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Introduction
Who is this book for?
If you answer “yes” to all of these:
 Are you in a leadership position?
 Do you want to sharpen your leadership skills?
 Do you prefer a Readers Digest, to dull, technical book?
This book is for you.



Who should probably back away from this
book?
If you answer “yes” to any one of these:
 Are you too busy to engage with your employees.
 Do you believe that your team members couldn’t do their
jobs without your problem-solving skills?
 Are most of your people are idiots and you the only
reason things get done?
This book is not for you!



This is NOT a reference book.
Leadership Competencies –
A Brain-Friendly Guide is a designed for
learning, not an encyclopedia of facts and
mumbo jumbo. .

As I shared with you in Leadership – A Brain-Friendly Guide,
there is a lack of effective leadership in many organizations.
According to a Hay Group study on Emotional Intelligence,
over 20% of people in leadership positions have strength in
zero of 12 essential Emotional intelligence competencies.
50% in 3 or less and 73% in 6 or less.
How do you rate your leadership and emotional
intelligence skills?
Are your employees loyal to you?
Do you want to be the kind of leader that people will
cheerfully go the extra mile?
I have some questions for you:
Rating yourself:

Below Average
Average
Above Average

How good of a leader are you?
How would you rate your overall intelligence?
How is your emotional intelligence?
More than likely you answered something to the effect
of ‘above average' on each of these questions.

You are not alone.
• 87% of Master of Business Administration students at
Stanford University rated their academic performance as
above the median.1
• 93 percent of Americans believe they are above average
drivers.2
• 90 percent of faculty members rate themselves as aboveaverage teachers, and 68 percent rate themselves among
the top quartile.3
Illusory superiority is a cognitive bias where individuals
overestimate their qualities and abilities when compared to
others.
Overall, we are overconfident in our abilities. A
majority of us believe we are smarter, more dependable and
plain better than others.
Get real; that viewpoint is delusional. We cannot all
be superior and extraordinary.

Leaders with this rosy vision of themselves often lack
self-awareness, which could lead to a significant disconnect
in the workplace and failure.
A lack of self-awareness could mean we are not
tuned in to how our emotions affect our behavior, particularly
toward other people in the
workplace.
One key aspect of emotional
intelligence is emotional
awareness.
You may inadvertently
antagonize people without
realizing what you are doing.
lack of emotional awareness
might result in over or under
emphasizing important
concerns and could
ultimately derail your career.

A

The challenge we face
is
that it is almost impossible to see ourselves objectively and it
requires being open to what others might say about our
actions and behaviors.
Seeking feedback from peers, subordinates, and
supervisors is a recommended and invaluable in today's
workplace. Feedback will give you insights into your
interaction, communication skills, leadership skills and much
more.
This short book examines twelve emotional
intelligence competencies and 14 other leadership
competencies found to be essential for success as a leader.

1 Svenson, Ola (February 1981). "Are We All Less Risky and More Skillful Than Our Fellow
Drivers?" (PDF). Acta Psychologica. 47 (2): 143–148.
2 Svenson, Ola (February 1981). "Are We All Less Risky and More Skillful Than Our Fellow
Drivers?" (PDF). Acta Psychologica. 47 (2): 143–148.
3 K. Patricia Cross Not can, but will college teaching be improved? (Spring 1977)

Emotional Intelligence
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Emotional Intelligence
How important is emotional intelligence to your success?
46% of leaders fail in the first 18 months on the job.
Why? There are a variety of potentials reason for failure,
lack of skills, blind spots in behavior, lack of cultural fit, all of
which connect with a lack of emotional intelligence.
In one study of 4000 leaders across the country
assessed against 12 emotional intelligence competencies
found that:
20% of the leaders had strength in none of the twelve
competencies.
A total of 52% had strength in three or less of the
twelve competencies.
A total of 74% had strength in six or less of the twelve
competencies.
Only 16% had strength in 9 or more.
Researchers have also found that 90% of high performers
have high emotional intelligence skills. Want to be a high
performer? Develop your emotional intelligence skills.

