internal customers.

4.
Freud famously asked, “What does a woman want?” In relation to the work you do, come up with five answers to this question: “What do (internal) customers want?”

5.
Despite Kierkegaard’s declaration (“Once you label me, you negate me”), this exercise asks you to label or identify the types of customers with whom you deal. One type, for example, might be the person who has very little technical knowledge. What other types of customers can you identify?  If you have time, record what experience has taught you about the best way to deal with each type of customer.

6.
In what ways do you typically assure customers they will get the help theyneed?

7.
In what ways do you provide choices for your customers?

8.
In what ways do you acknowledge the customer?

9.
What “triggers” have you found that cause customers to become angry?

10.
 What causes conversations to turn into arguments and arguments to turn

into serious conflicts?

11.
Take this sentence:  “I’m here to help you.” Can you express it to reflectboredom? Sarcasm? Sincerity?  Anger? Condescension? What non-verbal gestures would accompany each of these emotions?

12.
Compile a list of at least five techniques you use to maintain professionalism in the face of a rude or difficult customer.

13.
What is your best advice about protocol questions? For example, what if you are working with someone in your office and the phone rings? What if you are working with someone and someone else asks for your help? What if you have to put the person on hold? What if the time you can meet with the person is inconvenient for him/her but is the only time you can fit the meeting into your schedule? 

If you have to call the person back, do you need to explain why? Do you ask, when you reach a customer, if it’s a good time to provide assistance?  What are your limits—i.e., at what point are you entitled to not tolerate a customer’s bad behavior?

14.
List 15 reasons why customers may exit a situation feeling they were notserved properly.

15.  Explore the possibility of having a "secret shopper" come to your office or call your office for help. Have him or her report afterwards on the very concerns or goals you and your team may be trying to improve.

FROM BAD TO GOOD

It is by exploring the less-than-ideal that we ultimately reach the ideal. This is a practice that has been going on for nearly a thousand years, according to Shalo Yong (1012-1077), the Confusion philosopher who wrote:

"Yang cannot exist by itself; it can exist only when it is supported by yin. Hence yin is the foundation of yang. Similarly, yin cannot alone manifest itself; it can manifest itself only when accompanied by yang. Hence yang is the expression of yin. Yang controls the origination and enjoys the completion [of things] while yin follows the way [yang produces] and completes the work of yang."

6. Stretch Your Soul

Societal observer and author Eric Hoffer noted, "It is the pull of opposite poles that stretches souls. And only stretched souls make music." Making metaphoric music can stretch your career. By embracing opposite ideas and finding the in-between that works, you can grow into more success--however you define the word--than you are now experiencing.

TRY THIS ASSESSMENT

On a scale of 1 (“low” or “never”) to 5 (“high” or “always”), respond to each question below.

1.
   Herb Kelleher, CEO of Southwest Airlines, insists on “hiring for attitude,

training for skill.” What best explains why you were hired?

2.
   I believe the way information is presented is just as important as the

information being presented.

3.
I am aware of the effect stress has on health.

4.
I actively work to minimize stress for others.

5.
I believe it is possible for people to change their views.

6.
I, personally, am able to change my viewpoint after receiving convincing

data related to that view.

7.
I believe it is possible for people to change their behaviors.

8.
I, personally, am able to make a major (positive) behavioral change. 

9.
I think about the effect my words/actions have on the customers I serve.

10.
I have a self-script I use when a customer is angry or acting rudely.

11.
I am receptive to learning how I can improve my customer-service skills.

12.
I maintain professionalism during customer exchanges.

13.
I am willing to assume a leadership role at work.

14.
I consider myself an excellent employee.

15.
I agree with the statement that “results depend on relationships.”

16.
I regard myself as a kind person.

17.
Others (at work) regard me as a kind person.

18.
I welcome customer complaints.

19.
I have an extensive “toolkit” for dealing with various customer-service

problems—not technical ones, but rather interpersonal ones.

20.
I use humor appropriately.

Add up your score and discuss your answers with someone whose professional demeanor you respect.

RECOMMENDATIONS

Build confidence in the customer by learning her expectations and doing all you can to 
meet them.

Aim for comprehensive but efficient, time-respectful interactions.

Say to yourself, when the phone rings, "That's my job calling."

Remind yourself of your tact-reserves and call upon them during difficult moments.

Recognize the importance of first impressions. (Most people make them within 

   30 seconds. It's difficult to change those impressions, once formed.)

Understand the importance of your position in contributing to the formation of first 

   impressions. 

Avoid putting the customer on hold or having her wait too long before you assist her.

If you have to get in touch with the person at a future time, make certain to get

   her phone number and ask when is the best time to call.

CHECKLIST FOR INTERPERSONAL INTERACTIONS

Was my tone of voice professional?

Did I attempt to allay the person's fear?

Did I offer verbal assurances that I was listening?

Did I get the person's name?

Did I use the person's name at least once during the conversation?

Did I take notes?

Did I keep my anger in check?

Did I ask the customer what he/she would like us to do?

Did I accept responsibility (and express regret) for mistakes I/we made?

Did I empathize with the individual's concern? 

Did I avoid arguing?

Did I mirror or repeat the crux of the problem to show that I understood it?

Did I solve the problem or at least steer the customer in the right direction?

Did I speak slowly and/or avoid jargon?

Were the customer's expectations met?

CONSIDER THESE

What techniques are you already using that work well in telephonic exchanges?

What techniques are others using that you might adapt/adopt?

Phone exchanges cannot rely on physical or environmental welcome signs. Your voice 
has to serve in place of numerous other positive and professional elements (such 
as a smile). What are other  elements you can use in a face-to-face exchange that 
are absent when you are on the phone? 

In what ways do you serve as a PR (public relations) representative for your firm?

How do you benefit when a telephone call is handled well?

How does the company benefit when a call is handled well?

What is the first impression callers have of you?

What annoys you when you call other offices?

What percentage of calls do you have to turn over to your manager on a weekly basis?

How can you reduce that percentage?

