
 The Standard of Global Leadership Development

Presented By

01. 2017
Essentials of leadership 

development, 
managerial effectiveness, 

and organizational 
productivity

Vol.34 No. 01

10 things to explore 

Lauren E Miller

Be A Spirit Driven LeADer in 2017

09
06 3 Leadership Practices That 

Will Be Critical In 2017
Capitalizing on trends that 
will get you ahead in the New 
Year

18
13

Leadership Lessons 
Being a mindful leader

5 Signs Your Team Is 
Annoying You
Moving your agenda 
forward

Leading For Success 
In 2017
Be prepared for a 
greater VUCA world



LEADERSHIP PRODUCTS
HR.COM LEADERSHIP PRODUCTS AND SERVICES TO HELP YOU 
AND YOUR ORGANIZATION WITH YOUR LEADERSHIP DEVELOPMENT

Did you know that HR.com has a large Leadership Community?
Join 150,000+ HR.com members with a similar interest and focus on Leadership and specific Leadership Development topics. 
Share content and download white papers, blogs, and articles, network, and “follow” peers and have them “follow” you in 
a social network platform to communicate regularly and stay on top of the latest updates. The well established Leadership 
community is an invaluable resource for any HR professional, leadership coach or executive.

Leadership Excellence Essentials
Monthly Interactive Learning Journal Watch as this monthly interactive learning experience captures key metrics, actionable 
items and keeps you focused on developing yourself and corporation as top leaders.

For 30 years, Leadership Excellence has provided real solutions to the challenges leaders face every day. HR.com and Leader-
ship Excellence joined forces in May 2013 to continue providing world-class leadership development resources and tools 
– now to a combined audience of over 350,000 individuals and organizations throughout the world. In each issue, you will 
find the latest and greatest leadership solutions from the world’s top leaders, consultants, and trainers – plus development 
guides, plans, and additional tools designed to turn those solutions into an action plan that works for you.

Leadership Excellence and Development Forum, LEAD2017
February 7th - 8th, 2017 - Live in Nashville, Tennessee
LEAD2017 is a platform to change the world by inspiring individuals, communities, organizations, and governments to choose 
education, collaboration, and ethical leadership instead of ignorance, indifference, and violence. LEAD2017 features 13 
world-class keynote speakers, live from Nashville Tennessee, that can be broadcasted to thousands of people in remote sites 
around the world. Through participation, we can create a world of infinite potential. #AWorldInspired  

Leadership Excellence Awards
February 8th, Nashville, Tennessee
The esteemed Leadership Excellence awards to be presented on February 9th at the LEAD2017 event will recognize and 
honor corporations, educational institutions, and individuals that excel in offering top leadership initiatives and programs on 
a local to global scale.

Leadership Webinars and Virtual Events
Thought Leadership – Lead Generation – Educational Content
Showcase your Leadership expertise through HR.com’s highly-attended and well-respected one-hour Webcasts and/or one-
day Virtual Events. HR.com Webcasts and Virtual Events deliver the latest industry news, research trends, best practices and 
case studies to our large community of HR professionals. Each Webcast and/or Event provides a truly interactive experience 
for attendees and sponsors alike.

The Personal Excellence App
The Personal Excellence App is a development and training reinforcement tool that gives organizations a platform to 
engage, communicate, and train employees/clients on a daily basis to achieve long-term positive changes, while providing 
individuals with a tool to help them build on their personal and professional development. Built on leadership content from 
over 4,000 contributors, users can benefit from receiving 3-5 minutes a day of leadership development inspiration while or-
ganizations can customize the App and add their own content to reinforce their training or development initiatives. Personal 
Excellence removes the barriers organizations commonly face when trying to train their employees by creating a cost effec-
tive tool that helps build alignment, skills, and motivation around any existing program.

Custom Fit Resources
Leadership Excellence also services organizations by creating custom monthly editions for organizational use. Our leadership 
resources are designed to supplement and complement your current leadership development program – or stand alone as 
an extremely cost-effective plan. All of our leadership resources can be customized for organizational use by design, content, 
packaging, and delivery based on your development needs. Use these resources today!  Contact us now to inquire about 
organizational customization, individual, or organizational pricing.

For more information phone: 1.877.472.6648  |  email: sales@hr.com | www.HR.com

http://web.hr.com/m2nep
http://web.hr.com/26vdn
http://web.hr.com/eldqs
http://web.hr.com/26vdn
http://web.hr.com/biat6
http://web.hr.com/3ndln
http://www.hr.com/


 The Standard of Global Leadership Development

Presented By

09
06 3 Leadership Practices That 

Will Be Critical In 2017
Capitalizing on trends that 
will get you ahead in the New 
Year

18
13

Leadership Lessons 
Being a mindful leader

5 Signs Your Team Is 
Annoying You
Moving your agenda 
forward

Leading For Success 
In 2017
Be prepared for a 
greater VUCA world

05 Be A Spirit Driven Leader In 2017
 10 things to explore
      Lauren e Miller

06 3 Leadership Practices That Will Be Critical In 2017 
 Capitalizing on trends that will get you ahead in the New Year
      Dr. Lisa Aldisert

07 Leaders Challenge Their Instincts
 Stop and wind the clock
 Angie Morgan, Courtney Lynch and Sean Lynch

09 5 Signs Your Team Is Annoying You
 Moving your agenda forward
         ilene Marcus

10 Unintentional Gender Bias At The Top-of-the-House
 What’s the solution?
 Bonnie Hagemann

13 Leading For Success In 2017
 Be prepared for a greater VUCA world
      Sattar Bawany  

15 Purpose Is Not A Cause. Just Ask Salesforce 
 4 key actions leaders can take to shift the organization’s 
 purpose 
 Dan pontefract

18 Leadership Lessons 
 Being a mindful leader
         tom DeCotiis

20 Coaching To Empowerment
 How to move employees forward
 Marlene Chism

23 Do You Have A Winning Team?
 Tips to keep the momentum going throughout the year
 richard B. Secord

Be A Spirit Driven Leader In 2017

Spirit driven leadership is the ability to lead from the inside out verses the outside 
in. PG.05

10 things to explore 

01. 2017
Essentials of leadership 

development, 
managerial effectiveness, 

and organizational 
productivity

Vol.34 No. 01



Vol.34 No. 01

Editorial Purpose:
Our mission is to promote personal and 
organizational leadership based on con-
structive values, sound ethics, and timeless 
principles.

Leadership Excellence Essentials 
(ISSN 8756-2308) is published monthly 
by HR.com, 124 Wellington Street East 
Aurora, Ontario Canada L4G 1J1.

Internet Address: www.hr.com

Submissions & Correspondence:
Please send any correspondence, articles, 
letters to the editor, and request to reprint, 
republish, or excerpt articles to 
LE@editor.hr.com

Customer Service/Circulation:
For information on products and
services call 1-877-472-6648 or
email: LE@editor.hr.com

For Advertising Opportunities, email: 
sales@HR.com

Leadership Excellence Essentials 
Publishing:
Debbie McGrath, CEO, HR.com - Publisher
Shelley Marsland-Beard - VP of Sales
Babitha Balakrishnan - Editor 
Savitha Malar - Design and Layout

Copyright © 2017 HR.com
No part of this publication may be 
reproduced or transmitted without 
written permission from the publisher. 
Quotations must be credited.

To get this magazine delivered FREE to 
your inbox every month

The first month of the year is always 
special, as it is the best time to make a com-
mitment to lead a positive and inspiring life. 
We can do many things to inspire ourselves 
and the people around us. Wondering what 
am I talking about? Welcome to LEAD2017, 
presented by HR.com. 

LEAD (Leadership Excellence And Devel-
opment) is a unique two-day leadership event 
held at the Music City Center in Nashville, 
Tennessee on February 7th & 8th. This event 
will bring leaders from across business, industry 
and education together to exchange with one 
another and witness life-changing inspirational 
speakers.

