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The Fable

eth Owen had it all 1igured out. He had taken

business classes in college, and he assumed
managing people wasa’'t going to be that hard.
After all, he thougn, his college degree and char-
ismatic personaiity would make him an ideal boss;
employees would love to be on his team.

As he eantered the working world as an
employce of a Fortune 500 company, Seth was
looking forward to putting his degree to work.
Although he was an average student in school,
Seth was a leader outside the classroom. He had
a reputation as the one person you could depend
on to get things done. Not only would Seth make
things happen as the “go to” guy, he could inspire
people around him to help, and he always did it
with a smile on his face.

Now that he was out of school, the time for
“learning” was over, and the time for “doing” was
here. The dress rehearsal had ended. As he headed
through the doors of corporate America, Seth had no

15
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idea his education was just beginning. Nor did he
have any idea that his first year on the job would
change the way he viewed business, and life, forever.

THE ARRIVAL

For a small regional airport, there were quite a few
people bustling around. As Seth moved through
the crowd of departing passengers, he tried to look
confident in his new blue suit, freshly starched
shirt, cap toe shoes, and yellow tie. He haa been
told that yellow was a “power” color, and be needed
to look powerful that day.

You see, Seth was meeting his 1.cw boss. After
graduating from college, he spcint months looking
for a job. The recession litnited the number of
opportunities available tc him and his college
buddies, but his wait wzs finally over and he
was going to work for Halifax, a large call center
company with offices in central Texas. Despite the
recession, this commpany was growing and had
opened a new call center two years earlier just
outside of -Austin. Seth liked the fact it was a
huge ccn:pany with offices all over the United
States. ife knew job security was a thing of the
past, but he hoped it would be a secure place to be
and would provide opportunities for advancement.

Although he had been hired by the corporate
recruiting office in New Jersey, Seth was being
sent to work in the call center outside Austin.
Today was the first time he’d be meeting his new
boss, Hannah Jaxson. Seth was eager to meet her
because the corporate recruiter had spoken very
highly of her. He told Seth she was considered a
rising star in the company, and that she was
transferred from another department to take
over this call center just two months ago.
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Seth scanned the crowd as he wandered around
the baggage claim area looking for Hannah. He had
requested a picture from the corporate recruiter so
he would know her when he saw her, but his flight
left before he could get the photo. Although he had
no idea what Hannah would look like, he had a
picture in his mind. She would be tall and confi-
dent, have light brown hair, and be well dressed.

As the passengers gathered their luggage and
the crowd began to thin, Seth got anxious. He
wasn’'t concerned his new boss wasn’t going to
be there. He was concerned that maybe he was
being tested. He thought to himself, “What if this is
part of the test? What if she’s stancir.g around the
corner watching me wander arorina lost? Should I
have her paged? Should I start.approaching any
female standing by herself?" 1 this was a test, he
certainly didn’t want to iaii.

About that time, he heard the page. “Seth
Owen. Please meet vour party at the baggage claim
information desk Mr. Seth Owen. Please meet
your party at the baggage claim information desk.”

As he turned to walk that way, he saw a woman
emerge froin the small crowd around the informa-
tion desk. Although this woman was waving, this
couldn’t be her. She didn’t even come close to
matching the picture he had in his mind. This
woman was short and had dark black hair. How-
ever, Seth had been half right. Dressed in a dark
blue suit, his new boss carried herself with all the
confidence in the world.

THE RIDE

It didn’t take long for Seth to figure out why Hannah
was successful. She was easy to like and had a very
charismatic personality. Any anxiety he had was



CO1

02/05/2011

14:19:13  Page 18

18 ENGAGED LEADERSHIP

calmed before they got to the car. He had wrongly
assumed she would be judging his every move. It
quickly became apparent she simply wanted to talk
about the job opportunity.

The ride from the airport to the office was just
over an hour. Hannah used that time to talk about
the assignment. She explained to Seth how she
had been given responsibility for this call center
just two months ago, and that her biggest chal-
lenge so far was shaping the culture. His job
experience up to this point had consistea mostly
of part-time jobs, so the term “culture” vvas rela-
tively new to him.

“I'm not sure I know what youn:¢an when you
say you're shaping the culturc’ Seth admitted
reluctantly. “Didn’t they alv<ady have a culture
when you got here?”

“They did,” Hannah laughed, “butit’s a culture
that seems to breed rrediocrity. Most employees
just show up and do the bare minimum to get by,
and we have an ovportunity to change it. That's a
priority for me.”

Seth didn:’v want to seem ignorant to the whole
idea of eulture, so he didn’t press the issue and
just locked out the window. Hannah must have
sensed his confusion. “Have you ever worked
somewhere you didn’t like?”

“Yes, I have,” Seth responded as he turned
from the window. “I worked at a store in a mall.
It was awful.”

“Tell me what made it so awful,” she inquired.

“First of all, my boss treated all the employees
like they were inferior. He always yelled at us if we
were one minute late for our shift, although he
seemed to be late more than anyone.”

Hannah asked, “Do you remember the feeling
you had when you worked in that environment?”
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“Absolutely. It was horrible. I used to hate
going to work every day, and I remember what a
relief it was when I finally quit.”

“That,” she said, “is culture. You can’t touch it,
and you certainly can’t explain itin clear terms. It’s
how people feel when they go to work. My biggest
challenge has been convincing my management
team we have some work to do in that area.”

“Are they not supportive?”

“Let’s just say they have some baggage,” Hannah
said with a smile. “You see, we already have.a call
center in Austin, about a half hour from cur new
office. The head of that call center and iwo of the
managers accepted a transfer two yeais ago when it
first opened. The leadership style of 1ay predecessor
for nearly two years pretty muel: ¢nsured a contin-
uation of the old culture.”

