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Before Your

Call in a Coach

Quarterback Gets

in Trouble

We often receive calls from
our clients that go something
like this: “Peter, I have an
executive/manager on my
team who is technically sound
and highly competent at
doing his job. However, when
it comes to motivating his
team or team members in
other departments to be in
alignment and heading toward
a common goal, he could
make significant improve-
ment. Can you help us?” My
answer is always greeted with
a bit of surprise. I tell them
that the answer is a definite
“maybe.” After you read this
article, you'll understand why.

Our experience working
with thousands of managers
has shown us that even
though an executive/ manager
has risen through the
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from manager to director,
from director to vice presi-
dent and from vice president
to CEO, he needs a higher
level of leadership skills.

Our research has clearly
demonstrated that the major-
ity of these types of executives/
managers struggle in the fol-
lowing areas:
>»> a style of written or verbal

communication that is

abrasive

ranks.and knOWS the Leaders have people
technical components who W|II|neg follow.

of his job extremely
well, he still may have
opportunities to grow as a
leader and to build relation-
ships where
others willingly follow.

The challenge is that being
a technical expert is not
enough when someone rises
to higher levels of leadership
in the organization. With each
move, from doer to supervisor,
from supervisor to manager,

>» inability to build a strong,
effective team

>»> unwillingness to provide
constructive feedback and
hold people accountable

>»> unable to accept construc-
tive feedback

>»> unable to resolve conflict
with peers or people who
report directly to him

>»> lack of responsiveness to

internal customers
>»> unable to effectively pres-

ent information to a group

in a persuasive manner

>» difficulty prioritizing
objectives and tasks

>» failure to produce timely
results

>»> refusal to hold subordinates
accountable to specific
performance standards
and desired results

Leaders who are unable or
unwilling to improve their
skills in these areas can find
themselves facing a roadblock
when they attempt to move to
the next level or, even worse,
may find their careers com-
pletely derailed.

We've also worked with
high-level leaders who are
very successful, but may find
they are facing an isolated sit-
uation where they need the
input and direction of a
“coach.” We believe coaching
can be an effective tool for all
leaders.
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Become the Leader
You’'ve Always

Wanted

To Be

True leaders understand that
success does not depend on
their titles, but on the values
they uphold and the choices
they make on a daily basis.
While many people use
“manager/supervisor” inter-
changeably with “leader,”

we believe that there clearly is
a difference between the two
terms. Managers have the
authority to make things
happen. Leadership is all about
influence. Influence comes
from building strong relation-
ships with a foundation of
trust. In our work with leaders
around the world, we have
identified the following eight
characteristics that will enable
you to be the type of leader
who people will willingly follow.

>»> Recognize the world is rapidly changing. You can decide that you are going to help
create change and learn from it, or you can try to resist change. Because of global
competition and the rapid increase of information and technologies, many large
organizations are eliminating layers of middle management and supervisors to be
more responsive to change and to their customers. Middle managers need to look
forward and see how their talents and energies can be re-applied in the organization.
Change is the one thing you can count on. Your ability to adapt to change will signifi-
cantly impact your organizational success.

>>> Look at what you’re free to change, not at what you cannot change. Where are
you going to spend your energy? Complaining about things you cannot change or
creating the things you can? If you feel your destiny is in someone else’s hands, you
do not have to take responsibility for your actions. Focus on what you can do and take
responsibility. There is power in responsibility.

>»> Lead with your heart and head. We recently heard a manager say that he did not
care about people’s emotions. He went on to say, “We have a job to get done!” Unfor-
tunately, people are the ones who are going to get that job done and people have
feelings. In fact, everything about motivation and the desire to do good work is based
on a feeling. If you do not consider people’s feelings, you will find it impossible to be
an effective leader.

>>Reach out to people who have different perspectives. It is easy to communicate
with people who think just like you. It is difficult to effectively communicate with
someone who has a differing viewpoint. If we can only communicate with people who
think like us, we are limiting ourselves from learning new and valuable information.

>»> Become comfortable with the unknown. To become empowered, you must feel
comfortable with the unknown. As fast as our environment is changing, it is impossi-
ble to know all the facts or have all the answers all the time.