To celebrate the growth of this life changing 
event we have created several ticket options 
for you to not only be a part of making 2017’s 
conference amazing, but also share the experi-
ence with your colleagues. Click here to know 
more. If you want to be part of this exciting and 
inspirational leadership event, visit LEAD2017. 

Coming to articles in this New Year edition, 
we have Lauren E Miller’s article Be A Spirit 
Driven Leader In 2017 on the cover. Quite 
often, we underestimate the power of a touch, 
a smile, a kind word, a listening ear, an honest 
compliment, or the smallest act of caring, all of 
which have the potential to turn a life around. 
Spirit driven leadership is the ability to lead 
from the inside out verses the outside in.  Do 
not miss this inspirational article if you want 
to become a spirit driven leader.

This is the perfect time to start making plans 
for the year ahead, not only regarding company 

strategy, but also for your personal and profes-
sional development as a leader. Start working 
now on the workplace trends that will be useful 
throughout the year. If you plan now, you’ll be 
in the flow. To know the three proficiencies that 
leaders should start honing today, read Dr. Lisa 
Aldisert’s article, 3 Leadership Practices That 
Will Be Critical In 2017.

With the research indicating that having more 
women in leadership improves the performance 
of the company, it would be irresponsible gover-
nance if we don’t address the issue head on, says 
Bonnie Hagemann in her article, Unintentional 
Gender Bias At The Top-of-the-House, bring-
ing the issue of lack of women leadership on the 
top positions to the limelight again.

To succeed in this new world, focusing on 
the development of organizational and people 
capabilities that drive financial and operational 
performance will enable companies to execute 
their strategy more effectively towards achieving 
sustainable organizational results. To know more 
about how this would help leaders to navigate 
unfamiliar and challenging times, read Prof. 
Sattar Bawany’s article, Leading For Success 
In 2017

Apart from these articles, we also have a 
handful of other interesting leadership articles 
in this edition of Leadership Excellence Essen-
tials. We hope you enjoy reading all the articles 
and please do send us your feedback!

Next month, we will bring you the list of 
the proud winners of Leadership Excellence 
Awards 2017. Stay tuned!

Debbie Mcgrath
Publisher, HR.com

Babitha Balakrishnan
Editor, 
Leadership Excellence 
Essentials
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spirit driven leadership is the ability to lead from the inside out 
versus the outside in. As a youth, my favorite author was Leo Buscaglia. 
My room was filled with his uplifting quotes. A few of the following 
still carry me forward in life: 

“Too often we underestimate the power of a touch, a smile, a kind 
word, a listening ear, an honest compliment, or the smallest act of 
caring, all of which have the potential to turn a life around.” 

“Change is the end result of all learning.”
“A person who risks nothing, does nothing, has nothing, is nothing, 

and becomes nothing. He may avoid suffering and sorrow, but he 
simply cannot learn feel, grow or love. Chained by his certitude, he 
is a slave; he has forfeited his freedom. Only the person who risks is 
truly free.” 

Are you a leader in life? Perhaps you waver in your response as the 
words pop up in your mind, “Well, I think so, I would like to think 
so…it depends on your definition of leader.” A spirit driven leader 
in life is one who moves from the inside out verses the outside in, 
who guides another back to themselves as connected to their great-
est expression of who they are created to be in this world. When a 
leader moves from their spirit they are able to go for what they want 
without the heaviness of attachment to something outside of them. 
An attachment is an emotional state of clinging do to the belief that 
without some specific thing, person or outcome you cannot be happy. 
A spirit driven leader is not concerned about the impression they make 
on others, this is living from the outside in, which will always render 
the one who plays this finite game of life vulnerable to rising and 
falling depending upon how the world judges them at that time…it 
is exhausting and unproductive.

Do you want to be a spirit driven leader in 2017? Below are 10 
things to explore for Spirit Driven Leadership in New Year: 

1. A leader is a constant student, knowing that their ability to 
develop talent in another is in direct proportion to their ability to 
develop their own gifts and talents. The student and the teacher co-
exist within the heart of the spirit driven leader. 

2. The spirit driven leader gives his/her spirit permission to guide 
others through the archway of love and humility utilizing appreciative 
inquiry and servant leadership rather than bullying behavior. 

3. Knowing that a successful organization is made up of individuals 
who seek out learning opportunities for growth, the spirit driven leader 

creates a learning environment that fosters engagement: the force that 
motivates employees to higher levels of performance (Practices for 
Engaging the 21st Century Workforce, Castellano, 2014). 

4. A spirit driven leader is one who has mastered himself in the area 
of impulse control revealing emotional intelligence that flows from 
the practice overcoming, what has been referred to by many spiritual 
mystics as fleshly outbursts, more commonly known as ego driven 
behavior: I need to rise above you in order to feel successful and enough. 
A spirit driven leader fosters the growth in others without the fear of 
being overlooked or unseen in the light of the success of another for 
the good of all concerned, including the organization. 

5. The spirit driven leader lives in the space of mental observation 
verses reactive behavior. The one who steps away from defensive 
routines: entrenched habits we use to protect ourselves from the em-
barrassment and threat that come from exposing our thinking (The 
Fifth Discipline, Senge, 2006). Rather than avoiding vulnerability 
they champion it as an effective tool for instant human connection 
and learning opportunities. 

6. A good facilitator is a common trait associated with a leader 
who gives their spirit permission to guide their flesh. A spirit driven 
leader does not need to own, control or possess a conversation rather 
they thrive on existing outside of judgments and assumptions and 
encourage the open flow of dialogue, stepping away from the expert 
role and empowering all participants to do the same. 

7. A spirit driven leader steps away from labels that prevent solu-
tion based thinking. They define conflict as a situation that requires 
their attention for solution and invite the flow of meaning contained 
within effective dialogue. 

8. The leader who empowers others from their inner spirit prac-
tices mindful living, which allows space for those things that ignite 
creativity and spontaneity in the present moment; Playful behavior 
that quickly flips heavy team energy into lighthearted observation. 

9. Assumptions and conclusions are replaced by a curious, open 
mindset that asks, seeks and knocks when faced with opportunities for 
growth and expansion. The spirit driven leader uses this powerhouse 
mindfulness approach in 1:1 conversations as well as collective think-
ing. Asking questions for clarity as well as mentoring opportunities 
make up a valuable piece in the foundation of spirit driven leadership. 

10.  Bookending the day with prayerful reflection around what 
worked and what didn’t work specifically within their personal field: 
choice of response to people and circumstances around them. Setting 
the intention for the next day without holding onto guilt and shame, 
releasing what didn’t work and expanding what did work. LE

Be A Spirit Driven Leader In 2017
10 things to explore 

By Lauren E Miller

5Submit your ArticlesLeadership Excellence Essentials presented by HR.com | 01.2017

COVER ARtiClE

Lauren E Miller is Stress Relief/Personal Excellence Educator; Founder 
and Managing Partner of Grab & Go Stress Solutions, International Award 
Winning Author/Speaker/Trainer/Coach. Through product resources; 
mainstream media; 1:1 coaching; workshops; seminars and 30 day, 3 
minute a day programs, Lauren equips thousands of people worldwide with 
effective, sustainable skillsets that produce positive behavioral shifts which 
expand the ability to excel in life without all of the stress and anxiety result-
ing in purpose driven, confident living; goal achievement and work-life 
satisfaction. 
Visit http://laurenemiller.com
Follow @LaurenEMiller7

Would you like to comment?

