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Leadership Tips _

Steal this leadership wisdom
and celebrate your own
success. Business Management
Daily surveyed leaders on their
successes over the past year.
These are reasons to celebrate,
and many of these relate to real
challenges facing leaders today
(see article at right). If you have a
triumph to share, email ttaffera@
businessmanagementdaily.com.

*“[ inherited a very stressed and
fractured team. | was able to bring
them together, reduce their stress
and make them more cohesive.
They are functioning at a much
higher level and expressing greater
satisfaction as a result.”

*“Made a pitch for a new role and it
worked!”

e “Started tracking productivity data
with a great internal spreadsheet.”

*“A successful reorganization of
our organizational structure. Keeping
everyone in the loop, so rumors
do not get started was key. People
felt included, had their questions
answered, and were overall com-
fortable with the changes made.”

¢ “\We integrated a new software
suite of tools for our configuration
management data area. We were
successful at communication and
training across the team.”

For more on the survey, including
tips from leaders, see page 4.
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Overcoming challenges: Lack of engagement,
lack of teamwork and poor communication

We all know employees have embraced
fully remote and hybrid workplaces—
many going so far as to proclaim they will
quit their jobs if this perk isn’t part of the
package. But a recent Business Manage-
ment Daily survey of leaders shows the
effect this is having on the workplace:
Teamwork is suffering and causing a real
problem for managers.

Leaders were asked: For the employees
and teams that you oversee, what are your
biggest challenges? Thirty-six percent cited
poor communication. And in the open-
ended comments, leaders expressed their
challenges.

“It can be difficult to have colleagues
share information, be open to each other
and understand what others in the team
are working on,” said one respondent.

When leaders were asked about their
biggest challenges in 2023, employee
engagement and retention rose to the top
of the list at 44%.

Build in structure

We're not going back, so how do we fix the
problem? Managers must be more deliber-
ate, purposeful and intentional to create a
culture of connection, according to best-
selling author and leadership expert Paul
Falcone. “It happens automatically at the
water cooler or in the breakroom ... but
in this new workplace, you have to build
structure and arm yourself with questions
to ask,” he says.

Managers need this roadmap as many
don’t know how to proceed in these
uncharted waters. “When you don’t physi-
cally see employees, you can't read’ how they
are doing. You listen to them say, Tm fine;
when they really aren't,” said one respondent.

Change to your Leadership
Briefings subscription
Beginning with the March issue,
your Leadership Briefings sub-
scription will come to you in a
digital format—with a new look and
enhanced content. You will still get
the same practical advice you can
count on, and we look forward to
bringing it to you in this new format.
If you have any questions, email
editorial director Tara Taffera at
ttaffera@businessmanagementdaily.
com. Thank you for being a valued
subscriber.

That’s where building a culture of con-
nection comes in, says Falcone.

Ways to foster connection

¢ One-on-one, team meetings and
individual development meetings.
These are all crucial in the new work-
place. “In survey after survey, CEOs
are saying soft skills and emotional
intelligence are critical,” says Falcone.
“We should have been doing this all
along, but in this remote environment,
it’s all exposed”

e Overcommunicate. It’s impossible to
overcommunicate, say many leadership
experts, Falcone included. “When there
is a gap, people make assumptions,” he
says. “The assumptions are typically off.
It’s not easy to do all these meetings,
but that’s the trade-oft”

¢ Find the balance. Managers must
ensure that staff members find the bal-
ance that works for them, and they’ll

only know by asking. It’s not a one-
Continued on page 3
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Leadership Lessons RN
When should | give negative feedback?

" by Kevin Eikenberry
There is plenty of discus-
9 sion about negative feed-

back, and why not? While
i we have all gotten plenty
of it, it isn’t often very effective, so lead-
ers and coaches always look for ways to
improve in this area. While there is plenty
of good advice about how to do it, there’s
far less conversation about when to give
negative feedback. In many ways, when is
as important as how.

Keep the goal in mind

Remember that the goal should be for the
receiver to accept and apply the feedback.
In the case of negative comments, the
person must first hear about/be aware of
something they did wrong or could do
better, and understand it. They will only
accept and apply feedback if they hear and
understand it.

That means if we want negative feed-
back to be accepted and applied by the
other person, we must start with them, not
the situation or the specific comments.

A quick example
That makes sense, but it isn’t how it often
goes. Imagine this situation ...

You are a parent, and one of your chil-
dren does something wrong. Let’s say they
broke something. You are angry, so you
give them some “feedback” You tell them
they need to be more careful; you tell them
you are disappointed; you tell them [insert
your own messages]. And because you are
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angry, you might give that feedback in a
raised voice and with angry body language.

How successfully will those comments
be received? Could they have been relayed
more effectively?

