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Enable Others to Take Positive Action

No matter how ambitious, talented, or self-disciplinesion making, taking full credit for results. Today, however,
you are, at some point it becomes necessary to involve oihes widely recognized that all team members can make
people in achieving results and building effective produluable contributions and share in both credit and respon
tivity. Empowerment is the means for accomplishing thesiility for outcomes. Empower those who are in the best
goals. Empowerment is the creation of a motivational dgliesition to take action by giving them the direction, knowl-
mate that releases power, resources, and responsibilitgdge, and authority they need. Handled correctly, empawer
each team member to foster maximum involvement, coment multiplies your efforts as well as your vision and gaals.
mitment, and desired results Communicate to your tea
Empowerment extends produc members your respect
tivity beyond the organizationai= through delegating some of
skill and knowledge of one pe %ﬁ“g your traditional authority ang
son; it is the art of enabling power to them.
others to take action. Empowerment

takes

Empowerment is an esse
tial building block in win-win, |
interdependent human relatio
ships, regardless of your pos
tion and responsibilities. Allo
others to make more decision
and they bring more commit
ment to any corporate en-

deavor. Impart a degree of “Empowerment is an essential building block in
win-win, interdependent human relationships,

ownership to others, and they
become involved in your vi-

sion and action plan. This is regardless of your position and responsibilities.

' powerment.

true in sales, education, cus-

many shapes and forms: sejf-
directed work teams, asking
for ideas, turning over lead-
ership of meetings, delega-
tion of training responsibili
ties, flex-time policies, sur
veys, Cross training, ang

other methods encourag-

ing participation. Thesg

strategies are tools for em-

Recognize the expertise
of all team members and

tomer service, management, manufacturing, and any otlndeash their creativity. In today’s diverse, international-
field. Empowerment allows anyone striving for personaled, information culture, top-down autocratic control| is
and professional productivity to move forward. obsolete; mutual respect, reasonable delegation of aytho

Because it is the essence of true leadership and influerigeand mutual commitment to organizational goals are| the
empowerment achieves results and progress throughhifiémarks of an effective organization.
commitment and involvement of others. In the past, only Give employees the responsibility to adapt, respond,|ant

leaders were allowed to control information flow and dedake advantage of opportunities. Experimentation and ifno:
— continued on page 2 —
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~ continued from page 1 - . Initiating the process of
vation must occur regularly to keep up with a world charagsniayement through emd

terized by information and technology change. ConsuUMgEs arment can take longe
increasingly demand instantaneous service, faultless gyal, imposing an agend:
ity, and low prices. To address these demands, train t others. But strict, top-*
members in more than procedures; help them to undersigid control fails to fully

the spirit and missions of their work. Even temporary workza the potential of indi- &
ers need information and training to function as empowerggh, .. 1s As a result, team \ -
dynamic team members. " members show only short-

Tapping into the existing values and vision of tea

) ) v [led effectiveness, along
members is the key to nurturing accountability and commjfan, jittie or no responsive-

ment of the team. The story is told of a traveler who visitgdeg or adaptability to outside events. In contrast, opce
a stone quarry and asked three of the workers what they Wafeje experience the fulfillment that comes through efm-

doLng. ’ 2 said the fi imitablv. “I _ gﬁalowerment and involvement, they are eager to adapt and
. Sgﬁg t you see?” said the first one irritably. “I'm cuttingaye full use of their potential. They recognize the mahy

personal benefits they reap as the organization succeed:
and their responsibility and effectiveness expand through
Sfhpowerment.

The second replied, “I'm earning a living.”

But the third put down his pick and thrust out his ch
proudly. “I'm building a cathedral,” he said. .