Video

Interactive

http://buscaglia.com/biography
http://www.hr.com/en?t=/CustomCode/ePublications/submission/submission.main
http://laurenemiller.com
https://twitter.com/LaurenEMiller7
http://web.hr.com/drqx3
https://app.avanoo.com/v/38a8ed2f-a


8 Submit your Articles6 Leadership Excellence Essentials presented by HR.com | 01.2017

it’s New Year. If you haven’t already begun, now is the time to 
start making plans for the year ahead, not only regarding company 
strategy, but also for your personal and professional development as a 
leader. Start working now on the workplace trends that will be useful 
throughout the year. If you plan now, you’ll be in the flow.

Here are three proficiencies that leaders should start honing today:
develop intergenerational Understanding

With five generations presently in the workplace, the sheer magni-
tude of differing values and work styles presents even the most capable 
manager with a challenge. The task is to juggle guiding the iGen, en-
gaging Millenials, and developing Gen X for senior management roles, 
all while keeping Boomers and Traditionalists interested in passing on 
their institutional knowledge, even as retirement beckons. Not only 
are developmental needs different between each of these generations, 
but so are values, motivators, engagement, passion and drive. 

It’s a lot to manage, but it’s also a unique opportunity for exchanging 
knowledge. Many of my clients are implementing two-way mentorship 
programs where senior employees partner with younger members to 
share information—for both business practices and technology ini-
tiatives. The training and mutual respect generated by programs like 
these can become a game changer for the organization. 

As a manager, you need to know and value each of the generations 
on your team, understanding their strengths, challenges, motivators, 
and values. Taking note of these differences will help you understand 
how to better pair the members of your team, using diversity to create 
optimum results. And remember, there’s a difference between under-
standing the values of a generation and stereotyping that generation. 
Make Teams Work

I recently moderated a panel of recruiters that included representa-
tives from Bloomingdales, Google, JP Morgan, and McKinsey. Every 
one of them talked about the importance of showcasing teamwork 
abilities when applying for a position. 

 These representatives from fashion retail, high tech, consulting 
and financial services all said the same thing: Being a team player is 
not only invaluable but also crucial, no matter the industry. Leaders 
accomplish more by leveraging the talents of a team. Groups of people 
generate more ideas, and their combined knowledge and innovation 
can accomplish more than any one person can do alone. 

Teams are changing. Projects that used to be solo are now being 
assigned to small, dynamic teams as companies realize the value of 
several perspectives on one idea. Leaders are also developing emerg-
ing leaders by assigning different team players to leadership roles on 
given projects. It’s an excellent way to utilize real-time learning to 
develop employee skills. 

As a leader, you are judged by the results you get through people. 
This is why it’s critical to know how to both function within a team 
and how to manage a team. Many times interpersonal conflict and 

dysfunction can derail a team and shut down productivity. That’s why 
managers must anticipate these challenges by accurately evaluating 
and understanding their employees—and learning how to leverage 
differences to guide teams to greater success. You should also know 
how the strengths of each of your team members can be paired for 
elevated results.  
Master All Forms of Communication

The rapid change in communication vehicles with the evolution of 
email and social media requires these skills to be multidimensional. 
Leaders must be able to effectively utilize new communication tech-
nologies, while still developing both verbal and written communica-
tion—and even coaching these skills within their teams, especially 
the thumb generations. 

In this world of 140-character messages, emojis, and abbreviated 
texts, developing communication skills and clear messaging will make 
you a stand out. The key is to master all forms of communication. 
Sometimes life calls for shorthand or a tweet, but it always requires 
the ability to clearly and adequately articulate your ideas. Whether 
you’re expressing concisely in an IM, verbally at a meeting, or written 
in a memo or report, communication skills cannot be over practiced.

It’s easy to lose both tone and meaning in short messages and because 
of this, the human connection becomes even more important. Don’t 
assume that people know what you mean or understand your jargon. 
This applies to all communication: Clarity matters when communicat-
ing with coworkers who share physical space as well as with remote 
employees and collaborative teams in multiple locations. 

As a leader, it will serve you well to look beyond the horizon and 
identify challenges affecting your business. It’s worth putting in the 
time and effort to get ahead of these leadership trends before the 
year starts. 

Brainstorm with your direct reports about these three trends and 
encourage them to work directly with their employees as well. By giving 
attention to these three trends now, you’ll have a strong foundation 
to achieve your best year in 2017. LE

 

3 Leadership Practices That Will 
Be Critical In 2017
Capitalizing on trends that will get you ahead in the New Year

By Dr. Lisa Aldisert

FEAtURE

dr. Lisa M. Aldisert is a NYC-based business advisor, trend expert, speaker 
and author. She is president of Pharos Alliance Inc., an executive advisory 
firm specializing in strategic planning, organizational and leadership devel-
opment for entrepreneurial organizations. Dr. Aldisert’s most recent book is 
Leadership Reflections. 
Visit www.lisaaldisert.com
Connect Lisa Aldisert

Would you like to comment?

http://www.hr.com/en?t=/CustomCode/ePublications/submission/submission.main
http://www.lisaaldisert.com
https://www.linkedin.com/in/lisaaldisert
http://web.hr.com/c6e98


Too often in business we hear the phrase “trust your instincts.” 
Unfortunately, that’s not always the best advice, because our instincts 
aren’t always consistent with leadership behavior. When we avoid 
conflict, overreact to bad news, or procrastinate on decisions, we’re 
acting on our instincts and not influencing our environment. We’re 
simply reacting, which puts us at a disadvantage.

We must stop reacting and start responding like a Spark – a leader 
who influences people and outcomes by practicing a specific set of 
leadership behaviors. To respond instead of react, you must invoke 
higher-order cognitive processes to control your actions. What does 
this mean when it comes to leadership development? Get inside 
your head and start paying attention to your reactions to challeng-
ing situations. The two most important processes to take notice of 
are cognitive flexibility and cognitive discipline, which help you get 
off autopilot — where your basic instincts reside — and consciously 
respond to challenging situations in an inspiring, influential, and 
well-thought-out way.

Cognitive flexibility is commonly described as the ability to switch 
your thinking in order to solve problems, which we all do really well 
with the non-people-related challenges we experience. “This machine’s 
not working, so let’s get a workaround.” “We’re 10 percent short of 
our quota, so let’s start brainstorming marketing activities that will 
help us make up the difference.” “The caterer didn’t show up for the 
meeting, so let’s call for pizza.”

But do we apply the same style of creative problem-solving when 
it comes to the people (and people problems) we encounter daily? 
Chances are, no. Or at least, not always.

We all fall into ruts and routines with people, especially in long-
standing relationships, and there are times when we don’t flex in 
our approach when dealing with tough situations. This can lead to 
roadblocks, which limit the level of leadership we provide others.

A colleague of ours once shared that her breakthrough leadership 
moment came when she realized that she couldn’t change others but 
she could change herself in order to improve a relationship with a 
coworker. She’d been working with Mike for more than five years when 
she realized that their relationship was in a very bad place. Whenever 
they partnered together on projects, there was tension and friction, 
so much so that their work product was impacted and their manager 
was frustrated. “Why can’t you two get along?” he challenged them 
both. In her mind, the answer was obvious: Mike’s defensive when he 
gets feedback, he’s stubborn and unwilling to listen to other people’s 
ideas, and he’s volatile with his emotions. As soon as she rolled out 
that list of excuses in her mind, she had a thought: I wonder what 
Mike would say about me? She spent time considering her style from 
Mike’s point of view, and it didn’t take her too long to realize that 
there were things she did to aggravate him, which further damaged 
their relationship.

For one, when she gave him feedback, she did so directly, without 
much tact. It’s no wonder he doesn’t take it well, she thought. She 
also realized that she could be stubborn with her ideas too, and she 
reasoned that this could be infuriating to others. 