I do not need to imagine this story
because, as a parent, I did something like
this far more often than I would like to
admit—it wasn’t adequate by nearly any
measure. I might have been correct and
justified, but the feedback wasn't effective,
and I ran the risk of damaging my rela-
tionship with my child.

While common, that isn't the best
approach. Here are some ideas on how
we can improve in this area as a parent,
spouse, teammate or leader.

Think about the recipient

Focus less on what went wrong or needs

to be corrected and more on the person

you need to give feedback to. Ask yourself

these questions:

® Do they realize the error or that
they could have done something
differently/better?

® Are they upset, embarrassed or
otherwise not yet ready to receive the
feedback?

¢ Do they have time to hear it now?

® How and when can you deliver this
in a way that they will best under-
stand and accept it?
When we stop to think about the
receiver, we'll make better decisions
about when and how to give any

For HR pros: The 18th Annual
Labor & Employment Law
Advanced Practices conference

¢ 2 Dozen Expert Speakers ® 20 Credit Hours

25+ First-Class Training Sessions for HR
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negative feedback.

Think about yourself

Let’s look back at the story above. As the

giver, you were angry (I know I was). When

we are upset, are we likely to give feedback

in a clear, measured and balanced way?

In other words, are we ready to effectively

give that negative feedback? Not so much.
So here are some questions for you to

ask about yourself before these difficult

conversations.

* Am I emotionally ready to give the
feedback now?

® Do I have time to do it effectively?
® Does it even have to be done right now?

* What are they doing well—do they
need to hear that too?

Key takeaways

To crystallize what we have just talked

about, consider this advice when giving

negative feedback:

® Proceed when you are ready and able to
give it successfully, and they are willing
and able to receive it successfully.

¢ Refrain from giving it in the moment
unless it creates an immediate safety
concern. While feedback needs to

be timely, that doesn’t usually mean

bestowing it immediately.

When you apply this advice, chances
are the negative feedback you give will be
far more effective and will improve your
relationship and the trust between you
and the receiver.

What more could you ask for?

Kevin is the Chief Potential Officer of The
Kevin Eikenberry Group, a leadership and
learning consulting company that has been
helping organizations, teams and individuals
reach their potential since 1993, and the co-
founder of The Remote Leadership Institute,
formed in 2014. Kevin’s specialties include
leadership, remote/hybrid work, teams and
teamwork, organizational culture, facilitating
change, organizational learning and more. He
is the bestselling author of several books includ-
ing Remarkable Leadership: Unleashing Your
Leadership Potential One Skill at a Time, and
he hosts The Remarkable Leadership Podcast.
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Motivating Peoplc NN

Hire high performers by utilizing
motivation-based interviewing

Ninety percent of those who hire have
never been trained at interviewing. That
fact makes it crucial for leaders to ensure
their managers and anyone involved in the
hiring process know how to ferret out a
high performer. Carol Quinn, best-selling
author and creator of motivation-based
interviewing (MBI), knows how to help
leaders and managers through this process.

“We have an epidemic problem of
overrating the job candidate. The problem
is your interview questions,” says Quinn.
“MBI is about shifting the current and
hiring more high performers. It's about,
as an interviewer, being confident about
your hires”

Quinn explains human behavior when
overcoming obstacles and how that all
relates to interviewing. When you come
up with an idea, sometimes the first try
results in failure. If you keep going, you
devise a solution and overcome that
obstacle. But here’s the key: Low perform-
ers think it’s the presence of obstacles that
stops them. But it’s the high performers
who knock them to the ground.

MBI overview

To find those high performers, consider

the MBI method.

* MBI is a method for assessing skill,
attitude and passion.

e Tt takes no extra time and can be used
to fill any job opening.

® MBI uses properly and consistently
phrased skill assessment questions to
gather skill and attitude information
and assess predominant responses.

® MBI uses five simple questions to
assess a candidate’s passion, consid-
ered the most powerful natural self-
motivator. The idea is to hire someone
whose passion matches the job duties.

MBI questions

MBI questions have three parts and are

formed using the acronym O-SAE (oh say,

can you see if you have a high performer).
Questions have three rules that must

always be followed:

O-S: Obstacle-Situation. Tell me
about a specific time when you
(customize back half).

A: Action taken. Tell me about the
action you took.

E: What were the results?

Quinn stresses that MBI questions are
skill-specific, and used correctly, they
gather information regarding attitude and
skill. “The high performer can go into the
try-and-fail details. The low performer
can’t because they didn't go through those
steps,” she says.

Leader takeaways

The key for interviewers is getting used
to saying, “Tell me about a specific time
when ..”