How people view their work makes a significant impa&tmpowered Delegation
on long-term productivity. All workers perform and respond Effective delegation attitudes can be taught and learned.
to change best when they are accomplishing goals fggause of people’s diverse backgrounds, these attitydes
matter to them. A synergistic, empowered, and productf@me more naturally and are more easily understood) by

team consists of individuals who envision their input 88Me people than by others. When desire is present, How-
meaningful and significant. ever, any attitude or personality trait can eventually pe

- developed. Continually observe leaders around you, glean
The Benefits of Empowerment ideas from books and articles, make a conscious decision

High quality service is one of the significant results of Winfuse your thought processes with positive ideas and

empowered team. Because empowered team members, &t ihers, and encourage appropriate team behalior.
well-informed, well-trained, and vested with the necessany,

authority, they are able to seek ways to satisfy custo re are several actions you can use regularly to set|the

Jthority, they Y ; M&%e for an empowered delegation environment:
without being forced to wade through mountains of bureau-> " ) R
cracy and red tape. Empowerment can be the spark of hink and talk in terms of “we,” not just “me.

progress, with many tangible and intangible benefits, mn-Recognize that mistakes are part of the learning pro-

cluding: Cess.
* Retention of creative, skilled people as they participateReplace the word “failure” with other words in you
and share in the success of the group, vocabulary: mistake, learning experience, or test.

* Logical, reasonable policy and decision making basedsorknow your personal strengths and limits.

information from diverse sources in the organization,, gq¢ healthy boundaries for your personal time ahd
+ High-caliber information flow as people know their ideas involvement based on your personal goals.

are solicited, respected, and acted upon, + Rotate leadership responsibility for meetings and
+ Decreased waste and inefficiency as people closest t@rojects when appropriate.

situations take |.n|t|§t|ve, « Include all contributors’ names on reports, memos, gnd
* |deas captured in time to respond to market needs,  other communication.

+ Unique competitive advantages derived from maximiz- Constantly communicate and repeat your reason [for
ing the talents of all individuals in the organization, working together.
* Increased high payoff time for upper management, andBe available for others; at the same time, encourage

+ Improved morale as group members enjoy belonging andesourcefulness“and creativity. Effective delegation gives
becoming emotionally and intellectually involved in the message: “Do whatever it takes; you have the
projects_ talent!
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Believing in

Your Team Adopt a Leadership Philosophy

Players

Effective delegation always Leadership ability and effectiveness are enhanced tremendously by a leaders|
involves adequate communica- Philosophy that calls for belief in the worth of people, belief in their abilities, and belie
tion. People accept responsibil- IN their potential for growth. This leadership philosophy forms a bedrock foundatior
ity and actwhen they knowwhat for building sound relationships with team members — relationships that lead t
you expect. Talkinformallywith Personal growth and success for them, for their manager, and for the entire organi
a person before actually turning fion. Effective leaders possess this philosophy. They light the spark of imagination ai

over responsibility. A nonthreat- creativity in themselves and in their followers. Effective leaders seek to unleast
ening approach allows the per- OWn untapped p_otenﬂq] as weI_I as t_hat_ of the!r people. N N
son to express fears or enthusi- ANy leadership position carries with it certain status, privileges, opportunities
asm about the idea of acceptingPOWer- These benefits are a part of your compensation. You have the right to
delegated responsibility. You them; you have earned them. But privileges carr
also receive their insight and with them their own responsibilities. Recognize th
ideas about how to address theth€ unique position that brings you honor and pre
project most efficiently. tige also requires_making_ decisions, solving pro
Gradually turn over the re- lems, and performing services that no one else in
sponsibility. As a worker devel- Organization can perform.
ops confidence and efficiency, AN effective leadership philosophy also enco
move further aside by setting Passes a sense of ethical responsibility. The ethic
specific checkpoints for the &n organization is concerned with the way peoj
employee to report on results. behave and with the values or standards that go
Provide assurance that you aretheir actions and choices. Leaders are respons
available for questions when- for choosing the goals of the organization, establi
ever needed. Gradually move N9 IS direction, and determining its ethical stag
to more informal supervision. dards. Ethical standards grow out of the basic beli
Moving up to a higher level of and personal values of the top leaders. Certain s
delegation provides more time dards m_the areas of fa|rness,. honesty, and pers(
for you and empowers the team responsibility, however, are widely accepted by the