“Why did your predecessor leave?” Seth asked.

“Early retirement.”

Seth asked, “De vou think the employees in
this department doi:’t like working at Halifax? Is
that why you want to change the culture?”

“That’s a fair question. My observation is this
office is r¢ cifferent than any other I've had the
chance o develop. Most employees are disengaged.
They siniply show up to work, do the minimum to
get by, and collect a paycheck every two weeks. |
want to create a culture of employee engagement.”

Seth was familiar with Hannah’s observation.
He had seen employee disengagement at every
part-time job he had held up to that point in his
life. In fact, there were times he considered himself
one of the disengaged. So he asked the most obvi-
ous question, “How do you create this culture of
employee engagement?”

As they pulled into the parking lot, Hannah
looked over and said, “Seth, you have identified
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the biggest challenge I face every day, and one I
hope you can help me work on.”

THE MANAGEMENT TEAM

Seth had never been inside a call center before,
and didn’t really know what to expect. As they
entered the office, he was awed with the rows
and rows of computer stations all surrounded
by low cubicle walls. It was somewhat dark and
looked very formal.

Apparently everyone knew Hannab :ad gone to
the airport to get “the new guy.” As lie glanced
around the office, he saw heads pcpping up over
the cubicle walls at each comp.iter station. Seth
was prepared to be judged by his new boss, but he
hadn’t anticipated the scrutiny from the sixty call
center reps on duty that niorning.

On the ride from tae airport, Hannah had
explained to Seth tnct the first order of business
would be a meetig in the conference room with
the other maragers. The office had a total of four
managers assigned to manage approximately 100
employee:. Seth had asked about his three fellow
managevs during the ride, but Hannah wouldn’t
divulge any information. She explained she didn’t
want to influence his opinion in either direction.

As they entered the conference room right on
time, Seth was surprised to see only one person
there for the meeting. Hannah had told Seth there
was only one male manager, and his name was
Aaron King.

Seth had a very aggressive and confident per-
sonality, and eagerly approached Aaron before he
put down his briefcase.

“You must be Aaron,” he said with a smile and
an extended hand. “My name is Seth Owen.”
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“Hello, Seth. I've been looking forward to meet-
ing you. At home I have a wife and three daughters,
so I get ganged up on a lot. The same is true for the
office. I've been looking forward to some male
influence around here!”

Seth was impressed with Aaron. He liked the
fact he was on time for the meeting, and he liked
his energy.

As they were sitting down, one of the other
managers ran into the room. “Sorry I'm late,” she
said. “I couldn’t get one of my employees o1t.of my
office.” She sat down without saying ancther word.

Seth stood and reached across. e table,
extending his hand. “Hi. I'm Seth.”

“I'm Jill Ramos,” she responcd as she tried to
catch her breath. “Nice to meet-you.”

As Seth sat back down; Eannah asked both
managers to introduce tizeitiselves in more detail.
Before either could start, she inquired, “Where’s
Carmen?”

“She just got oira call with someone from the
staff,” Jill resporided. “She said she would try to
make it, but that we shouldn’t wait for her.”

Witho1e showing too much concern, Hannah
looked @t Aaron and Jill and asked, “Who wants to
go first?”

As if he were expecting the question, Aaron
raised his hand and offered to get things started.
He explained he had been a manager in the Austin
office, and accepted the transfer because this new
office was closer to home. Of all the people Seth
met that day, he felt the most comfortable around
Aaron. He would later learn that Aaron was the
manager most employees in the office preferred,
and certainly the one most eager to learn about the
culture of employee engagement Hannah was try-
ing to put in place.
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Jill went next. She started by apologizing again
for being late to the meeting. Seth wasn’t sure if
she was being genuine or just trying to stay out of
trouble with Hannah. She explained she had been
a call center representative her entire career, and
that she got promoted when the new office was
opened. She said she was tired of having the least
amount of seniority with only two years as a man-
ager, and that she was glad to see a new manager.
Seth would later learn that Jill was the most effi-
cient call center representative in the Aus'in office,
and ranked at the top of nearly every area the
company measured. He also learned she was
struggling with most of the changes Hannah was
making to enhance the culture.

After the two other manacer's had introduced
themselves, Seth spent a few minutes sharing
his background. As L& wrapped up his com-
ments, Hannah explained that she and Seth
would meet for the remainder of the afternoon
in her office, and that everyone else was welcome
to return to work. She turned to Seth and said,
“I guess you’ll have to meet Carmen at a later
time.”

Setiz aidn’t know Carmen, but he suspected
this was her way of showing she wasn’t concerned
with “the new guy.” Whether his gut feeling was
right or not, Seth needed to make a statement of
his own. He turned to Hannah and said, “I think I
would like to meet her now. Can you take me to her
office so I can at least introduce myself?”

Hannah smiled and replied, “I'd be happy to
take you to her office.” Seth had a feeling he had
just earned a little respect from his new boss.

Seth noticed her nameplate as they ap-
proached her cubicle. It read “Carmen Fuentes.”
When they reached her doorway, Carmen spun
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around in her chair. She wasn'’t on the telephone,
so Seth extended his hand and said, “Hi, my name
is Seth Owen. I understand you were on a call this
morning during our meeting, so I thought I would
stop by and introduce myself. Hannah and [ have a
meeting, but I wanted to let you know I look
forward to working with you.”

Not giving Carmen the opportunity to respond,
Seth turned back to Hannah and said, “I'm ready
when you are!” The two walked across the call
center to Hannah'’s office, where the assesarnent
would begin.