After this period of reflection, she made a conscious effort to focus 
on delivering thoughtful, helpful feedback and listening more to 

others’ viewpoints before stating hers. These small adjustments in her 
approach to Mike transformed their relationship, which genuinely 
surprised her. “I never knew that such small actions on my part could 
have such a positive impact. Before I took some time to reconsider 
my approach, no one in our firm wanted to work on a project with 
Mike and me because we were so alienating to others. Now people 
are actually asking to partner up with us.”

And that’s the type of impact cognitive flexibility can have.
The first step in solving people problems is recognizing that you 

don’t have to stay on the well-worn path you’re used to, getting the 
(unsatisfactory) results you’ve always gotten. You can Spark by pur-
posely choosing to change your approach.

A key second step is demonstrating cognitive discipline: the ability 
to inhibit an instinctual or habitual reaction and substitute a more 
effective, less obvious response instead — a Spark response.

Here’s how it works. Imagine that you’re co-presenting at a meeting, 
and your colleague throws you under the bus. Internally, you’re 
hopping mad because you think the failure is on him: he was never 
clear on what he wanted, he never provided you with the data you 
needed, and he shouldn’t be blaming you— he should be blaming 
himself. So what do you do in the moment when your instincts are 
telling you to fight, take flight, or freeze? Well, this is one of those 
instances when you need to avoid acting on your instincts. Instead, 
as Sean would tell you, you’ve got to “stop and wind the clock.”

When he was learning how to fly a jet, Sean was taught that an 
instinctual response to an in-flight emergency would make him panic 
or act erratically, creating a dangerous situation for himself and his 
crew.  Instead of reacting immediately to an emergency, he was first 
told to say to himself, Stop and wind the clock.

This was a metaphor for slowing down his thinking to respond 
calculatedly and intentionally to the situation, like accessing a mental 
checklist or starting to work through proper procedures. “Stop and 
wind the clock” is essentially the pilot’s version of what we learned in 
elementary school when we were guided to “stop, drop, and roll” if 
our clothes were ever to catch on fire. So the next time you feel like 
you’re about to act on your instincts, remember to first “stop and 
wind the clock” before you do. That can buy you the time necessary 
to exercise cognitive discipline and be the Spark you need to be by 
acting responsibly. Rather than allowing your emotions and instincts 
to determine your behavior, you’ll be consciously choosing to engage 
your brain and its impressive problem-solving capabilities. LE

Leaders Challenge Their Instincts
Stop and wind the clock

By Angie Morgan, Courtney Lynch and Sean 
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By Ilene Marcus 

Moving your agenda forward

5 Signs Your Team Is Annoying You

Reactions speak louder than words.  Much louder.  They reveal 
your physical and mental state.  Your body language and choice of 
words are factual representations of your feelings.   If you are down-
right angry, that’s a clear sign.  If you are excited, another clear sign.  
What happens when you are annoyed?  The state of annoyance is a 
complicated emotional response, that distracts you from your con-
scious thinking. If you are distracted, your team knows it. Distraction 
is what makes annoying a danger zone. It’s a subtle emotion, that 
sneaks up on you.  It sucks your time and energy. Anger and excite-
ment often galvanize you to action. Annoyance keeps you in a time 
loop, missing opportunities to move your agenda (and the business 
proposition) forward.  

Learn to recognize the signs of annoyance in the workplace. Detect 
the circumstances that breed your annoyance. Chances are if you 
are experiencing workplace malaise, annoyance may just be the root 
cause that you are overlooking. Your reactions to individuals, roll-up 
to impact how your team responds to you. These subtle, yet real 
indications provide a guide:  

Your ideas are not evolving. The vision and the context are set 
by you. Your team accepts it. They don’t build on it, tweak it, they 
just accept. Good start, but not the true gold we are looking for in a 
benchmarked workplace.We want each member of our team, actually 
we expect each member of our senior team to intuitively hook into 
our ideas and run it through their process to make it better and even 
more relevant. Don’t get me wrong, your team is performing, just 
not in a pattern that elevates the work.  

Team meetings are productive but excruciating. Your team is com-
petent and hitting most of your key performance indicators (KPIs), 
but as top dog you know something is missing. You feel it.  It’s like 
hitting the snooze button, over and over again. Just one more time 
and this will be easier. Alas, its not. Getting updates and generating 
ideas takes longer than it should. Assigning timelines and responsibility 
seems like reinventing the wheel. If your team is not acting cohesively 
and is slow to decisions and actions, how can you not be annoyed? 
And there it starts, the time loop and you are losing the battle.

You’re babysitting your direct reports. When everything keeps 
rolling back to you, there’s a problem. Especially when your staff 
is competent - why do they need constant approval, direction and 
stroking?  Well my friend, you have built them that way. Something 
in your approach, in your behavior, has signaled to them that you will 
be annoyed and there will be repercussions if they don’t check in with 
you. And check in they do. And then check out you do.

1-on-1 meetings are eating up your calendar. Several “strategy 
sessions” are needed after team meetings to make sure priorities are 
on track and the information is transmitted down the line.  Each of 
your team members hears what they want to hear. Your day is spent 
rehashing the outcomes and next steps with your direct reports to 
ensure they heard what you wanted them to hear. You spend your 
time viewing it through their lens and make sure they are tracking 
your agenda. We all know that a key job of the leader is to permeate 
the message throughout the organization.  Having to do it one, on 
one, on one, is time consuming.  How painful is that?

 The team agenda is eclipsing your priorities. As leaders and managers, 
we know that each idea, each project has a million moving parts that 
will make or break it.  How your team coalesces, takes ownership, and 
moves each project forward is how you will dominate your business. 
Steve Jobs said, “there is a tremendous amount of craftsmanship in-
between a great idea and a great project.”  Letting your team hijack 
that process and move your agenda a little further behind, will irritate 
you to no end.

Now What?
Start with a team analysis (based on the five indicators) and drill 

down to the individual relationships that may be at the epicenter.  Do 
an internal honest inventory of how you are reacting to individual 
team members.  Pay close attention to the time drain and make sure 
it doesn’t multiply. LE

FEAtURE

ilene Marcus, MSW, MPA, is founder of Aligned Workplace, and author 
of MANAGiNG ANNoYiNG PEoPLE:  7 Proven Tactics To Maximize 
Team Performance.  
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i once wrote an article for the Human Talent Network called i 
Wish i Could but i Can’t on how women often hold themselves back 
from taking the top jobs in large companies.  I stated reasons like these:

1. They just don’t see themselves in the top seat. 
2. They acquiesce easier than men do. 
3. Women are more collaborative and not as internally driven to 

get the keys to the kingdom.
4. Women sometimes back off of pursuing top jobs because the 

cost to family life is too great 
5. They do not always choose to go after the top job because the 

competition can be fierce and many just opt out.
I still believe all of that, because I see it every day in my work with 

high level leaders both men and women in the large publicly-traded 
and private companies. However, something happened recently that 
caused me to hold a competing belief and that is that gender discrimi-
nation is a bigger part of the equation than I realized.  Let me explain.

First, let’s look at the math as it stands today:  
•	 According to the US Department of Labor, women make up 

approximately 47% of the US workforce, a number which is projected 
to remain steady through 2020.
•	 According to Fortune.com, in 2016 only 4.2% of the Fortune 

500 CEOs are women (June 6, 2016)
•	 According to Catalyst, Women hold 10.6% of th 6,081 board 

seats for the Fortune 500.
•	 In their Harvard Business Review article, Are Women Better 

Leaders than Men? Jack Zenger and Joseph Folkman researched over 
7000 leaders and the research determined that “…at every level, more 
women were rated by their peers, their bosses, their direct reports, 
and their other associates as better overall leaders than their male 
counterparts — and the higher the level, the wider that gap grows.” 
(March 2012)
•	 According to Catalyst, “Fortune 500 companies with the highest 

Unintentional Gender Bias At 
The Top-of-the-House
What’s the solution?
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representation of women board directors attain significantly higher 
financial performance, on average, than those with the lowest repre-
sentation of women board directors (Catalyst, The Bottom Line report).