HayGroup (2011) Emotional and social competency inventory (ESCI)
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Emotional Awareness
You have probably heard the saying, “Physician heal
thyself.” Emotional awareness is fat the heart of emotional
intelligence. We all have moods, and those moods affect the
people around us. Good, bad, or indifferent.
Emotional awareness is about understanding your
needs and motivation when you are dealing with others.
Everyone has emotional reactions to the events that we
face.
A lack of emotional awareness and control reveals a
wider pattern of behavioral problems such as anger control,
withdrawal or unhappiness, even substance abuse.
Your ability to control your emotional impulses and
your desire to act on them is crucial to your ability to be
rational when dealing with others.
Great leaders recognize the links between their
feelings and what they think, do, and say. When a leader is
in a bad mood people hide from them?
Great leaders recognize how their feelings affect their
performance. When you are emotional, do you get
preoccupied with your feelings at the expense of your
performance?

Leaders with strong values and confidence in what
they are about are more able to withstand the stress of their
role.
Great leaders know which emotions they are feeling
and why. Are you aware of what you are saying and doing
and why?
When working out in the gym, form (how an exercise
is executed), is more important than the amount of weight
used. I’ve observed that many people are unaware that they
are doing the exercise improperly, even when told how to
properly execute the exercise. They lack the self-awareness
to recognize what they are doing.
Additional Insights:
1. To more effectively manage emotions stop, think about
what is going on, breathe deeply, and think about how
you feel. What is going through your mind and what is
your physical reaction.
2. Think of someone you admire that has great emotional
awareness and control. How
would they react or behave in this situation?
3. Take your emotions off auto response and minimize
negative responses to situations
and become aware of how you feel and react.
Remember your parents saying count to 10 think about what
you emotionally feel before you react? Still applies.
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Self-Control
Developing emotional awareness is so important to be able
to maintain self-control in emotional situations.
The ability to remain cool under fire is directly related
to your ability to remain unemotional and in control. Being in
control means you can control your reaction to negative
situations.
We have probably seen employees scurry for cover
when a leader that lacks self-control goes on a rampage.
Neuroscience (Brain Science) has discovered that when
employees face such situations productivity drops.
The reason is that the human brain from the
beginning of time has been programmed to run and hide or
fight. When stressed, all other aspects of brain activity such
as logical thought, creative thinking, reasoning, and even
impulse control shut down.
Leaders demonstrate the ability to keep disruptive
emotions and impulses in check and can develop the
confidence of their team members and maintain a productive
and trusting workplace.
Leaders with solid self-control manage their impulsive
feelings and distressing emotions well. They can stay
composed, positive, and unflappable even in trying
moments.

Leaders with self-control can think clearly and stay
focused under pressure.
Additional Insights:
Follow these steps in a stressful situation:
1) step back from the situation and analyze what is
happening.
2) ask what is the worst and the best thing that can happen?
3) ask what this person can do to solve the problem or
minimize the damage?
4) determine, alone or with the person, what action steps are
necessary to deal with the situation and implement the plan.

4
Adaptability
Adaptability is the capacity to easily make a shift in the face
of unexpected events, such as changing circumstances,
directions, data, priorities or people.
The challenge of adaptability is in maintaining our
personal and organizational core values. Otherwise, we risk
losing touch with our purpose and credibility.
Adaptable people are often characterized as being
open, agile, and tolerant of others differences. The opposite
would be dogmatic; convinced they are always right, and
inflexible.
Highly adaptable people can be flexible in handling
change. We all know change is not only constant but
accelerating rapidly with new knowledge, technical
advances, economic and political shifts.
Leaders need to be able to smoothly handle multiple
demands, shifting priorities, and rapid change with skill and
thoughtfulness.
They can adapt responses and tactics to fit fluid
circumstances. For instance, situational leadership comes to
mind, recognizing that we can’t solve each problem in the
same way.
They can be flexible in how they see events.