When is the last time you conferred with your manager regarding which calls he prefers 
to handle directly?

MUSIC & ART & CUSTOMERS

Artist Marc Chagall, like Eric Hoffer, saw the potential in the embrace of opposites: "All colors are the friends of their neighbors and the lovers of their opposites." If the exploration of opposites works for artists and authors, it will work for you, too. As you examine ways to use the opposite of what you and others are currently doing on behalf of customers, you will find ways to serve them even better.

 7.  Introduce change carefully

ARE YOU THAWING OR RE-FREEZING?

Creativity guru Roger von Oech posits that success and failure are not really opposites, but rather, products of the same process.  His insight actually parallels psychologist Kurt Lewin's model of change. Lewin says that before we introduce change, we have to melt or thaw the existing order, to make way for the new. If the existing way of doing things no longer works well or has actually failed, we begin the process of incorporating a new and better way.

Often, though, managers and other change-leaders simply announce the new policy or procedure without taking time to undo the existing order, without giving people time to embrace a new mind-set.

The opposite of the thawing stage--the "freeze-anew" stage--can come about only after change has been carefully introduced, says Lewin.

This three-step process of Thaw, Change, and Re-freeze requires managers to spend considerable time preparing others for the change they have probably had thrust upon them (as opposed to a change they've selected for themselves). The process of converting resistance to receptivity, of defrosting or melting down the old to make room for the new, begins with understanding.

THE THAWING STATE

Understanding--the thawing state--is achieved through discussion of comments such as those by Karl von Clauswitz, Prussian military strategist: "Beware the brilliance of transient events"; by Napoleon Hill: "Every adversity carries with it the seed of an equivalent or greater benefit"; by author Wess Roberts: "Destiny is as destiny does. If you believe you have no control, you have no control"; and by J. C. Penney: "I am grateful for all my problems. After each one was overcome, I became stronger and more able to meet those that were still to come. I grew in all my difficulties." 

CONSIDER THESE

Additional considerations on which discussion should be focused include:

What lies behind the change?

Is there any way you can make it "not happen"?

Given its seeming inevitability, what can you do about the change?

Of your choices, which is the most beneficial?

What possible benefits might evolve from the change?

Is the rate of change likely to increase, decrease, or remain the same in the future?

How have we as a nation demonstrated an ability to change?

What role does technology have in facilitating or impeding change?

If more information was produced between 1965 and 1995 than was produced between 

  3000 BC and 1965, what information-adaptations do we need to make for the future? 

What can you do to lead the change rather than try to stop it?

What mistakes do people/organizations make when it comes to change?

What are possible linkages between stress and change?

What new priorities have emerged/will emerge with the (proposed) change?

What changes do you need to make in order to accommodate the internal changes?

What aspects of the change can you control?

What can't you control?

If you were leading the change in this organization, how would you do so?

Why do you think people cling so desperately to the past, to the familiar?

THE INTRODUCING-CHANGE STATE

The second step in Lewin's change model involves introducing the actual change. This step depends on good communication skills. Among the elements that constitute "good communications" are:


√
Providing a comfortable forum in which concerns can be aired

       
 √
Anticipating objections and having convincing responses ready


√
Citing benefits


√
Including and addressing all the people and things that will be impacted



by the change


√
Demonstrating empathy



√
Offering hope for the future


√
Repeating the message in both a repetitive and non-repetitive fashion.

THE RE-FREEZING STAGE

The third step, making the change an organizational reality, requires superb planning: what sequence of steps, under what conditions, involving which people, will facilitate changing to the new reality? To quote Danny Ozark, Philadelphia Phillies manager: "Half this game is 90% mental." Supervising change successfully is often a question of changing mental attitudes. And such changes take both time and careful planning.

Supervisors who serve as a substantial bridge between the old and the new during the time of change make change easier to accept. You can bridge the chasm of chaos by taking the old and familiar and placing them in new and exciting circumstances. You may, for example, ask staff members these questions:


As far as work is concerned, what "lights your fire"?


As far as work is concerned, what "burns you up"?

and then align their answers with projected differences created by the upcoming change.

All work is process. And all processes can be improved. The success of the undertaking will depend on the attention paid to the stages of change-implementation.

MOTIVATING

A former general and president of the United States defined leadership as "the art of getting someone else to do what you want done, because he wants to do it." When those "someone's" are willingly engaged, they are motivated. Like Eisenhower, educator Alfred North Whitehead knew that "romance precedes precision." Helping students or staff fall in love with the work they have to do is a prelude to enthusiastic acceptance. To quote a master motivator, Zig Ziglar, "People often say that motivation doesn't last. Well, neither does bathing--that's why we recommend it daily!"

These steps will help.

1)
Give direction, not directions, as General Patton advised.

2)
Listen both to what is said and to what is not said.

3)
Create a sense of "we" rather than "them" and "us."

4)
Discern emerging patterns. 

5)
Keep in mind research from Manchester Partners International: within 18 months of being hired/promoted, 40% of new managers have failed in their assignment. The primary reason for the failure is lack of clarity regarding expectations. When motivating others to achieve new and, ideally, extraordinary results, ensure all parties involved in the communication exchanges are absolutely clear regarding expectations.

6)
Deal with rumors before they destroy morale.

7)
Express appreciation to those who are attempting to handle the change rather than subvert it.

8)
To the fullest extent possible, involve subordinates in decisions regarding the change and its impact upon the department.

9)
Periodically, elicit feedback regarding your efforts and the progress of the change-implementation.

10)
Evolve a list of principles regarding change. Invite staff members to add to the list. 

Tasks:  Peter Drucker, Father of Modern Management Science, says, “Leaders know how to ask questions—the right questions.”  Whether or not you are in a leadership role, discuss with your partner or team the questions you use to elicit a clear understanding of the customer’s problem and your resolution of it.  

These are some of the situations that might lead to a negative exchange with a customer. (Feel free to add others.) Write a script of at least 12 inputs (six from the you, six from a customer) that shows how an unsatisfactory outcome could be avoided.