>»> Develop a leadership “tool kit.” No one can have all the answers. What you can do

is create a “tool kit” of resources that can help to solve problems. If you only have a
hammer, you tend to see every problem as a nail. Collect information,
and then learn and practice leadership and management techniques.
Remember: Good leaders never stop learning.

>>> Look for multiple right answers. With information and the envi-
ronment changing as rapidly as they are, we can no longer afford to
look unilaterally for one right answer. Become multi-lateral in your
thinking. Search for possibilities—not just one solution.

>»> Substitute effectiveness for perfectionism. If you wait until all the available infor-
mation is in to make your decisions, the chances are you will have waited too long. In
today’s environment, we no longer can afford the luxury of waiting until something is
absolutely perfect.
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THE 50 PERCENT FACTOR

When CEOs or human resource professionals share their specific
concerns about an executive/manager, they always ask, “Do you
think that coaching this individual will be effective?” Most con-
sultants and coaches will reply “absolutely” and tell you about all
of their successful projects.

Unfortunately, our response sometimes disappoints our clients.
We are painfully honest when we say, “Overall, our coaching
projects are 50 percent successful.” About half the time we work
with executives/managers who are excited about having a coach.
They want to learn how to be an even more effective leader and
are excited to put their new skills into action. As we work with
these motivated leaders, we often hear the leader’s boss, peers or
direct reports say, “Wow, John has really changed.” Some of the
leaders we have coached have even risen to the most senior posi-
tions in their organizations, and they attribute that success
directly to their coaching experience.

The other half of the time we work with a leader who is so
busy doing the technical aspects of his job that he perceives the
coaching as an inconvenience. The only question this leader
longs to ask us, but never does, is, “Tell me exactly what I have to
do to complete this coaching assignment and get you out of my
life” The challenge with these executives/managers is reflected in
the old cliché: If you keep on doing what you have always done,

you conducted that they were talking about it among
themselves and even seeking out the HR depart-
ment to say thank you. The content (along with
your humor) was very appropriate and appreciated.
| believe it brought our employees a new under-
standing and positive vision for change in the work-

place. Thank you so much!”

Traci Porterfield
The Anthony Robbins Companies

you keep getting what you have always got! Some of these leaders
who we have worked with have eventually been asked to leave
the organization.

You may wonder why all leaders are not motivated to
improve their leadership skills. The reality is about half of the
leaders we work with have been rewarded in their careers with
promotions and bonuses for their past behaviors. Even though
people give them feedback about their leadership strengths and
opportunities for growth, they are not motivated to change.
These leaders perceive that their past has worked well enough
for them and really do not see a strong need to change. While we
never want to discourage coaching, leaders with this attitude are
typically unsuccessful in a coaching relationship.

We recommend two types of coaching support that can help
executives and managers become even better leaders.

1. One on One Coaching

A motivated executive or manager can find it valuable to review
his strengths with a coach and develop an action plan to “turn
up the volume” in the areas he believes are hindering his true
leadership potential. Ideally, the coach will have also gained feed-
back about the leader from interviews with the human resources
professional or the executive or manager’s supervisor. The key to
success in these one-on-one coaching sessions is the leader’s desire
to improve. If the individual does not have a desire to be coached
or is not motivated to change, coaching will be unsuccessful.

I I Thank you very much for the amazing training! II | want to share my appreciation of your support

Our employees were so happy with the program

for our business in delivering a three-day negotia-
tion skills package to my buying team. As you know,
the retail climate in the UK is particularly challeng-
ing, and | am delighted to report that my team has
enthusiastically risen to the challenge of applying
the specific skills and individual tips that came out
of their time with you. The absolute test that we
agreed on of achieving a financial return on the
investment we made in your time and skills has
already been exceeded in year one!”

Andrew Gill

Co-op Retail

‘ ‘ We have participated in a great deal of sales
training in the last 18 years, but you have by far
been our best investment. My team greatly appreci-
ates your ‘hands on’ approach and the energy you
bring to each meeting. Thank you for giving 150%
to our success.”

Doug Ament
VP, Nautical Enterprises, Inc.
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If coaching does not work
and the leader is unwilling

to change, share them with

a competitor and mess up
someone else’s strategic plan.