If you are a leader or manager, start
learning more about MBI and employ it
immediately. But the more significant goal
is ensuring your hiring managers know
how to implement the method.

“Great hires get turned away as they
aren’t recognized as great hires,” says
Quinn. “And low performers slip through”

Overcoming leaders’ challenges
Continued from page 1

size-fits-all solution. “That’s where the
emotional intelligence comes in,” says
Falcone.

What happens if leaders ignore this
advice? Falcone warns that employees
who feel the disconnect, even if they love

the company and the independence, may
leave.

“You can’t make them feel like they are
floating out there or have been forgotten,”
says Falcone. “They may look to find that

connection somewhere else”

Leadershipfilms .*.

for a lazy day \\“

The Insider
A family man with two kids and a wife
holds a secret that will ruin the operations
of the tobacco industry, “Big Tobacco”
This movie shows how much bravery and
courage it takes to do the right thing, espe-
cially when dealing with big corporations,
and how it is always worth it in the end.

Sully

Tom Hanks stars as hero pilot Chesley
Sullenberger, who successfully glided his
plane along the Hudson River after a mal-
function—saving all 155 passengers on
board—in this inspiring tale of leadership.

Lincoln

With the Civil War in full swing, President
Abraham Lincoln must use his political
skill to end the war and permanently abol-
ish slavery through the passing of the 13th
Amendment. The lesson? Bring a sense of
urgency to the important. If it'’s important
to do tomorrow, it's important to do today.

Norma Rae

The true-life story of Crystal Lee Sutton, a
worker at a North Carolina textile factory
who fomented the organization of a union.
Sutton was fired, but the plant was ulti-
mately organized. Of particular note was
Sutton’s mute communication, holding up
a simple placard that stated UNION. Sally
Field won an Oscar for her performance.

RGB

Biopic of the late Ruth Bader Ginsburg,
the trailblazing litigator and, from 1993,
associate justice of the U.S. Supreme
Court and only the second woman to sit
on the high court. RGB includes her edu-
cation, her days at Harvard and Columbia,
and her influence on the Supreme Court
for the last 25 years.

Gandhi

An epic film, Gandhi is the life story of
Mohandas K. Gandhi, from his humili-
ation in South Africa in 1893 to his
assassination in New Delhi in 1948. The
very personification of authenticity and
humility in leadership, Gandhi, to this
day, remains the world’s greatest apostle
of non-violent political protest.
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Leaders share their
best tips

What's one resource, tip or trick you use
to make your job easier? That’s the ques-
tion Business Management Daily asked
leaders in a recent survey. It was heart-
ening to see that some of the answers

are positive solutions to some of the

challenges leaders face (see article on

page 1). If you have a tip to share, email

ttaffera@businessmanagementdaily.com.
® “Networking with people who have
skills T don’t”

® “Imake my expectations and instruc-
tions very clear”

® “Set aside two hours a week for training
staff”

® “I have two that I use regularly. 1. Use
rules in Outlook to manage my inbox
and keep only the high-priority emails
right in front of me. 2. Time-box a
couple of times a day to read my emails
and respond to them?”

® “Having a learning mindset with the
understanding that things will go wrong,
so it’s more about learning/improving
rather than being overly confident””

® “Succession planning. Training number
twos”

e “Taking breaks between tasks. It helps
me reset my mind to tackle the next
project”

¢ “Communicate with staff and custom-
ers. This prevents issues and surprises
and keeps all on the same page”

® “Be empathetic and compassionate to
gain people’s trust and buy-in”

® “Logging off when I get home. I get it
that no one at my workplace does this,
but not doing it is how I burned out at
my last job”

® “Continuing education.

® “Getting to know the strengths of each
team member”’

® “Addressing challenges head-on and do
not delay in taking action. Once done,
move on to the next task”

® “Thelped my team use SMART tech-
niques to set their targets and manage
their work accordingly. I make them
accountable for their own outcome”

* “Communicate often and stay on
message.”

Back to Basics NN
Stop taking high performers for granted

by Karl Ahlrichs

An occasional “reboot” is

? healthy. The craft of leader-
ship benefits from going
= back to the basics regularly,

and communication is the best place to
start—it’s the foundation upon which you
build relationships, trust and teamwork.
Strong communication skills enable you
to share visions and goals while listening
to the needs and concerns of your team.
It is worthy of practicing, adjusting and
improving daily.

Here are two simple tactics that will
improve your staff engagement and slow
the “quiet quitting” of your team.

1. Identify your high performers
Where to start? First, direct your efforts
to the most important people on your
team—your high performers. Next, draw a
distribution curve and label the segments
for each type of performance—low, aver-
age and high. If you wish, write the names
of your employees in the segments. Then,
reflect on where you spend most of your
time.