AN ASSESSMENT

As soon as her office door closed, Hannah turned
to Seth and asked, “So, what did you think?”

“They all seem to be'very nice people,” Seth
hesitantly replied as he sat down.

Hannah looked at 3eth as if she were analyz-
ing his response. "1ow that you've provided me
the politically correct response, tell me what you
really think.’

Seth avpreciated her openness, but he never
had a muanager ask his opinion about his fellow
employees before. He wondered if this was normal,
and was guarded with his response.

“I thought Aaron was pretty sincere. He seems
to have an open mind. And Jill seems to be a nice
person.”

Hannah waited for Seth to continue, and when
he didn’t elaborate she said, “You're holding back.
I want to know what you really think.”

Seth sat quietly for a moment, choosing to
carefully word his response. He wanted to share
his true feelings, but he needed assurance that it
was safe to do so.
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“Seth,” Hannah said as she leaned forward, “I
value your judgment. Some bosses would never
ask for your honest opinion. However, I believe if a
culture of employee engagement is truly going to
exist, we must have an environment where honest
views are encouraged.”

Although Seth wasn’t comfortable being criti-
cal of anyone he just met, he knew anything short
of complete honesty at this point might be seen as
a sign of weakness to Hannah, so he shared what
was on his mind. “I wasn’t terribly impress=d with
Jill.”

“What didn’t you like?”

“I'm not sureI can pinpoint it v=t. " Seth replied.
“After her introduction, I just got the feeling she’s
somewhat insecure. Maybe ji’>because she hasn’t
been in management all tizat long.”

“Anyone bother you™

“Carmen,” Seth replied without hesitation.

“What bothered you?”

“Several thirgs,” Seth replied. “First, I assume
you asked her ¢ be in the meeting.”

“I did.”

“Well. ‘m.aybe I'm naive, but I've always been
taught vcu don’t just ignore your boss when she
asks you to do something. Beyond the factit’s an act
of insubordination, it’s just rude. Second, the fact
she didn’t show up at the meeting sent the message
she thinks she’s too important to meet her new
colleague. That wasn’t just a slap to me, but to all
the managers. And third, she seemed threatened.”

“She is threatened,” Hannah said. “Carmen was
the queen bee in the Austin office and has continued
in that role in this office. She and my predecessor
were good friends. In fact, she transferred to this
office because she thought she would get promoted
when her buddy retired. She’s feared by most
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everyone in the office, and she’s been threatened by
my style of leadership since I got here.”

“How is your style different from hers?”

“She’s been leading with negative motivation
for a long time, and it’s worked,” Hannah replied.
“She’s been fighting me since the day I got here
because I believe we can get farther with positive
motivation. I took her stick away, and told her she
could have it back when she put a carrot on the
end of it. She doesn’t like the new culture. In fact,
her absence from the meeting is just arother
example of her attempt to maintain conirol.”

“That explains why she’s threatened by you,
but why is she threatened by me?”

“Carmen is threatened by ciange,” Hannah
said. “She sees you as someor 2. young and eager,
and is concerned you may-ernbrace my style of
leadership.”

“I can handle her,” Seth responded with com-
plete confidence. “Should I be concerned with any
of the others?”

“T'll let you ruy. with your gut feeling about the
rest.”

“You weure analyzing my ability to quickly as-
sess soimneone’s character,” Seth stated with a
smile. “Was I close?”

“You were very close,” Hannah replied. “But
don’t get too confident. Quite frankly, these three
weren’t that hard to figure out. Your hardest work
assessing character hasn’t even begun. Let’s talk
about your team.”

THE CHALLENGE

Hannah explained that the office was broken into
four equal teams, and Seth was inheriting the
“misfit” team.
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“The office is driven by numbers, and the
managers compete with each other for bragging
rights in each area we measure,” Hannah
explained. “The team you're inheriting hasn’t
performed well at all. In fact, they’re in last place
in each area of measurement.”

“Great,” Seth replied with sarcasm. “I get the
worst of the bunch.”

“It’s not as bad as it sounds. I plan to mix up
the teams and create a new one for you to lead. I
don’t want you to have the responsibility ¢ileading
the worst employees.”

Seth thought about her comment for a mo-
ment. “Just out of curiosity, how cai it be that all
the bad employees ended up ci tne same team?”

“I suppose they've had bed.ieadership so long
they just ended up that way,” Hannah answered.
“But don’t worry. I'll ievel out the playing field
when I mix up the teams.”

Seth wondered -about Hannah’s comment
about bad leadersiiip. “Do you think they perform
so poorly because of bad leadership, or a lack of
leadership?’

“That'c zn interesting question. I suppose it’s a
comkiuation of both.”

For the next few hours, Hannah explained how
the office worked, and put him through the tradi-
tional orientation. Over lunch, he learned more
about Halifax and the story behind this relatively
new call center.

Although a call center already existed in Aus-
tin, the company leadership was excited to see
rooftops popping up all over this suburb outside
Austin. When the decision was made to expand
operations by opening a new call center, they
chose this area because they believed there would
be plenty of potential employees in case others
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didn’t want to transfer from Austin. They were
right. About half the office was staffed with call
center reps who were willing to transfer, and the
other half joined the company two years ago when
this new call center opened.

As the day proceeded, Seth was getting more
and more excited about the opportunities this job
would provide. Although he couldn’t soak up the
information fast enough, it was time to head back
to the airport for his flight home. Sometimes
excitement can cause a person to make commit-
ments he or she will later regret.

BRING ON THE MIST T

In the car on the way back to {heairport, Hannah
asked, “So what do you think? Are you up to the
task of helping me buiid a culture of employee
engagement in this orgarnization?”