Additional Insights:
1. Don’t try to be so flexible that you are trying to please
everyone.
2. Adaptability or flexibility requires boundaries as well as a
willingness to change.
3. Your self-esteem and happiness is often predicated on
your ability to be satisfied with
what is, rather than desiring circumstances that aren’t
supported by reality.
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Achievement Orientation
Achievement orientation is simply defined as having the
drive and passion for accomplishing goals, excelling in
everything you do and for being successful. They aren’t
there to punch a clock.
In addition to achieving results, people with
achievement orientation tend to have a growth mindset.
They believe that talents and abilities are things that are
developed through effort, practice, and instruction.
People with growth mindsets feel that they are in
control of their success, rather than affected by external
forces, making it possible to solve problems and persist
through setbacks.
Emotionally Intelligent leaders are typically resultsoriented, with the drive to meet objectives and standards.
People with growth mindsets set challenging goals
and take calculated risks.
They also pursue information to reduce uncertainty
and find ways to do better.
Leaders that have an achievement orientation not
only want to be successful personally but want to help those
they lead achieve success.

Additional insights:
1. Encourage: praise your team members for their
perseverance, strategies and the
choices they made, rather than their intelligence.
2. Help others understand that the deepest and best
learning takes time. Learn to set
learning goals as team members develop the skills
necessary to succeed.
3. Take time to share successes. Have team members who
have developed strengths
share something that they once struggled with and are
now good at doing.
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Optimism
Optimism is seeing the challenges we face like a
glass that is "half-full" rather than "half-empty. It is the ability
to see good in others and in the situation you are
experiencing.
With optimism, threats are viewed merely as
opportunities that can be acted upon and taken advantage of
to achieve optimal outcomes.
The person who possesses the Optimism
competency, views opportunities rather than threats. They
have mainly positive expectations about others and hope
that the future will be better than the past
Those with optimism can persist despite obstacles
and setbacks. Setbacks and even failures are opportunities
to learn.
They operate from the hope of success rather than
fear of failure. The fear of failure forced individuals to take a
safe path even when it may not be the best path.
Leaders that operate from the optimistic perspective
see setbacks as a manageable circumstance rather than a
personal flaw. They also allow and even help their team
members the opportunity to grow and learn from their
setbacks.
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Empathy
In a study conducted by Google, best managers
demonstrated strong emotional intelligence and across the
board share the trait of empathy.
Effective leaders take time to listen to others, giving
their undivided attention, and validating their thoughts and
input.
By being able to sense feelings and perspectives of
others' they develop trust, loyalty, and open communications
thus building high performing teams.
Effective leaders take time to coach others to be
empathetic and create a culture of inclusiveness. They are
attentive to emotional cues of others and listen well.
They tend to be great listeners who can draw out and
capitalize on the ideas of others, and they provide
recognition for those ideas, yet they don't get bogged down
in overly complicated dialogue.
Doing this they create learning organizations that
place a high value on dialogue and continuous improvement
and feedback; they know when to take action when to “fish
or cut bait.”
Additional Insights:

1. Empathizing with others doesn't mean you need to accept
them, but it does mean
sincerely acknowledging them, be attentive to emotional
cues and listen well.
2. If you don't think an employee is going in the right
direction, how about asking the
employee to think through the consequences or impacts
of their ideas?
3. Be open to helping individuals based on your
understanding of their needs and
feelings.
4. Get to know your team members and help them see what
they have in common. When
team members feel a common bond, they are more
supportive and productive.
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Organizational Awareness
Most leaders hate politics, yet whenever there are two or
more people you have politics. People will have their
agendas and expectations.
It is important for leaders to be able to be able to read
the organizational tea leaves so to speak.
Developing the ability to read a group's emotional
currents and power relationships, can improve your ability to
engage and guide others in a positive direction.
Also important is the ability to detect, recognize and
engage in crucial social networks. These networks can be
the key to getting groups to engage in creating change,
building networks, and collaboration.
When a leader is inwardly focused or self-absorbed,
they fail to read situations, organizational and external
realities accurately. They will step on landmines that stall
their ability to influence others, meet objectives, or even
derail their careers.
Additional Insights:
1. Effective networking is based more on giving than
getting. Identify three individuals you don’t know well
and feel could benefit you and your team. Spend some
time getting to know what they do and the problems they
face. Find ways to help them solve their problems.