When a customer is in a hurry

When a customer has a critical attitude based on an earlier event

When you need to explain that a regulation is determining your action

When a customer feels she has been given the “runaround”


When a customer has a language barrier


When a customer has to follow a sequence of actions to resolve the



problem he is experiencing


When a customer insults or threatens you


When the customer won’t stop talking


When the customer uses profanity


When you don’t have an answer


When the customer is crying


When you need to put the customer on hold


When a customer demands to speak with your manager


When the customer is not clear about the problem she has


When the customer makes an improper remark


When the customer accuses you of unprofessional behavior


When the customer accuses you of something you haven’t done



or accuses you of having a character trait you don’t think you have.


When the customer compares you to another service representative


When the customer is contacting you unnecessarily or too often


When the customer tries to tell you how to do your job (better)

When the customer has gone over your head

When the customer is not listening to you

DISCUSS THESE

   What if the state were considering the outsourcing of your job? What

could you say to justify keeping it?

2.     What aspects of your job do your consider least enjoyable or most annoying?

3.      Is there ever an excuse for poor service? If so, explain the circumstances.

   Have you made a prophecy about your own work life? If so, have you

fulfilled it?

5.  If you were asked to make a half-hour presentation for senior management delineating best practices in your organization, what would you include?

EXPLORE THESE

"Be kinder than necessary, for everyone you meet is fighting some kind of battle.”    

--Anonymous

“Until he extends the circle of his compassion to all living things, man will not himself find peace.”    ---Albert Schweitzer

"The whole problem with the world is that fools and fanatics are always so certain of themselves, and wiser people so full of doubts."  --Bertrand Russell

“Seven blunders of the world that lead to violence: wealth without work,

pleasure without conscience, knowledge without character, commerce without

morality, science without humanity, worship without sacrifice, politics

without principle. “    --Mahatma Gandhi 

“Holding a grudge is like eating rat poison and expecting the rat to die.”   

--Pema Chodron

“Kindness is more important than wisdom, and the recognition of this is the

beginning of wisdom. "     --Theodore Rubin

“The foolish and the dead alone never change their opinions."

--James Russell Lowell

“Fortune does not change men, it unmasks them. --Suzanne Necker

 “Managing and management should be discarded.  Management, with its attendant images—-cop, referee, devil’s advocate, dispassionate analyst, naysayer, pronouncer—-connotes controlling and arranging and demeaning and reducing.  Leadership connotes unleashing energy building, freeing, and growing.”       --Tom Peters

8. Listen

LISTENING 

We live in an age of paradox, according to Harvard's Charles Handy. The paradoxes appear in every aspect of our lives. Take listening, for example. On the one hand, we have experts like William James, who tell us: "The essence of genius is to know what to overlook.” And, author Mitchell Posner urges us to be “ecologists” as far as information is concerned. 

On the other hand, we're expected to listen to co-workers and family members so intently that we hear not only the words being spoken but also the emotions not being spoken.

Good listening is a question of practice, of constantly looking for ways to develop that skill. Here are some exercises that will help.

TRY THESE

1) Work with a friend. Ask him or her to talk about an enjoyable experience and to stop unexpectedly. You are to take one word from the last sentence uttered and use it to begin speaking about something you enjoy doing. Stop unexpectedly and have the other person continue the conversation using one word from the last sentence you just spoke.

2) Both the major prophets and minor prophets were painted in Michelangelo's Sistine Chapel. Cherubim are shown at the ears of both. However, only the major

prophets appear to be listening. According to John Curtis Brown in The Journal of Creative Behavior, this difference explains the difference between genius and talent. Comment on his assertion.

3) Think of five openings that will encourage others to tell you what is truly on their mind.

4)  It's hard to use the right words if you're not responding to the words that preceded them. Most of us believe we have excellent listening skills, but many of us have spouses that would disagree with our self-assessments. Conflict often arises when one party feels the other has not listened to him or her. Assess yourself. And then ask people who know you well to assess you, too. Compare the two.

5) Think about this question: Why do we listen? Then study some of the traits good listeners employ. How would you rate yourself (low) 1 to 5 (high) on these behaviors?

 1.
Establishes the proper environment

 2.
Listens even if the subject is not interesting

 3.
Withholds judgment

 4.
Does not interrupt

 5.
Contains his/her own enthusiasm, which might lead the conversation away from

the speaker

 6.
Thinks ahead; evaluates what's being said

 7.
Concentrates and follows intricate threads of thought

 8.
Periodically checks for understanding

 9.
Offers thoughtful feedback

10.
Uses body language that reflects true listening.

6)  Find a quiet time and a thoughtful colleague or friend. Share your respective views about one of these topics: teenagers, smoking, drugs, presidential elections, foreign aid, the medical system, lawyers, sports figures, or any other issue about which you feel strongly. In each round, the listener must summarize what he's heard, to the speaker's satisfaction. Only then can the listener next become the speaker.

7)  Listen to an anecdote and then list as many facts as you can recall hearing. Also record the impressions you have, based on things that were not said. (We call this empathic listening, as opposed to literal listening.)

8)  To develop your powers of concentrating while listening, work with three others. You will listen intently as one person starts telling you about his/her job or pet or family or hobbies. While this exchange is occurring, a third person will be whispering in your ear the whole time about one of these topics as well. The fourth person will make notes on what the non-whisperer is saying. 

You will then be asked to recall as much as possible about the speaker's job or pet or family of hobby. The observer will compare your recall to the points made. If you can remember half or more, you have excellent powers of concentration.  

9) Take each of the letters in the word l-i-s-t-e-n and write a listening tip, beginning with that letter. For example, the letter "l" might yield the word "Look" ("Look at the person who is speaking").

FEEDBACK
Feedback delivered in a positive fashion can make a huge difference in both productivity and interpersonal relationships. When delivered in a caustic or careless fashion, it fails to have the intended effect of helping others improve. When delivered in an encouraging, careful manner, however, it can turn a life around.

  1-
What is the relationship between leadership and feedback?

  2-
What general questions ("Does anyone care?") do employees have?