“I'm your guy. However, I'm going to ask you to
do something for-tie. You mentioned earlier that
you planned to-mix up the teams and create a new
one for me te lead so I won’t have the responsibility
of leading the worst employees. Do me a favor.
Leave the teams just as they are. I want the chal-
lenge of turning this team around.”

“Are you sure? You haven't even had the op-
portunity to meet these people yet.”

“I'm absolutely certain,” Seth replied. “I just
don’t believe people show up to work every day and
try to make things bad. They certainly didn’t start
out that way. And if they've become disengaged,
maybe someone or something inside the company
did it to them. I've shown up to every job I've ever
had with the excitement to do great work, and it
always seemed to be a boss that took away that
excitement. I just think most people want to do
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good things, and that a good boss can encourage
them to do it. I want the challenge of bringing them
back to the top.”

“And if you're wrong?”

“I don’t think I am,” Seth replied. “With your
commitment to change the culture and my desire
to help make it happen, I can do this. But if I'm
wrong, I certainly can’t do any damage. They're
already the poorest performers you have. They
can’'t get any worse!”

As Seth got out of the car at the airport,
Hannah looked over and said, “I'll se2 you in
two weeks. Be prepared for the challeiige of your
life.”

Seth thought back on the :uccess he’d had
leading in the past, and ceafidently replied, “I
commit to you I'll be ready ” He had no idea how
hard it would be to keep iiis commitment.

YIRST DAY

Seth was hopirig for a warm reception his first day
on the job. It certainly didn’t start out that way: No
one told him he needed a code to get into the
buildirig.- 1t was the first week of January, so he
was geiting rather cold waiting outside the call
center for someone to answer the intercom. Just
as he was about to give up and go sitin his car until
someone came along, the buzzer sounded and the
door unlocked.

Seth walked down a long hallway to the
entrance to the call center. The first person he
saw when he opened the door was Hannah.
“Welcome,” she said with a huge smile and
warm handshake. “I saw you on the security
monitor at the front door, and realized I forgot
to give you the code. Sorry about that. We'll get it
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taken care of today. Let me show you to your
cubicle.”

As Seth walked through the office, it became
apparent that everyone knew it was his first day on
the job. The heads started popping up over the
cubicle walls the second the door closed behind
him.

As Seth put down his box of personal items,
Hannah pulled up a chair and sat down. “Here’s
your first assignment, and you have all day to
complete it. I want you to spend the day neeting
with each manager one-on-one. Also, schedule a
meeting with your entire team to  introduce
yourself.”

“Anything in particular you hine I get from the
one-on-one meetings?”

“Nothing specific,” she responded. “I just want
you to spend some time w:ih them. Get to know
them a little, and be prepared to share your obser-
vations with me.”

“I can do that.”

As she walked to the doorway, Hannah sud-
denly turned around and dropped a report on
Seth’s desk “Oh,” she said. “I almost forgot. Here’s
alittle chiallenge I want you to start thinking about.
Your team has an attendance problem. As you’ll
see in this report, of the four teams in the office,
yours is in last place. You need to fix this problem.”

“How do I fix an attendance problem?”

“I don’t know, hotshot,” Hannah smiled.
“That’s for you to figure out. I'll be in meetings
all day, so let’s schedule some time this evening.
There’s a small restaurant three blocks from here
called La Cantina. We passed it on the way in from
the airport when you were here two weeks ago.
Meet me there at 6 o’clock. I'll be eager to hear your
thoughts.”
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SOME TIME WITH JILL

Seth was looking forward to spending time with
each manager and his team. If there was anything
Seth did well, it was build relationships. He
planned to call each of his fellow managers to
schedule a time to meet, but before he did, he
reached over and grabbed the attendance report
Hannah had left on his desk. He figured this would
be a good topic for discussion in his one-on-ones
with the other managers.

Seth started looking through the nuinbers. He
suddenly realized he was being watched. All four
manager cubicles were situated along the same
wall, and each had a window tha' looked out into
the call center. When he looked t.p, he saw the call
center reps’ heads disappear .ehind the computer
stations.

Seth went back to vcviewing the report. He
figured the best place to start was the worst
employee. He locked down at the bottom of the
list to find his fitst target. Her name was Mattie.
Seth hopead fne other managers could provide
some insight in how to deal with his first challenge.

Arnm.2d with a great discussion point for his
one-on-ones, Seth planned to call each manager
to schedule a time to meet. He figured he’'d take
some time to unpack and get settled in before he
made the first call. Just as he reached for his box,
Jill walked in.

“Welcome to your first official day in the work-
ing world.”

“Thank you, Jill. I was going to call you this
morning to see if I could schedule some time to
meet today. Is now a good time?”

“Now is a great time,” Jill replied as she walked
over and sat in the chair next to Seth’s desk. “T've
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got a meeting with an employee in a half hour, but
I'm free until then. And by the way, you don’t need
to schedule time with the other managers. Just
stop by. It’s very informal around here.”

“So tell me,” Seth asked, “what have I gotten
myself into?”

“An overwhelming workload,” Jill responded.
“We have so much work to do, and now Hannah is
here making a bunch of changes. Half of our
employees came over from Austin and have
many years of service, and half of them are rela-
tively new to Halifax. The new ones are yaoning and
open to change, and the older ones xvaiit to keep
everything the same. With Hannal', you either go
along with the change, or she’s probably going to
make it pretty difficult for you. I .guess if you don’t
mind giving away all your pawer, then you'll fit in
just fine.”

“Can I ask you a <aestion about my first
challenge?”

“First challenge®” Jill laughed. “You've been
here 15 minutes: Hannah sure didn't give you
much time to settle in. What's it about?”