Clearly there is an argument for needing more women at the top of 
the house.  So here’s what happened that caused me to think about 
gender discrimination having more to do with the numbers than 
previously thought.  I attended a new program in Harvard’s Execu-
tive Education curriculum for Women on Boards.  This is designed 
to help women prepare for major board seats.  There were 67 women 
who attended from 17 countries.  These were not average women.  
They were powerful leaders who ran large businesses, and business 
units as well as prestigious media and global political positions.   All 
of these women were there to advance their ability to be on boards.  
Every day we had long days of class, followed by the evening group 
meal and then a speaker.  Once complete, we had “free time” to read 
an about 90 pages of case studies which we would dive into in-depth 
the following day.  Free time was also sleep time, but who needs sleep 
when you’re trying to learn something.  Harvard brought in recruit-
ers, business leaders and faculty to help the class participants in their 
journey.  Who could ask for more?  The program was excellent, but 
one thing became very clear as the week progressed, the people who 
are choosing the candidates for the open board seats believe that there 
are not enough qualified women in the marketplace for the open posi-
tions.  They say that “they can’t find good candidates.”  As I heard 
this multiple times during our week together, I would look around 
the room and think “how can this be?”  

In my work, I often work with boards to ensure that their CEO 
and C-Suite are well prepared in the area of leadership, and leadership 
is what I care about, not whether the leader is a man or a woman.  
In fact, I’ve never rallied around women’s issues, because I primarily 
work with men, but this issue was catching my attention.  How is it 
that there are so many clearly qualified women and yet the percep-
tion is that there aren’t enough?  I know what the bios of the board 
members look like and these women are qualified in both experience 
and credentials.  It can’t be that they are hard to get along with, 
because we had 67 women in-residence working in big and small 
groups for 5 days, and we didn’t have any problem getting along.  It 
isn’t that they are not strong critical thinkers or articulate, because 
these women were both.  It isn’t that they don’t have the education, 
because many had Ivy League degrees.  

I’ve thought about it a lot since the class. What is it that is causing 
the misconception?  I think perhaps, maybe, possibly, it’s this.  When 
the recruiter or board nominating committee starts looking, one of 
their criteria is that the board member has been the CEO of another 
publicly traded company. Which means that being the CEO is, by 
design, what qualifies a person to be on a publicly traded board.  And 
if we look at the Fortune 500, since only 4.2% of those jobs are held 
by women, we have a math problem. That would explain the idea that 
there are not enough “qualified” women for those seats.  

I can’t think of any board member or recruiter that I’ve ever spoken 
with who would say out loud or possibly even believe that you have 
to have been a CEO to add value to a board, but none-the-less this 
concept is creating a catch 22.  Women are having trouble making it 
to the CEO job and that is impacting their ability to get on boards.  
So, what’s the solution?

Up until this point, I had spent very little time thinking about poli-

cies where organizations or governments are required to hire a certain 
percentage of a disadvantaged or under represented people groups, 
but the fact that women are so clearly underrepresented in the most 
senior leadership and governance positions of large companies gave me 
pause.  The more I thought about it, the more I settled into the belief 
that we may need a little help on this one.  After all, we have been 
unable to overcome the gender equality leadership discrepancies on 
our own in spite of the fact that many individuals and organizations 
have been trying to make an impact for years.  And, in fact, it may be 
that a quota will be necessary in order to achieve the needed balance.

However, there is hopefully a better option.  During one of our 
large-group discussions in the class someone from the United Kingdom 
mentioned that she was a member of the 30% club? I did a little re-
search during my 5 free minutes back in my room that evening and 
found out that the 30% Club originally launched in the UK in 2010 
with a goal of achieving a minimum of 30% women on FTSE-100 
boards.  It has since launched in the US in June 2014 with a goal of 
having 30% female directors on S&P 100 boards by 2020.  There are 
some heavy hitters in the corporate world joining this club in order to 
advance the issue.  Personally, I’m not advocating for the 30% club 
as an entity although it sounds promising, but I am advocating for 
the concept of individual leaders and corporate powerhouses joining 
forces to voluntarily get 30% female representation on boards and 
also in management. If leaders will opt-in to the idea and put some 
tangible goals and actions in place for their organizations and other 
where they have influence, the issue can be and should be resolved 
without the need for policy change. However, if leaders are unwilling 
or unable to advance the state of women’s equality in leadership then 
we do need the government to get involved and help advance the cause.  

I still believe that women must personally do more to advance the 
state of equality by overcoming the reasons they often hold themselves 
back, but the issue is more complicated than I realized.  I believe it is 
more complicated than many of those making the choices realize as 
well because the leaders and board members I work with are not in 
any intentional or overt way trying to hold women back.  Compli-
cated issues often require a multi-tiered strategy and that is the case 
for women’s equality in leadership. We are going to need to approach 
this from two, maybe three angles.

1. Women must do more to advance the state of the industries
2. Board members and influential leaders must take a stand and 

begin to insist on a better representation of women in leadership 
positions

3. If we can’t get there on our own in a relatively short period of 
time, government needs to step in and help us bridge the gap. 

After all, with the research indicating that having more women in 
leadership improves the performance of the company, it would be 
irresponsible governance if we don’t address the issue head on. LE

Unintentional Gender Bias At The Top-of-the-House
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Published reports by the IMF, World Bank, OECD and other 
reputable institutions have consistently found that the global economy 
is in the midst of a decade long slow growth environment which is 
characterized by an imminent productivity growth crisis. Regrettably 
the growth outlook for 2017 shows a continuation of this trend glob-
ally. The looming labor shortage and skill deficiencies in emerging 
Asia Pacific markets such as Singapore will add further challenges to 
economic prospect in this region. However a projected stabilization 
in energy and commodity prices may provide a breather for resource 
rich countries. 

Businesses have to prepare for more disruptions from geopolitical 
tensions, policy uncertainty, financial market volatility, and rapid 
changes in technology, but they also need to stay focused on leveraging 
the qualitative sources of growth with investment in technology and 
business productivity even in turbulent times. However, to certain 
extent, the feeling of certainty and consensus is evolving in parallel 
with the sense of rapidly growing complexity of the global business 
environment and the sustainability field. As the global affairs and 
sustainability agendas become increasingly interconnected, a growing 
array of issues – from falling oil prices, terrorist threats and geopolitical 
instability (in the South China Seas) to rising inequality, enduring 
corruption and the migrant crisis (to a lesser extent) – pose increasing 
risks for business and sustainability alike, underscoring the need for 
more collaboration and systemic responses from both the governments 
and businesses alike globally.

recommendation on Meeting the Leadership Challenges 
There would be a need to further develop the relevant leadership 

competencies and skills to deal with this brave new world which is 
increasingly more volatile uncertain, complex and ambiguous (VUCA). 
For few it is probably a case of learning how to put them into practice 
in a new context. So as we move into 2017, let’s take a look at what 
we need to do differently or enhancing our existing leadership and 
talent management practices:

self-Leadership development: It is evident that conventional 
leadership development practices are no longer adequate. You will need 
to develop the Next-gen leadership competencies including cognitive 
readiness skills set such as metacognition (monitoring and managing 
your emotional and mental processes), sensemaking (connecting the 
dots), attentional control (mindfulness) amongst others; in order to 
meet the challenges in leading your team and organization to success. 

These broader leadership skillset will equip you to think and act 
globally in a VUCA business environment. You must do so while 
embracing cross-cultural diversity and cultivating collaborative rela-
tionships within and outside your industry. These are the hallmarks 
of the mindset needed to develop effective global leaders to compete 
successfully in the new world.