Recognize that it is human nature to
focus on problems, which results in you
investing much of your time in the low
performers as you attempt to change
behaviors and improve results. On the sur-
face, this seems to be a good approach, but
the flaw is that high performers feel left
out and disconnected.

Try a test—ask your fellow leaders
where they spend their time. They will
most probably point to the low-performer
quadrant and start naming names. Then,
point to the high performers and ask why
they don't spend time with those people.
The answer will be simple: “Them? They
don’t need it”

Simply put, leaders often spend less
time with their high performers than in
other areas of the workforce. This lack
of communication with high perform-
ers disrupts the workforce at several lev-
els over time. However, when it works,
leaders who intentionally communicate
ensure that all team members—especially

high performers—are working towards
a common goal, which requires sharing
clear expectations with all and providing
ongoing feedback and direction.

2. Call to action

The second point is a call for action—
intentionally communicating with your
high performers. First, identify them, then
build a reminder system to keep them in
your “front of mind”” Talk to them, listen
and include them in important discussions.

Another issue hiding in the weeds of
poor communication is poor motivation.
Ask your high performers what their moti-
vators are, and you will get an interesting
list, including “challenge” and “recogni-
tion.” Infrequently will they say “cash”
Those motivators come from having a
quality relationship with a leader they trust.

Do you see the dangerous disconnect?
It is human nature for leaders to spend
time communicating with the low per-
formers while they leave the latter to fend
for themselves. Yet, while disconnected,
the high performers are more likely to
accept another offer or a step in their
career that is being ignored in their cur-
rent position.

When team members feel heard, they
are more likely to be engaged and moti-
vated, and remain anchored to you in a
churning workforce. On the other hand,

a lack of clear communication can lead

to misunderstandings, disengagement
and conflict, all of which can harm team
morale and employee retention. These are
crucial to sustainable leadership.

Intentional communication focused
on high performers is a crucial skill that
enables leaders to effectively convey their
vision, direct their team’s work and build
positive relationships. It is the foundation
upon which you will build a successful
organization.

Karl Ahlrichs is a national speaker, virtual
facilitator and author. He has decades of stra-
tegic HR consulting to all industries, using risk
management and organizational development
theories to bypass “best practices” and move
directly to “next practices.”
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Leadership Insights T
How to nurture high-potential employees

by Paul Falcone

High-potential employees,
or HIPOs, typically stand
out among their peers
based on superior perfor-
mance. They often master their roles and
responsibilities early in their tenure and
look for additional opportunities to excel.
Proactive companies try to make the most
of their highest-performing talent, and
building a HIPO (AKA fast track) pro-
gram often makes sense. These provide
superstar employees (i.e., those in the top
fifth percentile) with greater exposure to
different roles, meaningful training assign-
ments and more progressive career paths
through several managerial positions
across the organization, both to “challenge
the superstar” and to retain those with the
highest capabilities. For example, General
Electric developed the best-known HIPO
program, which typically lasted two years
and historically included rotational leader-
ship assignments.

Even smaller companies and nonprofits
can customize a program around their
highest performers. Follow the three guide-
posts below to structure and customize a
program that meets each individual’s needs.

Help with résume building

Top producers and high-potential employ-
ees thrive on building their résumés and
LinkedIn profiles. As long as they sense
that they’re on a fast track—adding value
to the company while garnering new skills
and accomplishments that they can bul-
let on a résumé—they will likely remain
in place with high levels of job satisfac-
tion and personal engagement. Employee
recognition is key to their growth and
professional development, so finding ways
to publicly acknowledge their accomplish-
ments is a smart strategy.

Remember that from a leadership per-
spective, you will always get a greater return
on investment when building on people’s
strengths rather than trying to manage
their shortcomings. As you do at the gym,
focus on strength training to build HIPOSs’
self-awareness and individual potential.

Fostering an achievement mentality
Focus HIPOs on increasing revenue,
decreasing expenses or saving time. You
must help them quantify their results in
terms of dollars and percentages so they
can track their concrete achievements over
time. While this should be a part of all
employees’ development, it’s particularly
significant for HIPOs because they desire
to demonstrate progress in their careers
and toward their own goals. Overachiev-
ers thrive on accomplishment. Building
out their technical-specialist and manage-
ment-focused career tracks tends to work
exceptionally well with top performers.

Paying it forward

Partner with HIPOs to create personal-
ized individual development plans or
IDPs. IDPs focus on short-, mid-range and
longer-term goals. They tie career aspira-
tions to the organization’s broader needs.
They may include new certifications or
licenses, greater exposure to senior lead-
ership or other parts of the organization
and one-on-one mentoring and coaching.
Ensure that you meet at least quarterly to
assess IDP progress—business changes too
quickly to only hold such meetings once
per year.