“Attendarce.”

“You nave inherited a team with horrible at-
tendance,” Jill replied. “I heard you passed up on
the opportunity to get a new team. You’ll wish you
hadn’t made that deal. Quite frankly, I'm glad you
did though because it means I don’t have to take
on any of that team. I used to work with some of
those people, and there are some bad apples in
that group.”

“I'm willing to take on the challenge. I'm just
not sure how to start.”

“If it were me,” Jill responded, “I wouldn’t rock
the boat too much. Anything you do that’s drastic
will cause problems, and it's just not worth the
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hassle. Tell them they need to start coming to
work, and follow the procedures for discipline if
they don’t. That’s about all you can do. Hannah
would probably disagree, but she doesn’t seem to
be bothered by the conflict.”

“The conflict doesn’t bother me, either. I just
want to see an improvement. What can you tell me
about Mattie?”

“Aahh, Mattie,” Jill responded. “We worked
together in Austin. She didn’t have an attendance
problem back then. In fact, she had perfectaitend-
ance for years. It wasn’t until we transfe,red to this
new office and she got a new boss that it became a
problem.”

“Who was her new boss?”

“Carmen,” Jill replied. “When Mattie’s attend-
ance became a problem, Carinen ran her off after
the first year. She doesi''t iiave much patience for
that kind of stuff. The inanager you're replacing
agreed to take her.cn her team, but Mattie didn’t
get any better.”

“How could she go from having perfect attend-
ance on one team to being the worst on this team?”

“I don™ xnow,” Jill responded. “Probably some
perscriai-1ssues, and you can’'t get wrapped up
with that stuff. If you do, youll spend all your
time in this office.”

“I appreciate your thoughts. I need to sched-
ule a meeting with my entire team. How do I do
that?”

“Talk to Carmen,” Jill replied. “She does all the
scheduling, and can get everyone scheduled off the
system for a one-hour meeting with you. On most
days, you may have only half your team working at
the same time. Hannah asked Carmen to schedule
your entire team to work today so you could have a
team meeting, so they’re all here.”
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For the rest of their time together, Seth did
what he did best. He led a conversation focused
on Jill's personal life. Seth knew people liked to
talk about themselves, and he gave her all the
attention she needed.

Jill suddenly looked at her watch and said,
“I've got to get ready for my meeting. Good luck
with your team meeting.” With that, Seth’s first
one-on-one was over. If only they all would be
this easy.

COLD ENCOUNTER

Seth headed to Carmen’s office to schedule his
team meeting as soon as Jill walkxea out. He didn’t
know what to expect after their fixst encounter two
weeks earlier, but he was prepared for anything.

“Good morning,” Sctt. blurted out as he
entered Carmen’s office.

“What can I dc¢ for you, Seth?” Carmen
responded withonut even looking up from her com-
puter screen.. Szth wasn’'t surprised at all that
Carmen didn't even bother welcoming him to his
new job.

“I necl to schedule a meeting with my team for
today, and Jill said you were the manager in
charge of the schedules.”

Carmen continued to stare at her computer
while Seth stood in her doorway feeling rather
awkward. “Three o’clock this afternoon. You
have them for an hour.”

“Thanks,” Seth replied. “While I'm here, Han-
nah has asked that I spend some time with each of
the managers today. I was wondering if this was a
good time to talk.”

“Not right now. I'm preparing some information
for a meeting. I'll be done by 4:30. Come by then.”
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Seth thanked her for scheduling the team
meeting, and headed back to his office. Just as
he got back to his office, Aaron walked out of the
cubicle right next to his office.

“There you are,” Aaron said. “I was just looking
for you. I wanted to see if you'd like to have lunch
today.”

“I've been in Carmen’s office scheduling a team
meeting. | was hoping to spend some time with you
today, so lunch would be perfect. I'll be ready to
leave at noon.”

With a few hours to spare, Seth finially found
the time to unpack his personal iteriis and get
settled in.

SOME TIME WIT\Y AARON

“My first piece of advice s 'his,” Aaron said as they
sat down in the crowded diner across the street
from the office. “Be riice to the waitresses. It's the
only restaurant.iii walking distance of the office,
and you're goitg to be eating here a lot.”

Seth wasa't sure why, but he was very comfort-
able arcund Aaron. He got the feeling Aaron was
genuinic.-and that he really enjoyed working for
Halifax.

Seth started the conversation. “What do you like
best about being a part of the management team?”

“Learning. Hannah has such a great track record
of success. I'm not always sure her ideas are the
right ones for our office, but I give them a try because
she’s been so successful. But I admit it’s hard. Every
time I make a decision about managing my employ-
ees, | always think back to how [ was managed. But
Hannah has been reminding us that these young
people have had different life experiences, and it
requires us to manage them a little different.”
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“What do you like least about being a part of the
management team?” Seth asked.

“The hours. Before I got promoted, I looked at
how management came in at 8 and left at 5. When I
got promoted, I assumed I would do the same. And
before Hannah arrived, I did. Although sometimes I
leave at 5 if my son has a baseball game, I'm
normally here much later. My wife doesn’t like
how much I'm working, but I love the opportunity
to learn from Hannah, and my team’s results have
been improving. We are constantly in the running
for first place in just about every area we rneasure.”

After they ordered their lunch, Seth continued
his questioning. “Aaron, you seem to =njoy the fact
that Hannah has become a part or the team. Do
you think the other managers fe<i the same way?”

“I don’t like talking aborit tae other managers.
However, I will say this: 1 sometimes think the
changes Hannah has niade are more difficult for
the others to accept.”