member to increase their pro- whole of society. Effective leaders maintain these basic ethical responsibilities:

ductivity. A They obey the lavDperating within both the letter and the spirit of the law i$

the

an
enj

a

responsibility of leadership. Most laws are designed to protect particular portion

of the population: employees, workers, consumers, or the general public. Ofgar

Table of Contents zational rules and procedures should make it clear to all employees that the I
Page 1-2: must be obeyed. Policies and procedures should also make it possible for emplc
Enable Others to Take Positive Action ees to do their work well while satisfying legal requirements.

Page 3: Growth A They deal honestly with clients or customéithical behavior toward clients i$
Adopt a Leadership Philosophy more than a matter of right and wrong; it is good business as well, for satisfie

Page 4: Organizational Leadership
Surrender Power and Invest in Others

customers come back again and again. Honest dealing includes providing & hi
quality product or service for consumers. They have the right to expect that th

product or service you market will accomplish what you claim and that it cap b

Page 5: Supervisory Management
Knowing Who You Are as a Leader

your commitments in regard to quality, delivery time, price, and credit terms.

used with safety and confidence. Your clients should also be able to trust you tp ke

Paga 6: Personal Leadership A They treat team members fairlgffective leaders seek to achieve the greatest

Succeed Above and Beyond Your Best possible results through directing the efforts of people. But if they exploit

Page 7: Staff Development
Pinpoint the Nature of People Issues

Page 8: Strategic Development
Bridging the Gap Between Potential
and Performance

people in the process of achieving results, they stand to lose good workers ar
in the long run, lose the ability to produce results. Since the results achieved |
the organization come from the efforts of all those who have a part in the work
it is the responsibility of the leader to see that everyone benefits from what i
earned in the process.
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Surrender Power and Invest in Others

Understanding the nature of authentic, effective author-ity, look for appropriate opportunities to delegate. Fjnd
ity and power is inherent in empowering a team andcontributions you can make that no one else has the abilit
practicing effective delegation. True power involves lead- to perform. Delegate the rest. A person consumed witl the
ing through character, example, and intellectual challengepassion for finding new, creative, measurable ways to
Personal power is strengthened and multiplies throughcontribute to the organization will always be a vital,
surrendering it and investing it in others. valuable team member.

The most successful, powerful leaders respect thei
people and their potential and liberate them to do what the
do best, in their own way. This approach is difficult for
those who have been conditioned to believe that effectiv
action is accomplished by a group of people acting in a
clone-like manner — behaving just as the leader would —
rather than as individuals. Leaders who excessively contro
people destroy opportunities,
along with one of the most
Important assets of tea
members: self-confidence.

Use the following ideas to
develop appropriate attitude
for delegation effectiveness:

A Flexibility. Delegation
must be accompanied by*
flexibility. Allow people
to test new ideas, and yo

'Focus on resultsDevelop consistent thought habits |of
%elieving that others are competent, intelligent, and|ca:
able of achievement. Believe that “different” is not
ecessarily undesirable. People to whom you delegat
asks are unlikely to use the methods you would, but ﬂheh
ork is not necessarily inferior. Judge results rather thar
ethods when you delegate. Some people are condi
tioned to believe that their
work and that of their peoplg
is valuable only if it is “per-
fect.” Perfectionistic people in
evitably short-circuit team
work by operating from feaf
that the outcome of surrender-
ing control reflects badly on
the group or themselves. With
these often unreasonable gx-
pectations, they hinder thejr
will enjoy the rewards of | own performance and quench
unexpected, innovative re - much of the creativity and en-
sults. When you adopt a thusiasm of other team mem-
flexible, adaptive attitude, delegation motivates andbers. Set appropriate standards of excellence for yourse
encourages others to take responsibility for thinking and your team members. Pursue excellence rather|tha
creatively about how and why they follow certain proce- perfection.
dures. A flexible work environment enables workers t
eliminate unnecessary steps — one of the most effecti
strategies for increasing productivity — and spend ti
only on activities that add value for the customer.