Most important, place HIPOs into the
role of “paying it forward.” Creating the
space and expectation that those with the
greatest skills can share them with oth-
ers fosters a sense of selfless leadership
that, for many, creates the highest levels
of career satisfaction. As the saying goes,
you cannot give away anything you don’t
already have. Placing HIPOs into positions
of influence where they can share their
wealth and talents is likely the greatest way
to cement loyalty to the organization while
building a personal brand that lifts others
and builds a stronger sense of teamwork
and camaraderie.

Paul Falcone (www.PaulFalconeHR.com) is
principal of Paul Falcone Workplace Leadership
Consulting, LLC. He is a columnist for SHRM
and a bestselling author of 15 books, including
the 5-book Paul Falcone Workplace Leadership
Series.

Training and development
lacking, leaders say

Business Management Daily posed the
following question to leaders in a recent
survey: What are the biggest challenges
you face when it comes to manag-

ing employees? Employee training and
development ranked number two at 26%
(behind retaining good employees at 38%).

=y
- O

Here is what some respondents
lamented about training:

“New hires coming in are not given
professional training (through the HRIS
system) or even enough training when
asked to jump in’ and work. I think this
creates not only issues with catch-up but
bad feelings that a new person is imme-
diately going to fail. I think all companies
do more with less headcount, but unfor-
tunately, companies don’t want to pay for
the knowledge new employees bring in
and overworking them becomes a norm—
this is where the ‘quiet quitting’ comes in”

“Tight deadlines leave no time for
training. Senior leadership wants staff to
learn on their own time.”

There is good news—leaders recognize
the importance of training and generating
employee engagement through the process.

“When it comes to training, the chal-
lenge is the engagement piece,” says Greg
Lindsey, manager of maintenance strategic
planning and support at USPS. “It’s hard to
be successful at one without the other. The
challenge to me as a leader is to inspire the
desire for learning in my team. I don’t want
them to enter training just to check the
box. It needs to be an engaged approach.”

Solution: It’s your job as a leader to
ensure employees get the training they
need. Work with your managers to make
this happen by making it part of their goals
and expectations. Then follow up to ensure
they are making this happen. And take
Lindsey’s approach of inspiring employees
who want to learn and engage with others.

(800) 543-2055
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6 principles of a
successful leader

To sell ideas effectively to employees, you
must first establish a track record of trust-
worthiness and competence. Here are six
traits that will help you establish that leader-
ship base:

1. A positive outlook. When you are
honestly enthusiastic about what you do,
your base of support continually widens. In
time, it becomes far easier to gain support
for projects.

2. A willingness to empower
others. People who merely delegate work
never achieve enthusiastic support. But
those who enable others to learn, make
progress and reach their own goals do.

3. Clear goals. Show that you have a
clear vision about what you want to achieve.

4. Consistency. If you want to be
taken seriously, adhere to the same stan-
dards and principles tomorrow that you do
today. Only then will people count on you.

5. Integrity. Real leaders never fail to
honor their promises and commitments.
They never misrepresent themselves.

6. Communication skills. Not all
effective leaders are eloquent public speak-
ers or writers. But all have found ways to
communicate their ambitions clearly to
others—sometimes simply by pursuing
their goals with boundless energy.
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Personal Growtn NN
Do you have a self-leadership mindset?

Self-leadership is the practice of under-
standing who you are, identifying your
desired experiences and intentionally
guiding yourself toward them.

According to speaker, author and
leadership trainer Peggy Vasquez, “Dis-
cover how to lead yourself to achieve
your personal and professional goals
while also ensuring the success of your
organization. You won’t be a leader worth
following if you don’t lead yourself well”

Leaders worth following and people
who are worth emulating are people who
have mastered self-leadership.

What is self-leadership,

and why do you need it?

“Because it’s time to reset, refocus and
recenter, which are at the core of self-
leadership,” says Vasquez. “It’s about
continually developing your mindset and
taking action. It describes how you lead

your own life—setting your course, fol-

lowing it, modifying it and correcting it as
you go. Self-leadership shows up in how
you interact with your CEO, managers,
colleagues and clients.”

Self-leadership is a daily process. It’s also
a skill, not a trait you were born with, and
that means you can learn it and hone it,
just like all the other skills you've mastered.

Vasquez’s tips for honing your self-
leadership skills:

® Motivation and determination.

® Constructive thought and decision
making.

® Developing a growth mindset.

o Self-leadership model: Intention,
influence and impact.

e Self-awareness and self-knowledge.
¢ Planning and goal setting.
® Embracing failure and cultivating grit.

® Accountability and sitting in the driv-
er’s seat of your life and career.