  3-
How can feedback provide both assurances and answers to these questions?

  4-
Research by Bruce Tulgan reveals seven sins related to feedback, the first two of which are "Not enough feedback" and, conversely, "Too much feedback." What do you think the additional five "sins" would be?

  5-
Which, if any, of the seven are you guilty of? How about your manager?

  6-
Discuss the role of feedback in delegation. In empowerment.

  7-
What are the consequences of poor feedback and/or poorly delivered feedback? 

  8-
What suggestions can you give to someone required to give feedback to an individual who is more verbal/powerful/experienced/educated than the feedback provider him- or herself is?

 9-
What might be some causes underlying a manager's poor feedback process?

10-
Draw parallels between outstanding feedback-givers and outstanding teachers.

11-
Discuss the pro's and con's of the "sandwich" approach to delivering feedback

  
(start with a positive, introduce a critical comment, end with a positive).

12-
What role, if any, does emotion play in providing effective feedback?

13-
What's the most difficult part of providing negative feedback, in your opinion?

14- 
How do the best coaches employ feedback?

15-
What have you learned about feedback over the years?

16-
How can feedback be used to "feed forward" or alter future behavior?

17-
Discuss the role of the environment in the feedback process.

EXERCISES

Self-confidence is a surprisingly fragile asset. It can be torn, sometimes irreparably, with a single thoughtless statement. When you must give negative feedback, do it in a way that builds, not destroys. Be aware of these destructive words and phrases.

•
"Yes, but...."


Instead, try saying, "Yes, and...."  The "but" word implies criticism. It suggests a negative; it foreshadows an objection. To illustrate: instead of saying, "Yes, but we tried it already and it didn't work," you could reframe the statement: "Yes, and even though it's been tried, it may be worth trying again."

•
"Never" 

There's a danger in absolutes: they are much too declarative. Their very force makes them seem to carry a ring of truth. Instead of "You never ask for input," for example, you might say, "I think we could have a more effective team if you asked for our input more often." Or, "As a team, we could work more on sharing our collective thoughts before making a decision."

•
"I can't believe...."

The phrase sounds accusatory. It calls into question the individual's credibility.  Our language has over a million words. You can find the right ones to express surprise or even doubt without casting aspersions on the other person's trustworthiness. Try, for example:  "That's really surprising. I wonder if we could find the source for that statistic." Or, "I've never heard that before. Let's see if others have the same reaction I did."

Now try a few on your own. Think about what the phrase suggests and then rewrite it with more positive language to make the other person more receptive to feedback you would like to share.

•
"You seem touchy about this."

•
"Calm down."

•
"You can't be serious."

•
"Now don't get defensive."

•
"Has anyone ever told you you're too sensitive (or any other negative word)?"     

•
"Your problem is....."

•
"You've got to be kidding."

•
"You're way off base."

•
"You don't know what you're talking about."

•
"Let me think about it."

•
"I don't think you meant to say that."

•
"You people...."

•
"You don't want to go there."

•
"And your point is...."

•
"You're repeating yourself."

PARALANGUAGE

Paralanguage refers to those elements that convey the words you have chosen for your message. Loudness versus softness, a rapid rate versus a slow one, a highly inflected tonal quality versus a monotone—all of these elements make a difference in how your message is received and perceived. 

Assess yourself on your use of paralanguage elements. Then, ask a few people whose opinion you respect to answer these same questions in reference to you. Compare your answers to theirs.

  1.
Do I use pauses effectively?

  2.
Do people ever tell me I talk too fast?
  3.
Do others regularly ask me to talk more loudly? (Or, less loudly?)

  4.
Does my voice convey confidence (as opposed to nervousness) when I have to 

make an important  presentation?


  5.
Is my voice interesting to listen to?

  6.
Do I ever alter my natural pitch to make a point more emphatic?

  7.
Do I enunciate clearly?

  8.
Have I ever tape-recorded my voice for several minutes to learn how I really sound to others?

  9.
Can I project my voice to the farthest corner of a room without screaming?

10.
Does my body language parallel the points I’m making?

Ideally you had all “yes” answers, except for Questions #2 and #3. If you had a less-than

-ideal set of replies, discuss improvement-possibilities with those who use paralanguage

well. Then make an action plan and record your progress.

EXERCISES

Body language reflects a whole continuum of responses to what is being said. Beginning with eye contact, think of other ways we physically communicate. 

Paralanguage involves the use of vocal characteristics that can add to or subtract from the message being conveyed. To illustrate, write down six possible meanings for this sentence, after emphasizing each of the six words in six separate declarations. 

"I never said he loved me."

 9.  Stand up and stand out

Conflict is a normal, natural, to-be-expected, ordinary part of work life. What is not normal is the person who deliberately pushes other people around, with or without a reason. It can be a co-worker or a person in authority, but whatever his or her position, we're talking about the individual who enjoys badgering, barging in, browbeating, belittling, bullying. In fact, it's estimated that about 20% of workplaces include this type of personality.

If you work in a war zone, you can win small and big battles by employing some of these techniques we're about to share. You can learn to jump out of the cauldron of fear the bully has bubbling. For your own safety, security, and peace of mind, you must do something. Remaining in the cauldron of negativity will surely lead to physical and/or mental problems. The opposite of conflict is harmony. Use these ideas and keep working 

until that harmony is achieved.

1.
Stand up, stand tall, and ultimately you'll stand out as someone who cannot be bullied. The confrontation need not be hostile. You can simply ask to meet with the individual. Suggest a public place, such as a corner of the cafeteria, so angry words are less likely to be shouted.

Try to avoid an adversarial stance. Instead of "you" words, employ "we" words. For example, "There seems to be some 'bad blood' between us. I don't know what's causing it but I'd like to discuss how we can put an end to it.

2.
Discuss the situation with several people outside the organization and elicit their feedback. Try out all the possible solutions you hear until you find one that works.

3.
If you don't have a mentor, find one and discuss the problem with him or her. 

If you already have one, let the mentor's experience guide you in solving this problem.