Team commitmentfrue heroes are team members who
V@arn respect, involvement, and results through behind
MEthe-scenes, consistent dedication to group goals. Tgkin
credit for the work of others, not listening to their idegs,

of others often expects or demands unquestioning obepossible. Commit yourself to team empowerment and
dience — an expectation fatal to effective teamwork andallow others to succeed and excel.
maximum productivity. When you refuse to control

others, you become an indispensable profit and produc-PerS‘Onal power is strengthened and multipligs

tivity center. To free your time for the highest productiv- through surrendering itandinvestingitin others.
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Knowing Who You Are as a Leader

Success as a manager depends upon accepting yowhat you do and enjoy the challenge of responsibili
responsibility as a leader. To function effectively as a leaderGetting the work done well and on time is important
you must make some choices about your role within theyou and provides a great deal of satisfaction.

¥ou achieve results. You focus your energy on the go

and priorities that produce the highest payoff for your

organization. You know that the best measurement
our effectiveness is the results you obtain. Your cor

itment to achieving tangible results creates pers

nce. You set a positive example of consistently purs

ing the results necessary for your organization to St
ive, grow, and succeed.

career. You earned your position because you demonstr&ge\éou are aleader. In every assignment you are given, y
to some degree some of the following abilities and othersSet @ positive tone and pace for the work climate. £

[] You have what it takes to be a team player. You havey our example, you

organization, your priorities as a manager, and the valuesb
which you live. You must know who you are, both person-
ally and as part of the whole organization. Without such
self-knowledge, it is difficult to make good decisions and
take action on them. Successful management grows out
a consistent and constructive attitude toward other people,
and how they should be treated.

These basic success attitudes and habits form a soli
foundation for building an even more productive, satisfyin

demonstrated the ability to listen, tq
accept responsibility, and to coope
ate and communicate with others t
accomplish the goals of the wor
group. Your attitude displays a gen
ine respect for others and the recof
nition of the importance of following
as well as leading. You can follo
instructions; this ability is a starting
point for learning how to instruct and
guide others.

[J You are organized and can help ot}
ers organize their activities. You havf
demonstrated a high degree of jop
knowledge, competence, and pract
cal judgment, or “common sensel
You are able to set priorities and t
discipline yourself to put first things
first. You have demonstrated you
ability to encourage others to partici
pate constructively in get-

instill in others the desire to do the
best. You fill a position of leader-
ship by empowering others to as
sume responsibility on the work
team. How far you advance in your
career is limited only by your com-
mitment and enthusiasm, your de
sire to learn and improve, and you
willingness to make the adjust-

ments and changes that will accelt

erate your career development
Psychologists say that few peoplg
ever use more than 15-25 percer
of their potential. All that is re-

quired to increase your effective-
ness and to fulfill your highest
dreams is to use just a little more o
the potential you already have. Thq
biggest room in any organization
is the “room for improvement.”

Add a little refinement of tech-
nigues, a few new ideas, and som
selected strategies for

ting the work done.

instructions or materials are how they should be treated. ”

“Successfulmanagementgrows out of a consistentusing new skills and
[ You succeed even if neededand constructive attitude toward other people andideas in your job, and

you take a big step up
the ladder of success.

not readily available. You

figure out how to get the work done even when the As an effective and successful leader, you must deve
procedure is not obvious or clear. You solve problerasd strengthen the attitudes, skills, and habits that
even when unexpected obstacles arise. You are resowgeen you the respect you need to exercise your autho
ful and creative. You are flexible and can make changrere effectively. Earning the respect of your associa

TS

and learning to use your power more productively w
7 You are motivated. You are enthusiastic about your wolficréase the results you are able to get by working with &

when the situation requires them.