2. Leadership Development Assessments (360s)
One of the most powerful tools to provide feedback and coaching
to an executive or manager is the 360 Leadership Development
Assessment. First, we create a customized assessment based on
interviews with the executive/manager to be coached, human
resources and the executive/manager’s immediate supervisor. We
then post this assessment (75-100 questions) on line and ask for
it to be completed by:
>»> the leader being assessed (leader rates himself or herself)
>»> the leader’s immediate supervisor
>»> the leader’s direct reports
>»> the leader’s peers
>»> a cross-representation of internal customers who interact

with the leader

The 360 assessment is a powerful tool because the data liter-
ally becomes a “mirror” that the executive/manager holds up to
affirm his strongest leadership attributes and develop an action
plan in the lowest rated areas. It is easy to deny the feedback of
any one individual. Yet, that denial becomes much more difficult
when you have the feedback of many individuals who interact
with you at different levels. For example, it is not uncommon in

II Peter’s presentation for us, ‘Taking the Broncos

from Good to Great,” was excellent and precisely
targeted the focus of our retreat. | feel confident
that our executive group will benefit from Peter’s
informative, energizing talk and move forward by
implementing some of his suggestions. | would
highly recommend Peter Barron Stark & Associates
to any organization that aims to heighten and improve
their focus on important organizational issues.”
Joe Ellis :
Executive VP, Business Operations,

Denver Broncos

“ On behalf of the supervisory and managerial
staff of Helix Water District, we wanted to express
our appreciation for your outstanding presentation
on Workplace Excellence. The presentation was fast
moving, well organized and contemporary to chal-
lenges facing supervisors and managers in the 2005
workplace. You gave the management staff 10 clear
tools for improving and building excellence within
the workplace.”

Mark Weston
General Manager, Helix Water District

the initial coaching sessions to hear a executive/manager say,
“My boss says that my style of communication is abrasive or
mean, but I don’t agree. I may be stern in some of my communi-
cations, but I am not abrasive or abusive.” It is easy to deny the
feedback of one person. But, when 10, 15 or 20 people who work
with you on a daily basis tell you something about your style of
communication or leadership, it commands attention. We’ve
heard it said that “if 10 people say you have a tail, sooner or later
you have to turn around and take a look.”

When the 360 is completed, the coach works with the execu-
tive/manager to develop an action plan. Once the action plan is
in place, we hold follow up meetings at regular intervals to
ensure the plan is achieving the desired results.

Sometimes clients ask, “Is it worth it to hire a coach?” The
answer is—absolutely. Fifty percent of the time, we coach leaders
who take the coaching feedback and create significant leadership
and organizational success. It is our belief that this 50 percent
success factor will far outweigh the coaching failures who suffer
from a disease called “Popeye Syndrome.” These leaders have a
unilateral focus shared by Popeye, the famous cartoon character,
who simply said, “I am what I am.” Even if you and your organ-
ization are not able to create a leadership “win” through coach-
ing, you will know that you did everything possible to support
this leader in being a success.

Headline Needed Here

On August 24, a San Diego jury reached a decision that requires
a pharmaceutical company to pay 6.1 million dollars in a sexual
harassment case. In addition, the two supervisors named in the case
must pay an additional 1.8 million dollars in punitive damages.

The company’s insurance policy, which the firm has said it may use
to pay part of its legal costs, is 3 million dollars.

While this decision probably strikes fear into the heart of every

president, manager and supervisor who hears it, great leaders know
that the best approach is a proactive one. Legally, the requirements are
clear. All public and private employers (who operate within the state of
California) with 50 or more employees are required to provide two hours
of sexual harassment training to all supervisory employees every two years.
This training must take place by January 1, 2006. (If your organization is
not in California, please check your state’s requirements.)

Peter Barron Stark & Associates has had the privilege of training
thousands of employees and managers from organizations like
Directed Electronics, Websense, Shea Homes and Time Warner on
this topic. Please visit our web site, www.pbsconsulting.com, or
contact us at 877.727.6468 for more information.