4.
Keep a journal of the instances when you feel you've been treated less than respectfully. There are numerous situations in which this journal may prove to be very valuable to you.

5.
You can ignore the individual. Maintain a courteous, professional relationship but, basically, try to stay out of his or her way. Don't let this toxic personality poison your outlook or your enjoyment of your job.

6.
Seek e-help. While you'll no doubt find sources of your own, try visiting the web site geared for conflict-copers: www.bullybusters, where, for example, you'll find strategies successfully employed by those who have survived conflict-ridden situations. Of course, you can also find such help in books, newspapers, and magazines.

7.
You know there's strength in numbers. If a group of you meet with the individual, it might help convince him or her of the severity of the problem.

 8.
One seldom-used weapon in the war on conflict is the sharing of a personal experience. Real-life anecdotes can be used to establish trust between two parties and thus, indirectly, lesson the likelihood of acerbic outbreaks. To illustrate, research by Martin and Powers ("Organizational Stories: More Vivid and Persuasive than Quantitative Date." In B. M. Staw (ed.) Psychological Foundations of Organizational Behavior. Glenview, Ill.: Scott, Foresman, 1982, pp. 161-168) found story-related content more believable than statistics or policy statements regarding a company's commitment to avoiding layoffs. 

Apart from credibility, anecdotes help others understand the commonality that binds us. In this way as well, relationships can be made more harmonious.

EXERCISE:

Replay in your head a workplace conflict situation you've been part of or one you've heard about or one that you can foresee occurring. Outline the basic stages--what words prompted the conflict, what words accelerated or defused it, what resolution, if any, was achieved.

Now, put the conflict scenario aside. Draw a continuum representing the decades of your life. What one event (sad, funny, frightening, surprising) stands out in your head from each decade? Embellish the details surrounding it. Then weave the anecdote into the conflict scenario so that it could be used to lessen the tensions surrounding the issue.

9.
In looking for right words, realize you have three choices when it comes to negative workplace situations. You can make them better. You can make them worse. You can leave them as they are. Choosing to improve them is better for your health. 

It's a big world. Someone out there has experienced a situation similar to yours...and has survived it. Search online at least once a week for suggestions that will ease the workplace tension.
10.
Another technique involves attitudes. It's hard to go a week without encountering someone--inside or outside the workplace--with an attitude so bad you just want to run the other way. And you can. Or, you can gather your courage and speak to the person so that you can F.E.A.R.-less in the future.

Give Feedback. Tell the person how his or her actions affect you and others. Educate the person next. Ideally, you can use statistics. For example, 22% of employees who are treated rudely by their supervisor deliberately cut back on their efforts and contributions. Gather other facts related to the situations you are dealing with. Anticipate the arguments or replies the other person is likely to give you. Ask around. Find out what others would say in response to what you are likely to hear. Reduce the conflict with humor or sincerity or a genuine offer of friendship.
11.
Ask a question such as, "What would you like me to do about this?" Or, "Do you think I did this deliberately?" Or, "What would you be willing to do about this?"

 12.
If you watch television, make note of statements that worked effectively to defuse hostile situations. Try them out until you find one that works well. Continue using it.

 13.
Take notes during the conflict. Afterwards, analyze what worked and what didn't.

 14.
If someone is agitated, do not say, "Calm down." (It can make the person even angrier.)

 15.
Acknowledge that some of what the other person is saying is true or possibly true.

 16.
Change the subject in mid-conflict stream.

 17.
Think of the "most difficult" person with whom you have to interact each day. Then vow to say nothing but kind words to that person for one full day. The next day, vow to do one kind thing. Reward yourself and then, a few days later, try the same thing again. Continue this cycle until you perceive a change in the way you and this person are interacting.

1 8.
Act as if slights, sarcasm, and/or insults were not intended as such.

19.
Engage the difficult person with this request, "Let's each focus on one thing we think prevents us from working together more respectfully."

20.
Begin team meetings with a generalized statement about the importance of cooperation.

21.
Keep a log of what worked and what didn't in each conflict situation. Practice best practices over and over.

22.
Do not sink to the level at which some people operate. Acknowledge that you are bigger than the conflict situation and act accordingly.

23.
Set aside one day a month for honoring an actual or self-created ideal such as World Peace Day, Day of Atonement. and Friendship Day. You'll think of others.

24.
Know what interpersonal stress can do to your good health. Decide that you won't let others jeopardize your well-being.

25.
Study those who seldom conflict with others. Ask them for their success-secrets.

26.
List all the hurts and grudges you are harboring. Try to let go of one a month. Congratulate yourself as you do.

27.
Be charitable to the fullest extent possible. You simply cannot know what grief other people are carrying around inside. It's possible that personal pain makes them difficult.

28.
If you find yourself close to tears, try these tips: either push your tongue as hard as you possibly can against the roof of your mouth and/or look up at a bright light as long as you naturally can and widen your eyes as you do so.

EXERCISES

1)
Your task is to avoid the anger these statements typically produce. Instead of responding with a (perhaps-deserved) caustic comment, find a funny, conflict-reducing means of replying to each statement. 

1.
"You never listen to me."

2.
"Why do you always have to be right?"

3.
"We didn't hire you to think."

4.
"It'll never work."

5.
"You are such a chauvinist."

2)
Self-talk--if you practice it habitually--is a powerful tool in the "fight" against conflict. There are several things you can remember and repeat to yourself when you see or hear trouble brewing. But just one is enough for controlling emotions--yours and the other person's. 

"Don't sweat the small stuff" is a good example of a self-talk reminder that will help you avoid plunging into a heated exchange. List five others that will work to make difficult situations and difficult people less volatile.

Anger often erupts when we feel we (or our ideas) have been rejected. A word to the wise: managing anger is more important than managing time or money or people. 

10.  Persuade others to accept the solution

To paraphrase the inimitable Yogi Berra, you can learn a lot just by studying. Contained within the speaking/writing styles of the great communicators are innumerable tips that, properly analyzed, will afford tremendous insight into successful styles. 