You are optimistic, and you exercise initiative. You likdirough people.

g.
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Succeed Above and Beyond Your Best
Increasing productivity means surpassing your pref@r and out of reach eventually move closer and becgme
ous best. It happens only when you adopt new goals giainable — not because your goals shrink, but becausg yo
build upon past performances. Adopt and nurture W and expand to match them. When you list your gogls,
“Let's beat our best” attitude with team members on a ony@u build your self-image. You see yourself as worthy|of
on-one basis. Earn behind-the-scenes agreement and ¢o@se goals, and develop the traits and personality that gllow
mitment from key group members before presenting ngi@u to possess them.
challenging goals to the entire team. Lay a positive foun-R stands for REALISTIC. A goal is realistic when it
dation by making effective and SMART goals to accorfepresents an objective toward which you are both willing
plish achievement. and able to work. A goal can be both high and realistic; you
S stands for SPECIFIC.A goal is specific when it is are the only one who can decide just how high your goal
clearly defined. A specific goal has a much greater chasbeuld be. But be sure that every goal represents substantiz
of being accomplished than a general goal. To set a spe@ifiigress. A high goal is frequently easier to reach than ajlow
goal, ask yourself: one because a low goal exerts low motivational force. Sgme
* WHO: Who is involved? of the hardest jobs you ever accomplished actually seemec
« WHAT: What do | want to accomplish? easy simply because they were a labor of love.
« WHERE: Identify a location. A goal is realistic when you truly believe that it can be
« WHEN: Establish a time frame. accomplished with the time and resources available to you.
« WHICH: Identify requirements and constraints. Additional ways to know if your goal is realistic is tp
« WHY: Specify reasons, purpose, or benefits of accoftetermine if you have accomplished anything similar in the
plishing the goal. past. Another way to help you determine if a goal is realistic
M stands for MEASURABLE. is to ask yourself what cond?tions_would have to exist|to
A goal is measurable when it can b accomplish this goal.
quantified. Establish concrete crite T stands for TANGIBLE. A goal
ria for measuring progress towar is tangible when you can experiencge
the attainment of each goal you se it with one of the senses — that is,
When you measure your progres taste, touch, smell, sight, or hearing.
you stay on track, reach your targe When your goal is tangible, or whep
dates, and experience the exhilar you tie an intangible goal to a tan-
tion of achievement that spurs you o gible, you have a better chance of
to continued effort required to reacl making it specific and measurable
your goal. and thus attainable.

To determine if your goal is mea: Intangible goals are your goal
surable, ask questions such as...
How much? How many? How will

| know when it is accomplished?

A stands for ATTAINABLE. A
goal is attainable when it is humanl
possible to accomplish. When yo
identify goals that are most impor
tant to you, you begin to figure ou
ways you can make them come tru
You develop the abilities, skills, and o ) p .
financial capacity to reach them. You begin seeing prel]€™M- Pose this question to yourself, “What _ewden;::e
ously overlooked opportunities to bring yourself closer 2cOmMPlishment will there be when I reach this goal’
the achievement of your goals. As you seek continuous professional and personal

You can attain most any goal you set — when you plarpvement, it is vital for you to set specific productivi
your steps wisely and establish a time frame that allog@gls.To reach any destination you need to know where
you to carry out those steps. Goals that may have seefiédjoing so you can plan the best way to get there.

reach more tangible goals. They a

the behavior patterns you must dj
velop to pave the way to success

other long-term goal. Since intan
gible goals are vital for improving
your effectiveness, give close attel
tion to tangible ways of measurin

for the internal changes required 1o

e
the personality characteristics and

n
your career or for reaching somge
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Pinpoint the Nature of People Issues