FREE NEWSLETTERS

The Quest for Workplace Excellence
is the only on-line newsletter dedicated
to every CEO, manager, and HR profes-
sional who wants to build a culture in
their organization where employees love
to come to work and customers love to
do business. (subscribe at www.pbscon
sulting.com)

The Master Negotiator is the pre-
miere on-line newsletter for negotiators.
It's packed with tips, strategies, and
tactics to ensure your success in
virtually every negotiation. (subscribe
at www.everyonenegotiates.com)

THE ONLY NEGOTIATING
GUIDE YOU’'LL EVER NEED

By Jane S. Flaherty and Peter B. Stark
($14.00)

(Available on Amazon.com

or at a bookstore near you)

This dynamic new book takes the dread
out of persuasion and makes powerful
negotiating skills easy and accessible,
giving you tools and knowledge you can
put to use right away.

LIFETIME LEADERSHIP:
LEAVING YOUR LEGACY

By Jane S. Flaherty and Peter B. Stark
($24.95)

This book is for every manager and
supervisor who aspires to become a
great leader and will renew your enthu-
siasm and sharpen your skills so you
can leave a tremendous legacy.

THE COMPETENT LEADER

By Jane S. Flaherty and Peter B. Stark
($29.95)

This comprehensive book concentrates
on the interpersonal skills required to
be a great leader.

THE POCKET GUIDE TO
LEADERSHIP SKILLS

(pocket sized companion to

The Competent Leader)

By Jane S. Flaherty and Peter B. Stark
($7.95)

SUCCESSFUL SUPERVISORS
(THE TEN SKILLS EVERY
SUPERVISOR MUST HAVE)

Peter Barron Stark & Associates

($149.95 set, $19.95 each)

This dynamic 10 CD set covers
the 10 critical skills every manager

and supervisor must have in order

to be successful.

>>> If You Want to Be a Leader,

You Need Followers

>>> Delivering Difficult Feedback

to Improve Performance

>>> Conducting Powerful

and Painless Performance

Reviews

>>> Achieving High
Performance Goals

>>> Leading Change

>>> Resolving Conflict

>>> Hiring Winners

>>> Building a Great Team

>>> Dealing with Different
Types of People

>>> Developing Confidence

BEST-SELLING
CDS FROM OUR
TELESEMINARS

T 1 g o e 1

THE

ONLY

NEGOTIATING GUIDE

YOU'LL EVER NEED

108 ways To win

EVERY TIME$

IN ANY SITUATION
PETER B ATY

Leaders

‘A Day-by-Day lnspirational Guide For

LIFETIME

ADERSHIP
LEAVING

($45.00 each)

>>> Everyone Serves
the Customer

>>> Time Management

>>> Win-Win Negotiations

>>> Motivating the Team
Without Money

>>> Coaching and Counseling

for Improved Performance - -
>>> Leading Change

Le_adershfp
SKills

Two ways to order:

Call 877.PBS.6468 (toll free)
or 858.451.3601

Visit our websites,
www.pbsconsulting.com,
www.everyonenegotiates.com,
www.peterstark.com

Peter Stark & Jane Flaherty
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Peter Barron Stark & Associates
works with organizations to build an environment where employees
love to come to work and customers love to do business!

Our clients include:

Accredited Home Lenders

Adobe Systems

Alcon Laboratories

Armstrong Garden Centers

BHP Minerals

Bob Stores

California Bank & Trust

Callaway Golf

Campbell Soup

Charlotte Russe

Chick-fil-A Inc.

Children’s Hospital and
Health Center

City of Scottsdale

County of San Diego

Crain Communications

Cubic Corporation

Denver Broncos

dj Orthopedics

Gibson, Dunn & Crutcher

Hewlett Packard

IDEC Pharmaceuticals

LEGOLAND California
Lowe’s

LowerMyBills.com

MetLife

NFL

North Island Credit Union
Option One Mortgage
PETCO

Princess Cruises

RR Donnelley

San Diego Convention Center
San Diego Padres

San Diego State University
San Francisco Giants
Sempra Energy

Shea Homes

SONY

WD-40 Company

Virgin Entertainment Group
Wells Fargo

Winners Merchants Inc.
Wisconsin Electric

Our services include:
* Management and Employee Training
Leadership
Change Management
Customer Service
Negotiation
Communication
Sexual Harassment

e Employee Opinion Surveys/Customer
Service Surveys

* Management Consulting
Leadership Development Assessments

Executive Coaching
Organizational Assessments

e Strategic Planning
Mission and Vision Development

Values Clarification
Goal Setting

* Retreat and Meeting Facilitation

* Keynote Addresses