“Why do you suppose they have such a difficult
time accepting tfic changes?” Seth asked.

“Two things. One, change often creates more
work, and i’'n1 not sure Jill wants additional work.
And twg, aamitting that a new way of doing things
may be petter is like admitting your old way was
wrong, and I'm not sure Carmen wants to admit
her way was wrong.”

Seth knew his time with Aaron was limited, and
he wanted to get his thoughts on Mattie, so he
pressed on. “What can you tell me about Mattie?”

“Aahh, Mattie. What a disappointment she’s
been the past two years. She hasn’t always been
that way.”

Seth pushed for more. “I heard she had perfect
attendance years ago, but somehow became dis-
engaged. What do you know about her situation?”
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“Mattie was on my team at the old office. She
was one of my best employees, ranking toward the
top of every area we measured. After we trans-
ferred out here and changed the teams, she
seemed to go downhill.”

“Any idea what caused her to go downhill?”
Seth asked.

“It all started when she joined Carmen’s team.
Carmen manages with an iron fist. She believes
management is very simple. Tell people what you
expect them to do, and if they don’t do it, you beat
them until they do.”

“Interesting philosophy,” Seth laughed. “I've
worked for a few people who must hLzve graduated
from the same management program. What do you
think I should do about lMittie’'s attendance
problem?”

“I don’t know,” Aaror.teplied. “It’s a tough call. It
depends what tone you want to set. If you don’t do
anything, you could be seen as a pushover, and
everyone will assuie it is business as usual. If you
discipline her; vou could be seen as a bully and
scare everyone into action. At least they would know
you mear business. Whatever you do, good luck.”

While they ate their lunch, the conversation
turned from business life to personal life. Aaron
didn’t seem to have any aspirations to take over
the world. He simply wanted to be a good father
and boss . . . in that order.

TEAM MEETING

Seth hadn’t been nervous at any point since his
arrival. He wasn’t nervous about meeting Hannah
on his initial visit, and he wasn’t nervous about
meeting his fellow managers. But now he was a
little nervous. He was about to meet his team.
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No one knew the power of first impressions like
Seth. He felt he had mastered first impressions
over the years, but he wasn’t sure how he should
come across to his team. If he seemed too confi-
dent, they would think he was a “know-it-all.” If he
seemed too laid back, they would think he wasn’t
strong enough to lead. He had a plan, and he was
about to figure out if it would work.

Seth was in the conference room at 2:45 wait-
ing for everyone to arrive. At 3 o’clock sharp, all
twenty-five members of his team filed in like they
were attending a funeral. No one spoke;-ar.d most
stared at the ground. Although there were ten
chairs around the conference table, o:i'y six people
sat down. Everyone else stood ainng the walls.

Seth got it started. “Good ait 2rinjoon. My name is
Seth Owen, and as you knew by now, I am your
new manager. We don’t 'have much time, and I
want each of you to. introduce yourself, so I'm
not going to be saying inuch in this meeting. How-
ever, there are twe iizings | want you to know. First,
Hannah offered ic¢ divide this team to create four
new teams in the office because, as a group, you
have not performed well. I asked her not to do that.”

A few ueople looked up from the floor as though
Seth’s words had suddenly piqued their interest.

“Some of you may think I'm crazy for doing
that,” Seth continued, “particularly since I don’'t
know any of you yet. But I don’t need to know you
individually to know you all have the potential to
be the best in this office. 'm committed to helping
make this team the best.”

Now all eyes were on Seth.

“Second, many of you in this room have been
here a long time. Each of you has forgotten more
about your job than I will ever learn. I have no
plans to come in here and learn your jobs so I can
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tell you what you're doing wrong. My plan is to use
my position as a manager to remove the road-
blocks that keep you from being successful. I'll
make you a deal. You do your job well, and I
promise you I'll do mine well.”

That was it. Seth wanted his team to know two
simple things. One, he had confidence in them.
And two, he planned to lead them. He would let
everything else fall into place from there. After they
finished their introductions, Seth realized the peo-
ple in that room seemed different than thie people
who walked in an hour earlier. This was a good
thing, but sometimes good things dan't last.

SOME TIME WITH T/ xRMEN

Seth was so wrapped up i the moment he didn’t
realize an hour had gone vy. Everyone in the room
knew it when Carmen came barging in.

“Your hour is 1zp,’ she said coldly. “Customer
hold time is going through the roof because we're
short twenty-fiv¢ people. Everyone back to work.”

Seth noticed how the energy was suddenly
sucked aut of the room when Carmen walked in.
The ligire mood he had created during their intro-
ductioris was gone in a second. In fact, Seth no-
ticed a change in facial expressions the moment
Carmen entered the room.

Not wanting to impact customer hold times, Seth
quickly thanked his team and told them he would be
following up with one-on-one meetings with each of
them. He used the next half hour to make notes
regarding each of his team members, then headed to
Carmen’s office for his 4:30 meeting.

If Seth felt a certain comfort level around Aaron,
it was just the opposite with Carmen. Beyond what
he had been told about her management style, he
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just had bad vibes. The fact that she had walked
into the conference room and ordered his employ-
ees back to work sent a message to Seth about
what she thought of him. If he was going to stand a
chance, it would require him to stand toe-to-toe
with her from the beginning.

“Let’s make a deal,” Seth said as he walked into
Carmen’s cubicle without knocking. “You don’t
bark out orders to my team, and I won’'t bark
out orders to yours.”

“Excuse me,” Carmen responded as snie put
down her pen and spun around in her cheir to face
Seth.

Seth pulled up a chair next to Carmen’s desk
and said, “You walked into the conference room
and instructed my employees i get back to work. I
may be new, but I'm pretty certain it’'s my job to
provide them instructior.s.’