Changes and adjustments are necessary whenever peoplee team member is capable of performing the work, pnd
work together. Equipment problems pale in significanceif the individual is working at the right task but not beihg
compared to problems caused by people. A person canngjery productive, the problem is probably one of motiya-
be discarded unemotionally just as a broken piece ofion. Look at the attitudes of the team member,
equipment would. People problems are often difficult to enthusiasm, and the level of commitment to the goals of
solve. On the other hand, solving people problems offerghe organization. Many problems are problems of mpti-
immense personal satisfaction and professional benefits.vation. When a person is motivated, the other problgms

A simple procedure helps to analyze and pinpoint theare usually easily resolved. If a person is not motivated,
nature of a problem affecting one or more team membersao amount of skills or activity will permanently resolye
[ Examine the environmewtre physical conditionsinthe  the problem. Seek out the needs of the team membef the

work environment adequate?

Check lighting, equipment,
temperature, availability of
tools and supplies, and al
other comfort and conve-
nience factors that apply. If
any physical element of the
work environment is ad-
versely affecting productiv-
ity, correct it so people can
concentrate fully on their
professional function. The

emotional environment is| "

also primarily a leadership
responsibility. To create a
positive environment, keep

can be used as a basis for mqti-
vating that person to become
more productive. If you con
clude that the problem lies i
the area of motivation, do what-
ever is necessary to lead the
team member to adopt new atfi-
tudes. Never automatically as-
sume that more money is the
solution to all motivation prob
lems. Actually a team member
whose productivity is unsati
factory is already overpaid.
More money may depress pro-
ductivity even more because |it
delivers the illogical message

lines of communication open. Provide clear job descrip-that present inadequate performance deserves a reart
tions and delegate authority to carry out assignmentSFinding a solution to a motivation problem begins wjth
appropriately. Make sure you give adequate feedbagkablishing a positive personal relationship as a basis fo
and recognition. If the environment is adequate, cafiscovering the needs that are presently important tof the
sider the next step. employee. This may take time. Team members who khow
[ Evaluate team member skills.the individual capableyou are dissatisfied with their performance find it difficyit
of doing the job? If necessary skills are absent, consigetonfide in you about any personal needs or problgms
whether or not additional training would correct trRemember that low productivity is only a symptom; ypu
problem. If so, provide opportunity for the team membeiust find the underlying problem. Consider these possible
to receive that training. If training would not help, thegauses of people problems:
this person and the job are incompatible and a new jolBoredom with the work and the need for some change
assignment is necessary. If the environment and {N,siration with work that is not challenging enough

team members skills are adequate, consider the Wby gical or emotional problems that need professignal
remaining steps. Sttention

[J Check activityMake two types of checks on activity: the Stress from family problems

type of activity and the level of activity. Check whether = .
activities are the right ones for the purpose of the jéb.Discouragement because of overwhelming workloa

Then determine whether the person is actually workihg/nability to connect work on the job to achievementjof
hard enough and long enough. Productivity will be low Personal life goals
when either of these indicators is out of line. If there*is Perceived lack of opportunity for advancement or regog-
an activity problem, you know that it is related to either nition in current position
skills or motivation. Once you discover the underlying cause of the problem,
[J Examine motivationlf the environment is adequate, ifou can develop and carry out a plan to solve it.

L
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Bridging the Gap Between Potential

and Performance

Since 1966, Leadership Management Interna-
tional" has been bridging the gap between
potential and performance by helping or-
ganizations and individuals evaluate

their strengths and opportunities

through implementation of the

unique and proven LMI Process

The LMI Process..
o Develops leaders who, in turn,
empower their people to use their

O
<
=

untapped talents and abilities. %

o

o lIdentifies key areas the organiza-
tion should focus on in order
to reach the next level of success.

o Gives direction to an effective solu-

tion and delivers measurable results. >
o Practices a 93 percent effective

leadership model.

The LMI Processis designed around a Strategic Devel-

opment model with four vital components:
o Awareness o Development

o Planning o Results Management.

LMI° tools and processes have been making a difference in organizations
and individuals for 40 years in more than 60 countries.
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