Business Challenges _
Leaders talk engagement and retention struggles

We all know it’s not an ideal world, and
that applies to the business environ-
ment as well. But if we could live in that
idyllic reality, Business Management
Daily asked lead-
ers what would
allow them to be
successful. Forty-
seven percent

of respondents
cited not having
enough tools and resources to support
efforts as a real challenge, while 28% cited
time management restrictions.

Leaders also struggle with employee
engagement and retention—44% of
leaders cited it as their biggest challenge
(see article on page 1). Following are
some of these respondents’ frustrations:

“With a revolving door of new team
members, it becomes difficult to improve
teamwork, which is another contributor
to disengagement and turnover.”

“It is difficult to engage employees
when they prefer to stay remote.”

“I've only been with the company for
two years and have worked remote the

entire time with

only a one-week

trip to the com-

pany headquar-
:: _ ters. Getting to

‘ know people in

the company has
been difficult and limited to the ones I
absolutely need to deal with”

Solution: Stress to your CEO and
higher-ups that you want your employees
and the company to succeed and need
the time and tools to make this happen.
Use data to show them the pain points
and map out a solution to fix the issues.
Stress to them you believe in the company
and are in for the long haul, you just need
the tools to succeed—and support from
top leaders.

¥y
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Proactive Approach NN
Ways to stop resignations before they spread

A new study based on more than three
years of research proves that resignations
can spread throughout an organization
and teams, but it also gives employers
specific ways to stop this from happening.
For leaders, it’s an area to track and make
sure your managers are aware of, so they
can stop resignations from spreading
throughout a team.

The Visier Insights Report, which stud-
ied “tens of millions of actual employee
records,” reported the following:

® When a resignation happens, employ-
ees on that team are 9.1% more likely
to leave within up to 135 days after the
initial person resigns.

® Smaller teams have a higher probabil-
ity of experiencing resignations due
to turnover contagion: 25.1% in teams
of two, 12.1% in teams of three to five
and 14.6% in teams of six to 10.

* Turnover contagion peaks around
70 days after the first resignation.

Reducing resignations
Researchers in this study offer managers
warning signs to watch for:

1. Watch for pre-quitting behavior.
Managers who worry about losing valuable
employees can look for decreased produc-
tivity and less commitment to long-term
timelines. Leaving early more frequently
than usual could also be a sign of
disengagement and reveal quit-
ting intentions. While staying
connected with team mem-
bers should be part of every
manager’s daily leadership
tasks, Visier’s research shows
it is especially critical in the
months after a team member’s
resignation.

2. Pay attention to the time win-
dow after a team member’s resig-
nation. The risk of losing more team
members after an employee’s resignation
increases for 135 days, or 4.5 months,
after the first team member’s resignation.

Smaller
teams have
a higher probability
of experiencing
resignations
due to turnover
contagion.

While managers should always work
on talent retention activities, it is even
more important to focus on career con-
versations, stay interviews, discussions of
growth opportunities and ways to engage
employees in this time window.
3. Strengthen social ties dur-
ing onboarding. According to Visier’s
research, considering social con-
nections between employees
may be an overlooked
component in organiza-
tional hiring, onboarding
and retention strategies.
“Cohort onboarding,”
still crucial even in remote
environments, is one way to
achieve this. “Giving new employ-
ees the opportunity to form relationships
with others throughout the company at the
beginning of their tenure could help root
them beyond their immediate teams and
potentially mitigate the risk of falling prey
to turnover contagion,” researchers say.

Resources for Leaders IR

When Everyone Leads: The Toughest
Challenges Get Seen and Solved

by Ed O’Malley and Julia Fabris McBride

This is the book you can share with everyone on
your team. No one can say, “This isn't for me; ’'m
not a leader” According to the booK’s authors,
“Leadership is an activity, small actions taken in
moments of opportunity”

» We are giving away a copy of this book to the first person to
email ttaffera@businessmanagemetndaily.com. Simply email
us with the name of your favorite leadership book and your
address so we can send you a copy of When Everyone Leads.

Motivation-Based Interviewing:

A Revolutionary Approach to Hiring the Best
by Carol Quinn

Want to hire high performers by asking all the
right interview questions? Quinn tells you how
in her guide for accurately and reliably assessing
skill, attitude and passion so you can expose the
incremental differences that separate the pretend-
ers from the genuine high performers. (For more on the MBI
method, see the article on page 3.)