Putting Employees First Before Customer and Profits:  Steady, 
long-term competitiveness requires an organization to be committed 
to putting employees first and developing quality training programs 
that are linked to its strategic objectives. Without a true commitment 
to the employees at all levels throughout an organization, the journey 
to enhance organizational performance will be an elusive adventure. 
Quality employees equate to organizational success. Unqualified and 
poorly trained employees equate to organizational failure.

An organization’s employees have always made the difference 
between a truly successful organization and a mediocre entity, but it’s 
amazing how often managers overlook or discount this fundamental 

recipe for economic survival. Organizations with cultures that focus 
on their people and that invest in their future will in the long-run, 
be more competitive than cultures that view employees as mere costs 
to be reduced in times of trouble. This is the premise of the “Results-
based Leadership” operating philosophy.

Create a Corporate Coaching Culture:  Introducing coaching 
competencies into an organization is a very powerful strategy to create 
an adaptive workplace culture committed to the ongoing process of 
development and learning. Companies that have developed a coaching 
culture report significantly reduced staff turnover, increased produc-
tivity, greater happiness and satisfaction at work.

Leaders, who coach their teams through change, rather than issuing 
directives, encourage employees to take control of their workload and 
targets. This helps create advocates of change who feel that they have a 
say in the direction of the organization, particularly important when 
they might be feeling out of control of their future when operating 
in a VUCA world. Ultimately, research has consistently shown that 
developing a coaching culture helps organizations achieve their strategic 
objectives as well as enhance their business outcomes.  

developing towards a High Performance organization (HPo): 
This new and different environment is challenging leaders to find new 
ways to lead their organizations and achieve sustained success.The 
recommended business and leadership practices stated earlier could be 
viewed as drivers for development of high-performance organizations 
(HPO). To succeed in this new world, focusing on the development 
of organizational and people capabilities that drive financial and op-
erational performance will enable companies to execute their strategy 
more effectively towards achieving sustainable organizational results 
(See Figure 1). This would enable leaders to navigate unfamiliar, chal-
lenging times, a quickening pace of change, increasing expectations, 
and a rising tide of rapidly-evolving conditions. LE

Figure 1: Framework for development of High Performance 
organization (HPo)

Leading For Success In 2017
Be prepared for a greater VUCA world

By Sattar Bawany 
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By Dan Pontefract  

4 key actions leaders can take to shift the organization’s purpose

Purpose Is Not A Cause. Just Ask 
Salesforce

Purpose is not a cause, it is a way of operating. Arguably it 
must become the way an organization operates. Although there are 
some ‘social good’ aspects of demonstrating a higher organizational 
purpose, it does not manifest simply through annual corporate social 
responsibility documents. 

Purpose is more than a cause. It is a wholesome way of being for 
the organization. 

As I argue in my book, The Purpose Effect, purpose is truly the secret 
sauce between financial success, business longevity and ‘doing good’ 
in society. It even aids employee engagement. 

When global giant Unilever, for example, shifted course in 2009 and 
decided to put purpose on par with the need for good profits through 
its ambitious Sustainable Living Plan, its employee engagement rose 
from the low 50s to the high 80s. But the company also witnessed its 
market capitalization rise from €63 billion to over €100 billion while 
its earnings per share grew from 1.16 to almost 2.00. 

Purpose ought to become the reason a business is in business. 
Here’s why: 

If an organization exhibits a high degree of purpose in its mission 
and objectives — taking a stand to benefit society — there is a good 
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possibility that employees will more easily demonstrate purpose in their 
roles at work, become engaged, while adding to their own personal 
sense of purpose in life as well. It is no coincidence that the organi-
zation, society and the employee greatly benefits when this occurs. 

Another company that understands the purpose formula is Salesforce. 
“When we started the company, we actually built giving back into 

the start-up process. We said from the very beginning we are going 
to create a company based on three things. Number one, software 
delivered over the Internet — basically unheard of in 1999. Number 
two, a new business model, which was buy software on a subscrip-
tion basis — again, unheard of at that time. The third was a new 
philanthropic model — which is to bake it into your company as 
you begin your start-up process. I started when the company was 50 
people big and we’re now 20,000 employees globally. I think what 
we’ve learned is that it creates a great company of high performers.” 

These were the words of Suzanne DiBianca, the Chief Philanthropy 
Officer and EVP of Corporate Relations at Salesforce, a company that 
has very high employee engagement, revenues exceeding $6 billion, and 
the #2 spot on Forbes’ “The World’s Most Innovative Companies” list. 

Defining a higher sense of purpose at Salesforce was very important 
to Marc Benioff, founder, Chairman and CEO of Salesforce. 

Purpose is something that allows Salesforce to function as a leader 
in the CRM space, but also in society on the whole. “Companies can 
do more than just make money, they can serve others,” says Benioff. 
“The business of business,” he continues, “is improving the state of 
the world.” 

Salesforce solidified its organizational purpose by instituting what 
it refers to as the “1-1-1 Model.” The model utilizes Salesforce’s tech-
nology, people, and resources to help improve communities around 
the world. The model breaks down as follows: 
•	 1% of Salesforce’s equity is set aside to deliver grants in the 

communities where Salesforce employees live and work; 
•	 1% of Salesforce’s product is donated to non-profits and edu-

cational institutions; 
•	 1% of Salesforce employees’ time is donated to communities 

around the world. 
“We do it,” said DiBianca, “because we want to build a great 

company that serves all stakeholders, not just shareholders.”
An organization — as Salesforce and Unilever demonstrate — 

ought to be in business to serve society, not solely those looking for 
economic rents. That is why purpose is more than a cause. It should 
become the way to operate a business. As management expert and 
author Charles Handy once wrote, “Let us be clear, profits — and 
good profits — are always essential, and not just in business. But the 
myth dies hard, the myth that profit is the purpose.” 

When I asked how Salesforce employees demonstrate a sense of 
purpose in their roles — for their organization and society at large 
— DiBianca beamed, almost anticipating the question. 

“You have no idea how deeply embedded it is,” she began. “Recently, 
for example, I ran into a tour of 4th graders. A group in our finance 
team brought them in as part of the ‘Circles to Schools’ program. 
It was not a corporate initiative, just an example of a team coming 
together, rallying to support the community.” 

When a new employee joins Salesforce, the 1-1-1 Model is the 
highlight of orientation. Once they receive their computer, company 
messages, and so on, Salesforce sends the new cohort of recruits into 

the community. On an employee’s very first day, they go out and 
spend time doing something useful as a volunteer. It is an example of 
the company’s intent to walk the talk of its higher purpose. 

I believe that the enactment of purpose results in a higher calling 
for both individuals and the organization. There are four key actions 
leaders could take to shift the organization’s purpose: 

1. Serve all stakeholders, not simply profit seekers or shareholders. 
When an organization redefines who it ought to be serving (customers, 
employees, community and society) the profit seeker or shareholder 
will be rewarded as an outcome of its higher purpose. 

2. Pledge a percentage of employee volunteer time, company profits 
and in-kind services and/or products to the community, one of your 
newly established stakeholders. As Salesforce demonstrates, when 
specific resources are dedicated to the community, all stakeholders 
end up benefitting. 

3. Craft a transition plan. Shifting the culture and operating prac-
tices of an organization does not occur at the flick of a switch. The 
organization must be prepared to change many processes and existing 
habits, thus a proper and long-term transition plan is needed. 

4. Write an organizational declaration of purpose. All team members 
— indeed all stakeholders — will benefit from a guiding statement 
that helps to define its stakeholders and “why” it is in business in the 
first place. This one or two-line statement becomes the new “North 
Star” of the organization. 