Occasionally, keep in touch with these contacts, with “Hi,
how are you?” calls and visits.
2. As you build on these relationships, add
additional contacts to your network, doing
the same thing. Then when you need
support, you will have a network of
resources to help you. The key is being
interested in them and helping them,
before asking for help or favors.
3. Create a list of multi-function, multi-group,
or multi-interest individuals and spend
time developing contacts in each,
including creating a list of interests and
concerns that might impact each.
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Developing Others
Taking the time and interest in developing others is a key
leadership skill and quality. One side benefit of developing
others aside from better performance is the development of
relationships and loyalty that can result.
Employee development needs to be an ongoing
process, not a single event. Research has shown that
regular (meaning weekly or bi-weekly) one-on-one coaching
meetings.
I am a big fan of feedforward versus feedback. Part of
the reason is that feedback tends to have a negative
reception. Feedforward is about refining and improving in a
positive way.
When developing others leaders need to be able to
sense the development needs of others and guide them
through bolstering their abilities.
They conduct frequent and regular conversations with
their team members and others that may need help.
Also key is their willingness to take the time
necessary to help others discover ways to develop their
skills, abilities and especially their emotional intelligence
competencies.
Additional Insights:

1. Using Feedforward, share with the individual three or four
competencies they might
focus on improving. Have them select one that they
commit to working on.
2. Ask them to identify three or four individuals that they can
approach and ask for two things they can do to improve
the competency on which they are focusing. Have them
complete that assignment over the next week.
3. With that list of ideas, in your next meeting, have them
describe the actions they will take over the next month in
developing the competency.
4. Then have them circle back with each of the individuals
they consulted within two above to check in and see how
they are doing and what they can continue to do to
improve.
5. Have them return and report their weekly meetings.
Encourage and recognize their efforts.
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Inspirational Leadership
Inspirational leadership is not about hyper raw-raw
cheerleading.
Inspirational leaders are more adept at making
emotional connections with their subordinates, for instance.
They are effective at establishing a clear vision and purpose
for their team, and they can articulate and arouse
enthusiasm for that shared vision and purpose.
Inspirational leaders are more effective in their
communication and willing to spend more time
communicating. Inspirational leaders communicate in a oneon-one conversation and groups, plus they can form that
communication to the needs and values of their team.
They were ardent champions of change. They are
effective role models within the organization for the changes
that they expect of others.
Most people are all for change as long as it is others
that need to change. Change begins with the inspirational
leader.
They take time to encourage people and hold them
accountable, not their team, but themselves and others in
the organization.
Inspirational leaders are willing to step forward to lead
as needed, regardless of their position.

Additional Insights:
1. Set stretch goals with your team. Consider big, hairy,
audacious, goals that inspire imagination. Keep in mind
people can only effectively work on one goal or project at
a time.
2. Spent time developing your team members.
3. Be highly collaborative when solving problems. We are
looking for collaboration, not consensus. Be open to
others' ideas or to being influenced by others whose
ideas may be as good or better than yours.
4. Encourage those around you to be more innovative and
take risks. Change and progress doesn’t happen with the
status quo.
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Influence
Our ability to influence others hinges on our understanding
of their needs.
What does that mean? It means taking time to build
relationships and knowing your audience.
For instance, if we take the time to know our
subordinates, we need to remember that one size doesn't fit
all - people have different hot buttons.
There are five keys to understanding how to influence
others:
The first is Status, people want to feel important to
others and have a feeling of self-esteem and worth.
Understanding that when engaging with others builds the
trust and potential to be influenced.
Second is Trust; people need to feel that they are
treated with fairness and care.
The third is Assurance; people need not just stability,
but insight on what is to come. Being blind-sided creates
fear, being open and assuring is crucial.
Fourth is Independence; people value autonomy to
use their creativity to do the job and solve problems.
Micromanagement runs counter to this principle.