The 4 Disciplines of Execution

by Chris McChesney, Sean Covey and Jim Huling

If you want your organization to achieve its wildly
important goals (WIGS) and put an end to the whirl-
wind, then this book is a must-read. 4DX is a proven
formula for executing your most important strategic pri-
orities. The method is based on four disciplines:

VR b b

L1
L

L

1. Focusing on the wildly important.

2. Acting on lead measures.

3. Keeping a compelling scoreboard.

4. Creating a cadence of accountability.

The 6 Types of Working Genius: A Better Way to
Understand Your Gifts, Your Frustrations, and Your Team
by Patrick Lencioni

Bestselling author Lencioni always delivers when it comes
to developing and leading a team. His latest book unveils
a new model that will change the way we think about
work and teams forever. It will help you as a leader iden-
tify the type of work that brings your team joy and energy,
and avoid work that leads to frustration and burnout. The method also
gives teams a simple framework for tapping into one another’s natural
gifts, which increases productivity and reduces unnecessary judgment.

(800) 543-2055
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Managing People TR
Roadmap for leaders: Research reveals what employees want most

In uncertain times

As the pandemic fades into the rear-view
mirror, the lessons learned provide a
roadmap toward effective leadership in
tough times. Building trust with employ-
ees is vital, displaying vulnerability can be
useful and providing inspiration is key.

“Inspirational motivation refers to
the leader’s ability to inspire confidence,
motivation, and a sense of purpose in
their followers,” said Kristine W. Powers,
a doctoral student at Claremont Graduate
University, based in Claremont, Calif.

“To do this, leaders must articulate a
vision for the future and demonstrate
commitment to the goals of their team
and organization”

Powers is one of the co-authors of the
recently released report “What Employ-
ees Want Most in Uncertain Times.” The
report was based on interviews conducted
between March and October 2020, during
the onslaught of the pandemic. The survey
tapped the thoughts of 287 participants
representing a variety of industries and
organizations. They responded with 398
unique comments addressing one key
question: “What is one thing your super-
visor could do (or do more of) to help
alleviate the uncertainty that arose as a
result of the pandemic?”

Upcoming Webinars

Want to hone your leadership
skills? Check out these upcoming
webinars. Go to https://www.
businessmanagementdaily.com/
pro-products to see the full list
and how to register.

 Stop Managing, Start Coaching:
The Coaching Manager's
Playbook—Friday, March 3,
1p.m. ET

 Avoiding Leadership Landmines:
The Five Biggest Mistakes that
Managers Can’t Afford to Make—
Friday, March 17, 1 p.m. ET

* The Magnetic Manager—
Friday, March 24, 1 p.m. ET

Working from home:

Do’s and don’ts

The answers revealed in the report offer
an early window into how working from
home has changed the workplace and
still exerts an influence. Quotes from the
respondents demonstrate how positive
and negative human resource techniques
developed during the height of the pan-
demic, and insight into what leaders need
to avoid and lean into.

e “My supervisor has been upfront and
transparent about the financial state of
the organization as well as the status of
my employment,” said one respondent.
“She has also taken the time each day
to check in about how my family and I
are doing. With the closing of childcare
centers, both my husband and I have
had to balance two full-time jobs and
two toddlers. My supervisor has been
extremely understanding and flexible
and has never made me feel guilty or
as if 'm underperforming. I know
that many are not as lucky, and I have
been grateful”

e “She is typically a very stoic and
matter-of-fact person,” said another
respondent. “It would have been helpful
for her to acknowledge the emotional
aspects of this pandemic. Her bi-weekly
check-ins usually only consisted of
questions like, ‘How is the work going?,
‘do you have everything you need to get
the work done?” She could have asked,
‘How are you doing?’, ‘is there any way
I can better support you?’ Overall, she
could have done a better job of check-
ing in on us emotionally/psychologi-
cally, as opposed to pragmatically”

Asking the right questions
Leading from a remote location requires
thoughtful communication with staff.
“Regular check-ins are a great first step,”
said Jessica B.B. Diaz, report co-author,
an assistant professor in the Division of
Behavioral and Organizational Sciences

and director of human resource manage-
ment at Claremont Graduate University.
“It's worth mentioning that simply asking
employees, ‘What do you need, isn't likely
to be effective. Instead, consider specific
questions like, ‘How much guidance
would you like on your work this week?’
Start with a leading question like, ‘How
can I best support you and your work?”