The opposite of great communication skills are the statements that are inarticulate or misleading or downright silly. By studying the mistakes made by less-than-great communicators, we can also learn what works and what does not.

Here are examples of the latter: non-influential statements, uttered by "leaders" in one sense of the word only. 

 Asked about the Holocaust, Dan Quayle replied, "It was an obscene period in our nation's history." A reporter intervened, asking if Quayle meant something other than "our nation's." Mr. Quayle grasped the opening, explaining that he had meant to say "in this century's history."

He then elucidated further: "We all lived in this century--I didn't live in this century, in this century's history. We did not have, as a matter of fact, we fought, Hitlerism. The Holocaust is a critical point in history that we should as a nation understand."

Of course, when understanding of your essential point eludes your listening or reading audience, it is virtually impossible to influence them towards a course of action you've deemed worth pursuing. Other examples follow to show how incomprehension can negate leadership.

Secretary of State Alexander Haig was (correctly) quoted in his definition of diplomacy: 

"The conduct of international affairs is essentially dialectic and you have a sine curve of attitudes. We felt there had to be some clearing of the air."

"Things happen more frequently in the future," Washington governor Booth Gardner declared, "than they do in the past."

A Wall Street Journal article (Lee Berton, "The Simple Truth of It Is That He Was Channeling Immanuel Kant," March 22, 1989, page 1) provides another illustration of the importance attached to using language that enlightens rather than language that leaves us in the dark.

Candido Mendes, a Brazilian political scientist, offered his views on global environmental problems, "The fiat of sustainability of [the report] asserts the necessary engineerings of totality built this first basic intertwining between development and environment in an at-random set of the inner dynamisms of those ecosystems, with no assessment of their self-closing, or disruption, or dependable reading of their effective interplay." (Reprinted by permission of Wall Street Journal © 1989, Dow Jones & Company, Inc. All Rights Reserved Worldwide)

In his defense, it is only fair to note that his remarks were not intended for a lay audience. So, when asked to "translate" for the non-scientific mind, Mendes gave this explanation, "It asks whether sustainability should be considered from an a priori or ad hoc approach."

Inadvertent insensitivity also negates whatever good intentions you may have had. What's worse, the more visible your position, the more likely you are to be publicly criticized for remarks that, on the surface at least, appear callous.

To illustrate, Gil Lewis, Speaker of the House for the Texas legislature, addressed a wheelchair-bound audience on Disability Day. He foolishly asked, "And now, will y'all stand and be recognized?"

Actress Joan Collins gave an interview that was not only politically incorrect but historically incorrect as well: "It's like the Roman Empire. Wasn't everybody running around just covered with syphilis? And then it was destroyed by the volcano?"

Francophiles, similarly, may easily take offense to the remarks of Prince Charles: "Life is not worth living unless you have a choice of all the gloriously unhygienic things which mankind--especially the French portion of it--has lovingly created."

Of course, "weaseling" one's way out of difficulty not only doesn't work, it makes one's sins seem even more egregious: When former New York City mayor David Dinkins was asked by reporters  about his failure to pay taxes, he unsuccessfully attempted to create his own definition: "I haven't committed a crime. What I did was fail to comply with the law."

John Hogan, the Commonwealth Edison employee responsible for "news information," had to deal with charges by the Nuclear Regulatory Commission that two operators at a nuclear plant were found sleeping on the job. His reply: "It depends on your definition of 'asleep.' They were stretched out. They had their eyes closed. They were seated at their desks with their heads in a nodding position."

Our final category of non-exemplars centers on the danger of making too declarative a statement: Admiral W. Leahy, in 1945, assured President Truman that "the atomic bomb will not go off. And I speak as an expert in explosives."

President Grover Cleveland assured the nation in 1905 that "sensible women will never want to vote."

Producer Irving Thalberg felt strongly that Clark Gable had no career in the movies: “You can't put this man in a picture. Look at his ears--like a bat!"

Forty years ago, the head of IBM, Thomas J. Watson, declared, "I think there is a world market for about five computers."

11.  Employ the language of leadership

We've studied the opposite of leadership communications. By examining gaffes and verbal indiscretions, we've learned how not to influence:

--
By clouding rather than clarifying your point

--
By using language that floats above the heads of your audience

--
By being insensitive

--
By being inaccurate

--
By giving words your own definition so your errors seem less serious

--
By being too emphatic.

Now let's explore some of the successful verbal techniques used by influencers who are good at what they do.  (Remember that several experts believe that influence and leadership are inextricably entwined.) 

Assume you are scheduled to deliver a short speech following the person who is now speaking. Which of the following persons do you think would be the toughest act to follow? Circle your answer.

a)
Television talk show host Glenn Beck

b)
Motivational speaker Les Brown

c)
President Barack Obama

d)
Comedian Jay Leno

e)
Talk show hostess Oprah Winfrey

f)
Basketball coach Phil Jackson

g)
Movie star/AIDS activist Elizabeth Taylor

h)
Businessman Tom Peters

i)
Golfer Tiger Woods

Based on the selection you made, what does this person say or do that matters to his or her audience? Think of at least two details and record them.

Next, think about how you could use some element of influence employed by these individuals (or another effective influencer) in your next influence effort?

Use the list as a discussion prompt with those who are considered influential in your organization or community. As you observe them, add other methods used by successful influencers.

At the end of three months, ask a friend or co-worker to be present at the next occasion when you are expected to influence others. Have your colleague evaluate your presentation on the basis of the effective attributes you have listed.

The individuals quoted below could easily be included in the cadre of successful influencers. Read these excerpts from speeches they have delivered. Then, examine the stylistic devices that were used.

REVEREND JESSE JACKSON

Jesse Jackson, more than 20 years ago, spoke to teacher about the problems we face in the education of our children. Imagine yourself as a member of that audience. As you study his words, determine what phrasing impacts you most and why. 

"We are producing the most educated, articulate, and brilliant sidewalk superintendents the world has ever seen."

"The principal role of leadership is to keep hope alive. I don't think you've done very well in recent years."