Fifth is Relationships; people crave the feeling of
belonging and some cares about them. Developing
relationships with individuals takes time and thoughtful effort.
For anyone, you work with takes time to get to know
them and what they need from you and what their hot
buttons are.
Additional Insights:
1. Take the time and sometimes patience necessary to
understand others needs and bottom line.
2. Look for ways to incorporate their needs into the
outcomes you want to achieve and share those ideas.
3. By understanding the needs of others, you can better finetune presentations to appeal to the listener.
4. Learn how to use indirect influence to build consensus
and support.
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Conflict Management
Conflict is essential to prevent such issues as group think
and poor decisions.
When you have an interpersonal conflict where egos
and personal agendas take priority, it becomes disruptive
and the leader can’t just ignore it and hope it goes away.
Such conflict needs to be confronted quickly, addressed, and
resolved.
Developing the skill and courage to be aware of,
confront and de-escalate potential negative interpersonal
conflict is essential for leaders.
Although it is very uncomfortable for many in
leadership positions, it is essential to handle difficult people
and tense situations firmly with diplomacy and tact.
Way too many leaders and organizations seek fake
harmony, where everyone agrees and plays nice. The
problem is that fake harmony is just conflict avoidance and is
frustrating and counter-productive.
With fake harmony, frustration is bottled up and
carried around, until it blows up.
Positive conflict within teams based on trust and
focused on the collective results of the entire team helps
identify alternatives and refine the outcomes.

Leaders need to be comfortable with encouraging
debate and open discussion plus ensuring the whole team
has an opportunity to express their thoughts and ideas.
Positive conflict can only work when there is trust
among the team members, focus on the team goals rather
than personal agendas, and a willingness to wholeheartedly
join in implementing the decision whether you agree with it
or not.
Unless of course if the decision is illegal or immoral.
Additional thoughts:
1. Spend time developing trust within the team between the
team members and the leader.
2. Establish group norms for conflict and behavior.
3. Engage all of the team members, not just the vocal
members.
4. Keep in mind that depending on their personality some
members need time to mentally process not just the
decision but also the discussion and formulate their
position or thoughts before they can effectively share.
Just because someone says they don’t have anything to
add doesn’t mean they won’t if given time.
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Collaboration
Collaboration is key to sharing knowledge, here's a high tech
example.
Lockheed Martin developed an internal social
network, with a gap between the senior engineers and new
talent they needed a way to support collaboration,
communication, and knowledge-sharing, and it needed to be
secure and fit employees' needs.
Employees across the organization began receiving
invitations to join an internal social network called Unity.
Think of it as LinkedIn on steroids but behind the company's
firewall.
It includes profiles, and such techie stuff as blogs,
wikis, file-sharing, discussion forums, and RSS updates to
provide employees the opportunity know about one another's
online activities.
Much of the information is searchable and remains
available even if a person leaves the company.
Think about it; they created a searchable brain dump.
Collaboration requires the ability to work with others
toward shared goals, with an open mind to the ideas of
others.
Collaborators draw all members into active and
positive participation and create group synergy in pursuing
collective goals.

Additional Insights:
1. ASK YOURSELF DAILY: "Is what I'm doing right now to
create a collaborative organization?"
2. Create a "collaboration playbook" with ideas on how to
collaborate.
3. What is the value: Being able to see what other people
are doing, easily, being able to search it and ask
questions raises productivity and leads to improved
collaboration and knowledge exchange.

Other Leadership Skills
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Accountability
There are three areas of accountability for leaders to keep in
mind.
The first is to hold themselves accountable for
their actions. Leaders need the ability to admit their mistakes
and learn from those mistakes. When a leader poses as
infallible they lose credibility with their team, not just with
their subordinate team members but with their peers as well.
The second area is to hold everyone accountable for
their work and actions. Not showing favoritism for that high
performing employee that has behavioral problems. Hold
team members accountable, for not just for performance, but
also their behavior within the team.
To do this, a leader needs to be clear on what their
subordinates will be held accountable for. Establishing clear
and appropriate performance goals as well as establishing
team norms and behavioral expectations.
For instance, if a team member doesn’t fully buy into
a decision, they may not follow through on their
commitments. As the leader, you need to address the issue
with the team member.
Behavioral expectations should be outcome based.
For instance, a behavioral expectation for a self-control
behavior might be:

Maturely deal with unrealistic expectations of others
to work effectively with others and get results.
The behavior would be, maturely deal with unrealistic
expectations of others. The expected outcome could be, to
work effectively with others and get results.
The third area of accountability is creating a
culture of team members holding each other and the leader
accountable for their contribution to decisions and goals.
I tell my team members to call me out any time I don’t
live my principles.
Accountability his won’t happen if the team members
lack trust in their leader or team members.
Additional Insights:
1. Establish a culture of fair accountability allowing for
mistakes when innovating or learning.
2. Provide appropriate authority along with accountability to
achieve tasks.
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Authenticity
Leaders who are authentic, attract followers, even leaders
who are viewed as being highly driven and often difficult to
work for.
Does that mean you can let Simon Legree lose to
terrorize the troops? I said difficult to work for, not
impossible to work for.
Simply put, when we see leaders as always being
themselves and being transparent, "what you see is what
you get"... their team members know what to expect from
them and can rely on them, come thick or thin.
Authenticity provides the leader with the currency to
obtain 'buy-in' from key stakeholders because it builds and
maintains trust.
Trust is the foundation of leadership.
Additional Insights:
1. The word Authenticity comes from the Latin authenticus,
meaning "original, genuine."
2. Authenticity is defined as "worthy of trust, reliance, or
belief."
3. Ask yourself a few questions:
- What are the 10 of the Stupidest Things You've Ever
Done?

- What are the 10 of the Smartest Things You've Ever
Done?
- If you were giving a speech to 10,000 people and only
had three sentences to use in your introduction, what
would they say?
- Do you maintain congruency between what you believe,
say and do?
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Approachability
One aspect of being an effective leader is, approachability.
What's it mean to be approachable?
The word approachability comes from the Latin word
"apropriare," which means "to come nearer to," if you think
about it, to be approachable has an inference of two-way
street.
If you want to be approachable and have people come to
you, you need to stick yourself out there and create a
consistent presence and goodwill.
How? One big step for some leaders is to be more outgoing;
a smaller step could be to have informal one-on-one's with
employees and peers, asking questions, and listening
instead of talking.
You could share about what is unique about you, what's a
passion in your world and learn about them.
Here are five ideas to help you become more approachable:
1. Consistency is far better than rare moments of greatness.
So be friendly to everyone, especially people who appear
unimportant. You never know when someone who IS
important is evaluating you.
2. Try walking slower. Make it easier for people to get your
attention.

3. Most people avert their eyes from oncoming strangers
when they get within 10 feet of each other. See how
many of them you can get to acknowledge you in one
week. Smiling and verbally greeting others helps build
bridges.
4. When one of your staff members comes to you with an
issue, ask "What are two or three aspects that concern
you about this problem?"
5. Keep your door open. No physical barriers. And even if it
means more team members stop by to "bother you," you
will wind up learning more about what's going on.
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Change Management
We know change is constant. Change Management is an
important competency. Here's a quote to consider.
We trained hard - but it seemed that every time we
were beginning to form into teams, we would be
reorganized.
I was to learn later in life that we tend to meet any
new situation by reorganization.
And what a wonderful method it can be for creating
the illusion of progress while producing confusion,
inefficiency, and demoralization.
That bit of
wisdom was
provided by Gaius
Petronius Arbiter
was a Roman during
the reign of Nero.
From a
neuroscience
perspective
maintaining a
semblance of
certainty through
change may sound
like an oxymoron