“You didn’t get themm back to work on time,
and ...

Seth put up his lL.and and interrupted Carmen
before she could i{inish her comment.

“I understand I should have been watching the
clock and gntten them back to work on time,” Seth
admitted I promise you I will improve on that the
next time I have a team meeting. However, if there
is something you need my employees to do in the
future, I would appreciate you bringing it to my
attention. I will handle it the way I believe is the
most appropriate.”

“T'll try to remember that,” Carmen responded
sarcastically. “But what this team needs is disci-
pline. They’ve been allowed to get away with any-
thing. They've run the last two managers off, and
they need a firm hand to get them in line.”

“] appreciate you sharing your observation.
You very well may be right about the discipline,
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and I'll determine that as I get to know them. In the
meantime, [ plan to build a culture within my
team, and part of that culture involves me defend-
ing them when someone else tries to give them
direction.”

“Is there anything specific you want to discuss.
I'm leaving at 5.”

“Yes, thereis,” Seth replied. “I've been given the
task of improving the attendance of my team, and
I'm trying to figure out how I should begin.”

“That’s easy. Find the worst one and send him
packing.”

“I have found the worst one,” Set replied, “but
it's not a ‘him,’ it’s a ‘her.””

“Who is it?”

“Mattie,” Seth replied.

“Aahh, Mattie. She useé to be on my team, and
she put in for a transfer because she couldn’t
stand the heat. If you’re smart, you'll make an
example of her early, and hope it actually makes
a difference to the cthers. You would send a strong
message that yvou won't tolerate lousy performance
by firing her riow.”

“You.con't think I should give her a chance to
impreve? Seth asked.

“She’s had two years to improve. If she hasn’t
improved by now, she never will. There is nothing
that will motivate her. If you want a termination to
stick, you’ll have to build a case to terminate her.”

Seth knew from his conversations with Jill and
Aaron that Mattie became disengaged when she
joined Carmen’s team, so he thought he’d see what
she’d be willing to admit.

“l heard Mattie was a pretty good performer
when she worked for Aaron, and that she changed
when she joined your team. Do you have any idea
what caused the change?”
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Carmen was not happy with the inference that
she had something to do with Mattie’s poor perform-
ance. “First of all, Aaron is a pushover. He’s afraid to
tell people when they aren’t doing their job. He’s more
interested in having his team like him, and spends
way too much time coddling his employees. In fact, if
he spent more time doing his job instead of holding
their hands, he’d probably be a better manager.”

Despite Carmen’s rant about Aaron, Seth
calmly replied, “I wasn’t asking about Aaron. I
was asking if you knew why Mattie’s perfctimance
changed when she joined your team.”

“Because I wasn’t willing to pamper iier,” Car-
men shouted.

Seth looked out the cubiclc window to the
computer stations and notice<l <veryone close to
her office peering over theiz cubicle walls. Their
heads quickly disappearec when they saw Seth
look their way, and he kizew it was probably time to
wrap up this discussicn.

Seth had spent time with Jill and Aaron getting
to know them perconally, but he had no interest in
doing that with Carmen. She was cold and calcu-
lating, an4d be didn’'t want to waste his time. In-
stead, e decided to change the subject.

“What's it been like since Hannah joined the
team?” Seth asked.

“Quite frankly, she’s making too many
changes. We were successful before she got
here, and she seems to be making changes just
to make herself look good. She knows everyone
from the corporate office is watching her every
move, and they expect her to do things differently.
If I had been promoted into that job, we would not
be making most of these changes.”

Throughout the rest of their time together,
Carmen made it very clear she didn’t care much
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for Hannah. Now that Seth knew Carmen believed
she should have been promoted to Hannah’s posi-
tion, he was beginning to understand Carmen’s
motives and anger.

In the middle of their conversation, Carmen
stood up and began collecting her things. “It's 5
o’clock, and I have to go,” she said. “We’ll have to
finish this conversation another time.” She walked
out of her office and left Seth sitting alone.

WORK WHENEVER YOU WANY

Seth thought it was strange that someone in man-
agement would knock people over tiying to get out
of the building at 5 o’clock. On 1iis way back to his
office, he noticed all the otherrnanagers had left,
too. Seth looked across the ¢zll center and noticed
Hannah’s light was stii’ on, so he walked to her
office. She was gathering her things to leave for the
day as Seth walked into her office, so he asked,
“What hours am ! supposed to work?”

Without Iooking up she said, “I don’t care what
hours you work. I'm more interested in your per-
formance tf.an I am in how many hours you work.
Work wtienever you want.”

Seth1 stood in her doorway in utter disbelief.
After amoment of silence he said, “I just assumed I
would have to do the typical 8 to 5 routine.”

“Seth, I'm going to give you certain tasks, and
will expect those tasks to be completed and for you
to exceed my expectations. As long as you do that, I
don’t care if you work four hours a day. Now, if
you’'ll excuse me, I have an errand to run before
our meeting. I'll see you at La Cantina at 6 o’clock.”

Hannah headed for the door, and Seth headed
back to his office. He had some time to kill before
he left for La Cantina, so he used the time making
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additional notes from his team meeting. When he
was done, he headed out the door to meet
Hannah.

INTRODUCTION TO LA CANTINA

Hannah was not exaggerating when she said the
restaurant was small. She was already sitting in
the corner when Seth arrived.

“I hope you like margaritas,” she said as the
waiter placed two margaritas on the table. “Ihey’re
the best in town.”

As Seth sat down, Hannah got straight to the
point. “So tell me about your first dey.”

“Where would you like me te start?”