Addressing individual needs

The wild card of uncontrollable change
transforms the dynamic of effective lead-
ership. Per the report, “research reveals
that managing uncertainty is far more
complicated than implementing such
strategies under more stable conditions.
We found that during times of uncer-
tainty, different employees want different
kinds of support delivered in different
ways” While some respondents craved
leaders who would “communicate their
fears,” others preferred executives who
would “stay calm and not panic” Per the
report, “Faced with divergent sub-needs,
managers must forgo a one-size-fits-all
approach that might be effective during
times of stability”

Showing vulnerability

According to the research, uncertainty
complicates inspirational efforts. “Over
dialing on inspirational motivation is
problematic when employees are fac-
ing high levels of uncertainty because it
can feel inauthentic, too much of a good
thing,” said Powers. “Leaders must bal-
ance optimism with vulnerability. Some
employees wanted more vulnerability
from their employees, likely because it
helps build a human connection between
manager and employee”

“It's a manager’s job to normalize stress
during uncertain times,” said one respon-
dent. “Recognizing that your employees
are human and that they will be more
distracted right now, being vulnerable is
one of the most courageous things you
can do”
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Presentations
Steve Jobs
Style

Imagine getting your audience’s attention ... HOLDING it ... and
communicating your ideas with clarity and passion—every time!

Discover how with this valuable audio recording of our popular webinar.

When you give a presentation, you face at least two hurdles.

First, you need to sell yourself as a credible spokesperson on your topic. Audiences
need to believe in you—and that’s hard enough. Second, you need to sell your ideas so
that people come away inspired, persuaded and enlightened.

Steve Jobs did both—with incredible skill. Widely considered one of the most gifted
presenters ever, Jobs understood how to deliver memorable speeches in a seemingly
effortless, engaging manner. His conversational tone, simple yet compelling word choice
and masterful use of slides and other props helped reinforce his message in winning ways.

In Presentations Steve Jobs Style, corporate trainer Morey Stettner will give you the
step-by-step guidance to prepare and deliver presentations that borrow many of Steve
Jobs’ favorite techniques—whether you're addressing non-techies, impatient CEOs or
eager employees.

In this fast-paced, 75-minute presentation, you'll learn to:

¢ Integrate Aristotle’s “Big Three"—logos/ethos/pathos—to win over audiences.
Learn how to blend logic, credibility and emotion to enliven your remarks.

* Convey big ideas or central themes via multiple channels, from
audience giveaways to props to slides.

Presentations
< Steve Jobs Style

[O)

* Think in threes. To explain complex processes (from chemical
reactions to financial formulas), learn to cluster your main points
in threes.

* Use bluntness and directness rather than drop hints or dance
around controversial positions.

* Embrace simple language. Develop tools to translate your speech
into plain English that’s compelling and hard for anyone to ignore.

e Start staff meetings with an edge. Steve Jobs often began meetings by expressing
disappointment in some aspect of the team’s performance. But by the end of the
meeting, everyone left in a positive frame of mind. Find out how Jobs pulled that off.

(Continued on reverse side ... )



About the Speaker:

Morey Stettner is a communication consultant, an executive coach and the
author of five popular business books: The Art of Winning Conversation,
Skills for New Managers, The Manager’s Survival Guide, The New Manager’s
Handbook and Buyer Beware: An Industry Insider Shows You How to Win
the Insurance Game. A dynamic, crowd-pleasing speaker and corporate
trainer, Stettner has addressed many groups across the United States on
communication skills and led courses for Toastmasters International and The
.| Learning Annex.

Presentations

Others have paid $197.00 for the valuable information on this P Segtmpn

CD. But in this special offer, you will pay just $97—a savings
of more than 50%!

Order today! Your satisfaction is unconditionally guaranteed.
If you decide that Presentations Steve Jobs Style isn't
all we've promised and more, we will refund 100% of your

purchase price—no hassles, no questions asked. _
Order online now for
your instant mp4

WEB: www.BMD.biz/Jobs9 RS

CALL: FAX: MAIL:
(800) 543-2055 (703) 905-8040 Use the order coupon below and
8:30 a.m.—6 p.m. ET enclosed postage-paid envelope
Sy WEBINAR CD ORDER COUPON - === —— === —— = 22 ___

U YES! | want to become a master speaker! Send me Presentations Steve Jobs Style

TODAY. | understand my satisfaction is unconditionally guaranteed or my money back.

PRICE PER CD: $97
Payment options: QO Check enclosed. (Payable to: Business Management Daily) $

Q Please charge my credit card: Number of copies
QVisa 0 MasterCard O AmEx (1 Discover Add $6 S&H per copy $

Card # Exp. Date VA5r?SidTmst: Add $

% sales tax
Signature TOTAL ORDER $
Name . Payable in U.S. dollars

(please print)
Title
Company CD1849
Address SPECIAL OFFER
City State ZIP YI1638
Daytime Phone ( ) Fax ( )
0

100% MONEY-BACK GUARANTEE:

(We will never sell your email to other companies.)
PLEASE DETACH AND MAIL TO:
Business Management Daily, P.0. Box 9070, McLean, VA 22102-0070
Please allow 3 weeks for delivery.

If you are not completely satisfied

with your purchase, just return it

within 30 days of receipt and your
money will be refunded in full.
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