but, is required for team members to succeed.
Additional Insights:
1. Most employees need certainty - so knowing what
is happening, how it will affect them, and why it
is important to the organization, helps.
2. It helps to engage employees in participating in
planning the change.
3. Understanding the emotional cycle of change, and
helping employees work their way through it help as
well. What is the emotional cycle of change:
1 - surprise or shock,
2 - denial,
3 - defensiveness or anger,
4 - worry,
5 - depression,
6 - resistance,
7 - agreement,
8 - action
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Integrity
Ever hear of Machiavelli? Many follow his teachings and pay
a high price.
In his book The Prince, a general theme is the use of
immoral means are justified to achieve your goals.
Is integrity worth it?
Consider the price you and your employees pay:
The loss of trust, if people can’t trust you, they won’t
follow you, or if they do it’s only because they are forced to,
and then half-heartedly.
The destruction of relationships, a lack of trust
equals weak relationships, and that will ultimately equal a
weak enterprise.
The loss of credibility, your credibility is the
foundation of your leadership.
The destruction of a reputation, we all know it’s not
easy to restore a damaged reputation.
The legacy of a destructive role model, others will
follow in your path, employees mimic their leaders. Is what’s
good for the goose is good for the gander.
So, integrity is worth it? You need to decide.

When leaders derail, occasionally it’s an issue of
competence, but it’s usually an issue of character.
One last consideration, look at the organizations that have
been destroyed by leadership’s lack of integrity.
Tips:
1. Act ethically and be above reproach
2. Build trust through reliability and authenticity
3. Admit your own mistakes and confront unethical actions
in others.
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Listening
That skill is counterproductive when it comes to listening and
being approachable. So here are a few do's and don'ts.
One thing you can do is clear time on your schedule
to interact with others.
Also, acknowledge the speaker, make eye contact,
and invite the speaker to say more to be sure you
understand, finally smile and be attentive.
On the don't side, here is a list to think about: Don't
multi-task, interrupt, interrogate, give advice, blame, preach,
become defensive, or make threats.
A good book to read is still Dale Carnegie’s, How to
Win Friends and Influence People.
Additional Insights:

1. Learn to be a sounding board. Why, because sometimes
vocalizing ideas is all people need to create
breakthroughs.
2. Listening is an opportunity to be an enabler because
you allow people to take ownership of their problem, to
begin to hear themselves and to discover solutions.
3. Don’t nod your head if you agree with the speaker.
4. Don’t shake your head is you disagree with the speaker.

5. Learn to keep quiet, ask questions to prompt deeper
thought and to understand where they are coming
from and what they are thinking.
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More on Listening
In my study of 360 assessment reports, many leaders seem
to struggle with listening. Are we having conversations or a
series of monologues, intended to top this?
So how can we listen better?
First, did you know that an anagram for the word "listen" is
"silent"?
Second, stop doing other things, be respectful, give your
attention, and take the time to understand the feedback.
Third, ask questions about what was said rather than quickly
moving on.
I remember trying to share what I was looking for in a
program I wanted to be written - the programmer kept saying
I got it before I even felt I had explained what I wanted.
Listening is a behavioral competency important for success.
Some studies say most people are not good listeners.
What can be done to be a better listener?
1 - Listening is not about you, don't inject your agenda.
2 - Listening is not about one-up-man-ship.

3 - Ask good open-ended questions - except don't ask
"why?" it makes people defensive.
4 - Don't invalidate the speaker’s feelings by saying "Don't
feel that way.
5 - Listening takes focus and practice.
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Listenability
In the last two tips, I wrote of listening, today I want to take a
look at the opposite side of that coin which would be
...are you listenable?
For instance, one executive a controller for a large
hospital system got feedback that he needed to improve
his speaking skills.
You see he made regular financial reports to the
senior management and the board.
So rather than just presenting the dry numbers, I
suggested he start the presentation with a story that he
could relate the numbers to as he progressed through his
presentation. The story could be fictional or something
that recently happened.
Verbal communication skills need to be assessed
before you hire someone.
Additional Insights:
1. Nobody notices normal. Nobody buys boring. Nobody is
inspired by average
2. Be more challenging. Ask questions for instance:
Is that always the case?
What stops you?