"The time spent inside [the schoolhouse] doesn't lead up, it just leads out. And that's not good enough--not good enough for the children, not good enough for the teachers, and not good enough for the country."

There are at least four elements here that will serve you well in your influence efforts. Can you identify two of them?

His many years of ministry work, coupled with his leadership and media opportunities, have made Reverend Jackson one of the most compelling of all speakers. Among the many verbal techniques he employs are the following.

1.
He is predictably unpredictable. He sets us up to expect one thing and then he suddenly switches the direction in which we have been moving. We see this in the words "We are producing the most educated, articulate, and brilliant...." To an audience of teachers, pride is no doubt beginning to swell. But the next phrase "sidewalk super-intendents" immediately pricks the inflating balloon of accomplishment.

2.
He employs catchy phrases, such as "sidewalk superintendents." Sound bites such as this one depend on alliteration, among other things.

3.
He uses simple words. It was Winston Churchill who noted that "big men use little words." In the first example from Jesse Jackson, there are 16 words, 11 of which are monosyllables. The second example has 20 words, 17 of which are monosyllables.

4.
He issues a challenge. The audience was no doubt sitting up and taking serious notice as he asserted, "I don't think you've done very well in recent years."

5.
He plays with words. "The time...doesn't lead up, it just leads out."

6.
He makes bold statements: "And that's not good enough."

7.
He uses parallel structure by repeating the phrases "not good enough for...."

PRESIDENT BILL CLINTON

The first 1996 presidential debate, held in Hartford, Connecticut, began with the President speaking these words.

"I want to begin by saying again how much I respect Senator Dole and his record of public service, and how hard I will try to make this campaign and this debate one of ideas, not insults. Four years ago I ran for President at a time of high unemployment and rising frustration. Four years ago, you took me on faith. Now, there's a record."

Do the same thing now. Study these four sentences and try to isolate elements that might influence voters to support the President and not his opponent. Record your ideas.

Clinton has garnered praise from a number of sources for his masterful use of language. See if your analysis of his words matches the analyses below.

1.
Clinton's opening words constitute a very clever ploy. Not only does he appear gracious by expressing his admiration for the Bob Dole, but he also places the debate on "high moral ground." Should his opponent begin with attacks on Clinton's character, he will appear to be relying on insults and not ideas. Few would dare make themselves vulnerable in this way after what the President said about discussing ideas.

2.
Clinton acknowledges there have been problems--high unemployment and rising

frustration. Typically, disclosure helps create the sense that the influencer can be trusted.

Of course, the implication is that the President inherited those problems but nonetheless

he cuts to the quick by telling us what his focus has been.

3.
Clinton juxtaposes long sentences with medium-length sentences, with short

sentences.

4.
He indirectly compliments the audience's good judgment for having taking him on

faith.

5.
He sets up a dichotomy between faith and fact.

6.
This bipolar structure permits him, in just a few sentences, to introduce the

accomplishments of his first term in office.

PRESDIENT RONALD REAGAN

Not surprisingly, we find the comparison to the earlier administration appearing in another inaugural address--that of Ronald Reagan.

"When I took this oath four years ago, I did so in a time of economic stress. Voices were raised saying that we had to look to our past for greatness and glory. But we, the present-day Americans, are not given to looking backward. In this blessed land, there is always a better tomorrow.

"Four years ago, I spoke to you of a new beginning and we have accomplished that. But in another sense, our new beginning is a continuation of that beginning created two centuries ago when, for the first time in history, government, the people said, was not our master, it is our servant; its only power will be that which we the people allow it to have. That system never failed us. But for a time, we failed the system."

Once again, you have an opportunity to analyze the words of a beloved leader and learn how he used language, in this case, to influence the American public to sustain the confidence and optimism he had generated in his first term. Identify successful techniques and record them.

Perhaps more than any president in recent history, Ronald Reagan captured the hearts and minds of millions across the world. An examination of his linguistic style unearths several effective techniques.

1.
Throughout his speeches are alliterative phrases, such as "greatness and glory" in this excerpt.

2.
Reagan inspires by appealing to a national pride--"But we...are not given to looking backward."

3.
He uses opposites, the past and the promise of a better tomorrow.

4.
Given statistics about the number of people who have faith in a higher power, he bonds with the majority by using the word "blessed."

5.
He personifies, making the government a "servant" and not a "master."

6.
He uses turnaround phrases: "That system never failed us. But for a time, we failed the system."

Think of some message you will have to deliver in the near future, a message that you hope will influence another person(s) to take action you believe should be taken. Jot down what you plan to say.

Next, rework that message, using at least three of the techniques described in these analyses. Label the three you have selected as you incorporate them into your message of influence.

OVERCOMING OBJECTIONS

To influence well, you must not only advance by taking the offensive, but you must also be prepared to defend your position when it comes under attack. When you address an audience, you are pre-active: you inspire and motivate and explore ideas prior to execution. You encourage others to be pro-active and re-active. Some of the reactions, though, may be critical. 

If that happens, you must be non-defensive in your defense. Even if you suspect the questions or comments fall into the heckling category, you must maintain a professional stance as you reply. It is altogether possible the questions are simply questions and not criticisms or indictments. Even if the responses to your proposal are vitriolic in nature, you must still respond from an information-sharing and not a sarcasm-venting position. The following tips, used alone or in combination, will assist you in dealing with objections to the proposals you make.

1.
If possible, especially in a large group setting, restate the comment in a way that is less damaging to your position. For example, assume you are a manager asked by the company president to encourage empowerment among employees. You've called together the whole department and have made a convincing case, you feel, for the importance of empowered actions and the benefits that will accrue to individuals, teams, and to the organization itself.

Someone in the back of the room raises her hand and loudly declares, "This just sounds like another management ploy to get us to work harder without rewarding us for our efforts."

If you re-state her viewpoint verbatim you will be reinforcing its negativity. But, with a slight twist, you can still capture her concern and yet present it in a more positive light. Here's one thing you might say. (You will need to say it quickly before the person jumps up to contradict you. Move right into the explanation of why the concern is unfounded.)