When purpose becomes an organization’s DNA, purpose is no 
longer a cause, it simply becomes the way it has always done things. 
It’s the organization’s higher calling. It’s also the right thing to do. LE

Purpose Is Not A Cause. Just Ask Salesforce
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do you drive your car, listen to the radio, and visit with friends all 
at the same time? Do you remember what you had for lunch yesterday? 
We do most of what we do on autopilot. The upshot of this tendency 
is that, despite the lip service paid to the power of experiences, we 
actually experience very little. It’s our nature to be mindless, and 
that’s okay if we limit our mindless habits to things such as driving 
and listening to the radio or eating lunch, but they are not. Many of 
us who are leaders lead as mindlessly as we eat lunch.

We are prone to forming mindsets (beliefs and assumptions about 
what is correct), and once they are formed, we apply them without 
much thought. Many of our beliefs, such as the nature of people and 
relationships, are formed very early in life; most have been formed by 
the age of eight. Unfortunately, these mindsets change very little as 
we age unless we consciously challenge them. Instead, we turn them 
into rules and create assertions of truth that make our lives easier. 

We are prone to creating mental or actual checklists in an effort 

Leadership Lessons
Being a mindful leader

By Tom DeCotiis
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to ensure that important things get done and in the right order, but 
it doesn’t always work out as we intend. In 1982, an Air Florida 
flight crashed in Washington, D.C. killing 74 people. The pilots 
were competent and experienced, but unaccustomed to cold-weather 
flying. As they went through their routine checks before takeoff, the 
co-pilot read the list as the pilot affirmed the proper settings. One 
of these settings was for the anti-icing system. The co-pilot followed 
his routine saying: “Anti-icer off.” The pilot checked the control and 
verbally affirmed that the anti-icers were, indeed, off. Neither paid 
attention to the fact that they weren’t in Florida and that it was icy 
outside. They finished their checklist, took off, and promptly crashed 
into the Potomac River. The preflight checklist was designed to avoid 
the avoidable, but it didn’t. That’s because the pilots went through 
their routine without awareness that the context (weather) for the 
checklist had changed. What was right in one context (warm weather) 
was dead wrong in another (icy conditions).

We all have our checklists (mindsets) that enable us to do things 
automatically. In a very literal sense, our leadership mindsets enable 
us to short-cut our thinking. However, it’s equally true that our mind-
sets enable thoughtless mistakes and preclude personal growth. This 
condition is called mindlessness and, for good or bad, it determines 
how we think and behave as well as what we achieve.
A Path to Mindfulness

Perception is reality. Whether in the past, present, or future tense, 
“What are you thinking?” is a good question. Clearly answering it 
is a critical input to effective leadership and growth. Nonetheless, 
instead of challenging our perceptions and mindsets, we usually do 
what we have always done: apply our “checklist” or rules without 
thinking about whether it is the right checklist to use.  In the face of 
contradiction, we double down and redefine the situation to fit our 
mindset. We simply do not like uncertainty or having to reconsider 
something that we think we have already figured out. To avoid the 
traps of habit and to become a mindful leader, you have to develop 
three skills:

1. Creating new categories of meaning
2. Being open to information
3. Being aware of other perspectives
A shower is just a place to get clean is a single category of meaning 

until you think of others: A shower is also a back massager, a dog bath, 
a place to water house plants, and a personal singing venue. Mindful 
leaders create new ways to understand old things and, thereby, new 
solutions to old problems. If you work in the restaurant business or 
some other service industry, what does being understaffed or having 
high employee turnover mean? One category of meaning blames the 
employee – people don’t want to work hard anymore. Another category 
puts the blame on the employer – we are not a good enough place to 
work. Neither of these categories is right or wrong. They are alterna-
tive ways of giving meaning to the facts, and the meaning you assign 
determines the actions you will take. Nothing, except our imagination 
prevents us from creating new, and possibly, more useful categories of 
meaning for the same old things we routinely encounter in our lives as 
leaders. Ask yourself: “Is there a better way to understand the facts?”

To answer that question requires that you be open to the existing 
facts as well as new facts. In the above example, suppose your mindset 
was people don’t want to work hard anymore and you had information 
from a recent employee survey that indicated that a majority of your 

employees are unhappy with their shifts, don’t feel supported by man-
agement, and intend to quit. Which category of meaning would you 
apply? Believe it or not, many managers would stick with their initial 
mindset and create another mindset that supports it such as employee 
surveys only capture the complainers. Being open to challenging facts 
is a hallmark of the mindful leader. Mindful leaders do not dismiss 
information simply because it does not conform to their mindsets.

Perspective matters because perception matters. We are all prod-
ucts of our context. Your context as a leader is very different from 
the context of your followers, and there is no good reason why your 
context is any more valid than theirs. Your need is for employees to be 
on time, work hard, and take care of customers. Employees (another 
context) want a remarkable place to work. Why is your context any 
more important than theirs? Your mindset determines how you 
respond to their perspective. If your mindset is people don’t want to 
work hard anymore you will respond one way. If, on the other hand, 
it is we have to be a good place to work you will respond in another 
way. It is this awareness and acceptance of other perspectives that 
enables the mindful leader to solve problems that serve apparently 
competitive perspectives.
Getting to Mindfulness

I think of excellence as a path rather than a destination (a mindset). 
In terms of my mindset, being on the path – constant improvement 
and achievement – is more important than its result. Mindfulness is 
a tool of those on the excellence path. It helps you to more easily see 
your destination, test your progress, and make course changes when 
needed. Mindfulness is a skill, and like all other skills it improves only 
with practice. It is mindful practice rather than mindless repetition 
that enables leader growth. 

“Leader” is a category of meaning that gives you an identity, rules 
of action, and interpretations of the how and why things happen as 
they do. Whether you are leading yourself or leading an enterprise, 
you have only two ways to lead: words and actions. Hence, the cliché 
“walk the talk.” Mindfulness adds the dimension of thought and in-
tention to your words and actions. Mindfulness is the fuel of personal 
and enterprise success and a purpose-driven life. It is for these reasons 
that mindfulness should be the first course taught in any leadership 
development program. LE
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Everyone complains now and then but continuous harping is a 
sign of disempowerment. Constant disruption turns your open-door 
into a revolving door, compromises your focus and reduces your leader-
ship effectiveness. Other than habit, people complain for two reasons: 
either they don’t know what they want, or they want something they 
think they can’t have.  It’s easy to get into distracted, non-focused 
conversations when you don’t know what to say, or when you are 
in the habit of immediately relieving emotional pain so you can get 
back to work. First let’s look at what not to do, then let’s look at the 
coaching technique you can use to turn complainers into empowered 
productive employees. 
What Not To do

When an employee comes to you complaining reject the tendency 
to fix their problem immediately. This creates dependency on you 
instead of initiative from the employee. Do not take on their issue and 
put your focus on something they can solve. Do not get distracted into 
games of Ping Pong, where you get entwined into a circular conversa-
tion about who is to blame, what happened last year, or why life isn’t 

fair. Keep your focus on helping your employee figure out what they 
want, what their choices are and what they need to be willing to do. 
Coaching to Empowerment Questions

1. What do you want?
2. What are your choices?
3. Are you willing…?
When someone complains the first thing you must do is listen and 

acknowledge their reality. By reality I mean their emotional reality. 
Example: “Stephanie, I hear you. It sounds like you are frustrated by 
the new system.”  When people feel heard they usually are open to 
being coached. If you miss this important foundation (listening and 
acknowledging) you will get caught in a non-productive conversation, 
which only means that Stephanie is trying to make sure you “get it.” 
Once Stephanie knows you understand, then you can ask the most 
important question: What do you want?
What do You Want?