What would happen if you didn't?
What's your proof?
3. Break people's patterns. Engage them. Help them stop
and think.
4. How do you make yourself more listenable?
Toastmasters?
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Leadership Courage
Leadership challenges today are immense and require great
courage to meet and overcome. Real leaders need HEAD,
HEART, and GUTS.
It is not uncommon for peers and subordinates to
challenge leaders. Challenges can come from our team,
stakeholders, customers, and the public.
There is a balance between standing firm in the face
of criticism yet having the courage to admit when we are
wrong, is a hallmark of courageous leaders.
Building on that concept a leader needs to harness
divergent ideas on how to accomplish change and objectives
becoming referees to bring conflicting views and beliefs into
the open and sometimes calling people on their bluffs.
Additional Insights:
1. Courageous Leaders don't just walk the talk they talk the
walk.
2. Courageous Leaders surround themselves with strong
team members.
3. Courageous Leaders share successes and hog failures.
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Decisiveness
The one skill that can make or break a leader is in knowing
when to make critical decisions and when not to.
Getting the timing of critical decisions and actions
right is crucial.
I remember hearing about a high-level leader that
angrily said: "Doing it right is no excuse for not meeting the
schedule."
Great leaders move with appropriate speed. But they
know that everything can’t be done immediately, they know
how to prioritize, and how to get their team to prioritize.
They also engage in timely follow-through to ensure,
in a positive way, that both what and how things are done,
support the culture of the organization.
More Tips:
1. Set up some visits and troubleshoot problems with a
dissatisfied customer. Take appropriate action to solve the
customer's problem to restore confidence in you and
the company.
2. Put yourself in a situation (start simple) that requires quick
thinking and reaction to others. Force yourself to listen to
their complete presentation or point.
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Team Building
I remember early in my career I learned that the best way to
build a great team is to hire great people in the first place.
However, once you have a team, there needs to be
trust within the team and yourself.
Part of building trust is how we deal with conflict.
As a leader gets factions with competing perspectives
to learn from one another, they're able to promote teamwork
by promoting a forum and openly engaging in a constructive
manner resolving ideological conflicts within the team.
Highly effective teams can resolve their issues and
create environments of trust for themselves and are then
able to focus on achieving results.
Tip: Ask yourself a few questions
1. What is standing in the way of your achieving your goals?
2. Are your goals clear?
3. Are you open to engaging your team members to gain
their buy-in?
4. Are you willing to seek opposing views, insights, and
arguments?
5. Are you willing to make the hard decisions, once you have
their information?
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Multi-Tasking
I was recently asked about the competency of multi-tasking.
There are two aspects to this topic.
First Multitasking is where we do routine tasks at the
same time.
For instance, when we drive a car, we intuitively do
several things at the same time. Press the gas, watch our
direction, look for other traffic, judge road conditions, etc.
In the work environment when a nurse takes
someone's blood pressure, the nurse is doing several small
things like bleeding the collars air pressure, listening to the
heartbeat, and watching the pressure gauge.
Grouping similar tasks and becoming intuitively adept
at simultaneously doing them is a competency.
Additional Insights:
1. One aspect of multi-tasking is to learn not to become
irritated by interruptions you quickly lose a large part of
your line of thought.
2. Practice keeping your line of thought, when interrupted,
maybe writing down a few keywords. When the
interruption is over, go back to that line of thought as
quickly as possible.

3. Look for someone that seems to be successful at juggling
multiple tasks at the same time and ask them to help you
develop that capability.
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Multi-Plexing
The last tip was about multi-tasking. Next, we will take it to
the next level.
When it comes to doing non-routine tasks, we shift
from multi-tasking to multiplexing.
Many people think that the way to become more
efficient is to do many things at once.
Various studies have found the opposite. If you stop
working on a non-routine task and pick it up later, your brain
needs about 15 minutes to get back to where you left off.
By stopping and starting, you're losing hours a day.
What to do? Make a list of tasks on what you have to
do, practice keeping notes on what you are doing when you
are interrupted.
Additional Insights:
1. Schedule 1-2 hour block of time to focus on a specific
project without interruptions.
2. Keep a project notebook, where you can make notes
between focused time on the project.
3. Schedule a time for returning calls and checking e-mails
and other interruptions.
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