"Tamara is worried that empowerment could mean working harder without being rewarded for doing so. It's a legitimate concern, but let me tell you why it shouldn't worry you. First of all, empowerment is not mandatory. If you don't want to be empowered, no one will force you to be. Secondly, what often happens is that empowered employees can actually reduce their workload. For example, if you feel there is duplication in some of the record-keeping you have to do, you should be able to point this out to your supervisor and with her approval, eliminate the unnecessary paperwork."

2.
It often helps, when an objection is raised, to mentally convert that comment to a question so you can address it with reasons and not emotions. In a meeting, for example, you may be suggesting a particular course of action and the office curmudgeon might point out, "We tried that three years ago. It didn't work then and it won't work now."

By translating that comment to a question--"Did it fail three years ago?"--you can quickly marshal your thoughts in reply to that question. Consequently, you might reply along these lines: "No, it didn't really fail then. You might remember that Tonia Johnson had proposed this idea and had laid the initial groundwork for implementing it. Then, when she accepted the transfer to the European division, the whole project got put on a back burner because so much else was happening then. I think it merits examining it again. As a matter of fact, I just had an e-mail from Tonia. She's using these concepts over there in Germany and has had some impressive results."

3.
When appropriate, turn the objection around, if only to stall long enough to gather your thoughts. So if someone objects to a point you've made, firmly but diplomatically, you could challenge the person's assumption. Your turn-the-tables question might be, "Leslie, I appreciate your concern. I'm wondering if you've come across any data that would back it up."

If she says no, she is, in effect, weakening her own position. If she says yes, you can ask her to share the data she has acquired.

4.
Anticipate objections and have answers ready in advance. At least a week prior to meeting with those you need to influence, sit down with a trusted friend or colleague. State what you will say sentence by sentence, while sentence by sentence your partner offers an objection or negative comment for you to overcome. True, you cannot prepare for every possible eventuality, but having anticipated the worse and made provisions for it, you will definitely pump up your self-confidence before and during the presentation.

5.
Involve others. Sometimes an objection is really the unmasking of a private fear or the seizing of an opportunity to grind an axe in public. In such cases, it may help to ask the other members of the audience how they feel about the objection. Chances are, few hands will go up in support of it, thus affording you the chance to minimize the negative impact of it. On the other hand, if you find there is serious resistance to your proposal, you will have to re-think its worth.

6.
Recognize that some issues are too broad to merit investigation at the present moment. While it is not likely, it is possible that you have overlooked a critical aspect that could impinge upon the success of your proposal. A statistically equipped opponent of the plan might attempt to sway others by citing figures you have not seen. Rather than allow such one-upsmanship to continue, assert that you need time to review the figures. Ask the person to meet with you at a later time, continue your presentation, and assure your audience you will update them on the information that has just recently come your way.

7.
Employ humor, even if it means repeating a memorized example. This Yogi Berra classic can be adapted, for example, to virtually any situation in which you are coming under attack. Your reply to a criticism or objection might sound like this: "You comment reminds me of a conversation between Yogi Berra and Mrs. Berra. She came in the house one day and when he asked where she'd been, she replied, "I just went to see Dr. Zhivago." 

Alarmed, Yogi demanded to know, 'What's wrong with you now?'  Clearly, he knew the world of baseball but was not familiar with other forms of popular entertainment. Sometimes, because we are so consumed with the requirements of our own work, we don't have time to know what's happening in other worlds. My research on this proposal convinces me it's working out there and I'd appreciate the chance to share just a few more figures with you to illustrate how well I think it will work in here."

8.
Let the past prepare you for the future. On occasion, a member of your audience may get so carried away with her own war story that valuable time is wasted. (Additionally, such stories usually move an audience off the track and thus derail the persuasive points you may have made to this point.) If you have ever had that happen to you, you don't want it to happen again.

One method that invites input, but only the most succinct and relevant input, is a simple timing device that has a shrill sound. Announce before the question-and-answer period begins that you anticipate considerable input and so in fairness to all members, you will set your timer for exactly two minutes. And when it goes off, the person (who will not want to compete with such a sound) will be asked to sit down so the discussion can continue with other points of view. 

9.
Don't overlook the power of anecdotes. You can weave them into your actual presentation and then again into your spontaneous remarks as you handle objections. The stories need not be funny or fabricated. In fact, the more poignant they are, they more they strike a common chord, the more likely are they to be remembered and you to be believed.

10.
Cite a higher authority or precedent. People are usually influenced by someone who is nationally recognized and respected. (Oprah speaks; the nation reads.) Save some of the power in your argumentative arsenal for the question-and-answer period, when you can overcome objections by referring to an endorsement by a well-respected figure ("Our CEO has asked me to share these details with you") or to a comparable project being successfully executed elsewhere.

11.
Leadership has been described as a liberation of competence. Recognize that objectors probably have a great deal of competence you can tap into in support of your project. When apathy reigns, you will not hear objections. By contrast, when people are concerned enough to discuss your plan, they are giving it some serious thought. It may be that a given objection impresses you with the depth or clarity it reflects. By extension, the objector is probably someone who has given considerable thought to this whole arena and so would no doubt be a good person to have on your team (no matter how hostile her objection may seem at first).

12.
Go out on a verbal limb. If you are supremely confident about the worth of your idea, you can offer assurances that represent an iron-clad guarantee for your influencee. To illustrate, we know one consultant who is so confident of the merit of his seminars that he makes this proposal, "If the evaluations do not average 4.5 out of 5, then you do not have to pay me." 

If you have too much to risk to make such an offer, however, you can go out on a different kind of verbal limb by stating an outrageous opinion instead of an outrageous offer. Tom Peters, for example, is known for such remarks: "Every organization should have at least one weirdo on staff." Or, "If you have gone a whole week without being disobedient, you are doing your organization and yourself a disservice." Of course, you can always make an informal promise such as, "If this doesn't work, I'll bring doughnuts to the staff meeting for a whole year!"

PAGE  