“So Stephanie. I know you are frustrated. In your perfect world, 
what do you want?”  Wait for it…wait for it. Chances are, you will 

Coaching To Empowerment
How to move employees forward

By Marlene Chism
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get a distraction or a barrier. Stephanie will talk about why it’s not 
fair, why what she wants is impossible, and how she is not going to 
put up with it, and so on. You have to maintain your presence and 
go back to the original question. It sounds something like this. “Yes, 
Stephanie, I know how you feel. The question is, what do you want?”  
Get comfortable with the pregnant pause. Real leadership is about 
focused energy. Keep your focus and listen.
Beware of distractions 

Quick answers are usually distractions and not the core issue.  Your 
employee may say, “I just want Michael to be fired.” Or, she may say, 
“I don’t know what I want.” Or she may say, “I just wanted to vent.” 
If your employee says, “I just wanted to vent,” you simply respond 
with “OK.” This is proof that you listened and he or she felt heard. 
Here is where you go with the other two statements. 

“i just want Michael to be fired.”
This is a distraction to blame someone else. Your employee probably 

wants something else and thinks that Michael being fired is the “How” 
to get to the end result. Don’t get triggered to talk about Michael. 
Dig a bit deeper to find out what the real issue is. 

Leader: What would that give you that you don’t have right now? 
Employee: I would feel that I have more support from a different 
team member.

Leader: So, you want better teamwork is what I’m hearing.
Usually if you get to the core issue you can take the conversation 

forward. You can help Stephanie work together with Michael, or 
you can initiate a team conversation. The point here is that if what 
the employee wants is unrealistic, don’t resist, but do keep digging. 

“i don’t know what i want.”
This statement may be factual.  One of the reasons employees 

complain is because they don’t know what they want. However, until 
they describe or declare what they want, you can’t really help them.  
Use patience to make them responsible for their own desires. 

Leader: If you did know what you want what would it be? 
Employee: I still don’t know.

Leader: Then come back tomorrow at two and give me some di-
rection. I can’t help you until you are able to name what you want. 

Once the employee has articulated what he or she wants, the next 
question is what are your choices?
What Are Your Choices?

The first part of responsibility is the recognition of choice. When 
you help your employee recognize choices, they are back in power 
to make an informed decision. Suppose your employee says, “I want 
to become a director.”  Your next question is “What choices do you 
see to help you get there?” Avoid the tendency to give away all the 
answers even if you know what it would take. Your job is to see if the 
employee can take ownership of the choices available. 

If your employee says, “I have no choices,” then you know he is 
not taking responsibility. Most of the time, an employee will start 
to explore choices. The choice may be to get another certification, 
work a different shift, take a mentoring opportunity or even a pay 
cut while learning new skills. The bottom line here is that when you 
help the employee look at all the choices, the only thing left to do 
is to determine his or her level of willingness to do what is required. 
Are You Willing?

In both Stop Workplace Drama, and No-Drama Leadership I 
introduced a concept called The Fulcrum Point of Change. The idea 

is that there is a mindset or an energetic pattern that emerges right 
before personal change or transformation takes place. That mindset 
is willingness. Nothing happens until someone is willing. When your 
employee sees the choices available your coaching is geared toward his 
or her level of willingness. This is the area where you find resistance 
and barriers, usually starting with the word, “but.”  

But it might be difficult.
But I might be embarrassed if I don’t get the job. 
But it might be expensive.
This is where many otherwise good leaders get impatient and give 

up. Yet you are right at the fulcrum point and this is where coaching 
masters gain traction. There are two skills. The first skill is to ask the 
employee to face and overcome the barrier. The second skill is to help 
the employee minimize the barrier. 

Here is a table to show the difference.

Resistance Face the 
Barrier

Minimize the 
Barrier

But it might be 
difficult. 

Yes, it will be 
difficult. Are 
you willing to 
do it anyway?

If I could help 
you make it less 
difficult would you 
be willing?

But I might be 
embarrassed if 
I don’t get the 
job. 

Yes, you might 
be. Are you 
willing to risk 
embarrassment 
to go for it? 

If I could reduce 
the risk of 
embarrassment, 
would you be 
willing to go for it?

But it might be 
expensive.

Yes it is. Are 
you willing 
to invest in 
yourself? 

If we can make 
it easier to afford 
would you be 
willing to invest in 
yourself?

Coaching techniques always look easy on paper, and in workshops 
everyone knows the correct answer. However if you want to create a 
culture of empowered responsible employees, coaching to empower-
ment is a critical skill worth the investment in learning.  It just depends 
upon what you want, what choices you have to practice and whether or 
not you are willing to do what is required to master the techniques. LE 

Coaching To Empowerment
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What steps should you as a manager/director take to create a 
winning team?  If you currently have a solid team that is hitting their 
targeted goals, how do you keep the momentum going throughout the 
year? Do you have one associate that is affecting the team’s productiv-
ity? These are just a few of the challenges we are faced with as leaders 
as we strive to succeed in this competitive and rewarding decade.

What attributes make a successful team that works cohesively toward 
a common goal?  It starts with the interview process and continues 
with leading by example and with integrity. 

Communication to all team members is imperative either through 
celebrating success or identifying challenges that will potentially affect 
the team’s production.  As a manager, it is important to interview an 
applicant not only for their experience and character, but how they 
will work within the existing team. Is their ego so strong that they 
will try to manipulate associates and be a cog in the wheel?  If you 
have narrowed down the candidates to the top 2 or 3, I recommend 
adding this aspect to the second interview and suggest having the 
applicant meet a few team members to obtain their feedback. Their 
insight is often beneficial and will enable you to determine who will 
be the best asset to the existing team.

With regards to communication, I always conduct a pre-shift meeting 
or a morning standup. This daily meeting should not last more than 
a 15-20 minute duration and be a time to discuss highlights of the 
previous day or specific events or assignments for the current day 
that may affect the entire team.  Conduct one-on-one meetings in a 
private location with each manager periodically. In this session, use 
a set agenda to review quarterly action plans; sales call and revenue 
goals. This process is a useful method to keep associates on track and 
hold them accountable.  

Continuous team training on a weekly or monthly basis with brief 
sessions conducted in the aforementioned pre-shift meetings is also 
highly recommended.  I have found it beneficial to reference authors 
with expertise on a particular subject and incorporate that into the 
training session. Role playing has proven to be a successful method 
during the learning experience, whether they volunteer or the manager 
hand selects the participants.  Another method I have used is to assign 
associates to conduct the training session for future dates and guide 
them in the process with topic selection and a basic outline, if needed.

If you inherit a team and find through your observations there is a 
team member that is pulling the group down or causing a distraction, 
I recommend discussing situation with this team member. You will 
gain more from the direct encounter with the individual initially and 
it will add clarity to the team member of your vision and the team’s 
direction. Create a recap of the conversation on a document to establish 
the time line of the first interaction. If further challenges arise with 
this individual the written documentation in a chronological order 
will add justification if disciplinary action is required. We could go 
into another dissertation on removing an associate that has a negative 
perspective on the employer or the management style, but the focus 
here is developing a winning team.

Celebrate success but be cognizant of each team member’s comfort 
level with being recognized in front of the group with praise. Most 
associates appreciate the positive re-enforcement in front of their peers. 
However, there are individuals that prefer private settings for accolades. 
It is important to know the associates’ desired form of recognition.  I 
recommend adding a little levity to the sales agenda each week with 
quizzes on local topics, the competition, and historical data about 
the region or the industry. Offer fun prizes to the team to add to the 
enthusiasm. This should be done periodically without losing focus 
on the critical goals and challenges faced by the team.

In summation, if you as a director lead by example with your actions 
you will have a profound effect on the entire team. This character 
trait applies to achieving your goals and guiding your associates with 
coaching and mentoring. The leader should also set the bar by being 
punctual to all appointments, setting meeting agendas, leading with 
integrity and striving to motivate the entire team to surpass their 
individual career goals. Encourage the team to also kept focus on 
achieving their personal goals each year to enhance their confidence 
levels which will have a positive impact on each associate’s career 
performance. LE

Do You Have A Winning Team?
Tips to keep the momentum going throughout the year
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