“Start with your one-on-ores,” Hannah said.
“What did you think of yous fellow managers?”

“I think they each have very different views of
managing their teams. They all seem to be confi-
dent in their approach, but their methods are
certainly different.”

“Did you see a method you preferred?” Hannah
asked.

“Well, . i certainly don’t prefer Carmen’s ap-
proach.and Jill isn’t setting the world on fire. If
I had to pick someone to follow, it would be Aaron.”

“I'm glad to hear that,” Hannah responded.
“When I was first moved into this position, I no-
ticed the managers here seemed to spend more
time managing their teams than leading them. I
explained that most employees are sick of being
managed, and are starving for leadership. Aaron
was the only manager to really make an effort to
change. His team has responded well to his ap-
proach. In fact, he has the most engaged team in
the office.”

“How did he do it?”
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“Up to this point, it’'s been based mostly on his
personality,” Hannah answered. “He is outgoing
and cares about his employees, and they've re-
acted well to his approach. Perhaps the most
exciting thing is that creating engaged employees
is about much more than personality. It certainly
helps to have a little charisma, but the methods
needed to create a culture of employee engagement
can be learned.”

“I want to learn how to do it,” Seth responded
eagerly. “After an hour with my team todayv, I saw a
spark of hope. I just don’t know how ta start the
process.” Seth was eager to learn,~aud Hannah
was eager to teach.

A GLIMPSE AT T .S FUTURE

Seth was like a ball of lay, ready to be molded.
Hannah knew it and reached across the table and
removed a pen from Seth’s shirt pocket. She pulled
the napkin out froin underneath her drink.

“While youx were gone the past two weeks, I had
an end-of-year meeting with the management
team,” FHannah said. “I introduced a concept to
the tesari-and explained we would spend time this
year going deeper with the concept. I'm going to
share it with you so you’ll be caught up before our
first quarterly meeting this month.”

Hannah started by drawing a triangle on the
napkin. Then she wrote Engaged Leadership
across the top. “Over the years, I've determined
that if we're going to have engaged employees, we
must have engaged leadership. Too often we find
ourselves blaming the employees for being dis-
engaged, when the real problem is disengaged
leadership. We simply don’t provide the three
aspects of leadership that lead to engagement.”
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She then drew four puzzle pieces inside the tri-
angle. In the first puzzle piece she wrote the word
Directional.

7
Directional “\

Before Hannah could spcak, Seth blurted out,
“That must be about having a vision for the future,
and knowing what dir=ction we're taking.”

“That’s certainiy one aspect of it. But it goes
deeper than that. While managers have a respon-
sibility for setting the vision of their organization,
they have an obligation to build a consensus for
that vision. TUs not just a matter of coming up with
the visicn and hoping people will see it. It’'s a
matter of getting buy-in. It's what I refer to as
Directional Leadership.”

“How will you ever get everyone in the organi-
zation to agree with the vision?”

“We don’t have to get everyone to agree with the
vision,” Hannah replied. “We just have to get
everyone to agree to the vision. There are many
aspects of Directional Leadership, and I plan to
share these responsibilities with you and the other
managers in our manager meetings. It will become
clearer as we build the model.”
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“What’'s the second aspect of Engaged
Leadership?”

In the second puzzle piece, Hannah wrote the
word Motivational.

//

Motivational

“As you build consensus for the vision using
Directional Leadersiiip, you have a responsibility
to inspire emplayces to want to pursue that vi-
sion,” Hannah <xplained. “It’s not enough to build
consensus fcr the vision if you don’t inspire people
to want t¢ rursue it. It's what I refer to as Motiva-
tional L<adership,” Hannah explained.

“Don’t employees have a responsibility to show
up with their own inspiration? After all, they are
paid to do their job.”

“True,” Hannah replied, “but as we've dis-
cussed, most employees are disengaged. They
show up and do the minimum to get by so they
can collect a paycheck. The first step toward engag-
ing employees is to let them feel they are part of a
bigger picture, and we do that in Directional Lead-
ership. Butif we truly want to build an organization
with engaged employees, we must make sincere
efforts to recognize and inspire them.”
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“Fair enough. What's the third aspect of
Engaged Leadership?”

In the third puzzle piece, Hannah wrote the
word Organizational.

A

Seth sat quietly this tme and waited for Han-
nah’s explanation.

“This third aspect is about developing the team
to realize the vision. It doesn’t matter if you've
walked hand-in-hand with your team to build
consensus for the future and put in place wonder-
ful wayve tu inspire those team members if you
haven’t developed the team to realize the vision.
It’s the third aspect of Engaged Leadership, and
it’s what I refer to as Organizational Leadership.”

Hannah then put the cap back on the pen and
leaned across the table to place it back in Seth’s
shirt pocket. She didn’t say a word.

“I give up,” Seth said smiling. “What's the
center piece of the puzzle?”

“That can wait for one of our quarterly meet-
ings. The first one is tomorrow.”

After Hannah paid the bill and they were get-
ting ready to leave, she said, “You know, you
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remind me of myself when I started working at
Halifax. All the energy in the world and innocent
enough to think you can do it. Over time, that will
change. I encourage you to not let it change you.
I've seen it change many people, and I believe it's
because they got so caught up in the day-to-day
aspect of being a manager that they didn’t spend
any time being a leader. You're going to have a
responsibility to do both, but I hope you never lose
the spark. I can teach you everything you need to
know, but I can’t teach you how to have a spark.
Don'’t ever let that go.”

As Seth tossed and turned that rigiit, he kept
thinking about her comment, and promised him-
self he would never lose the spark. He hoped he
could keep his promise.

THE FIRST-QUAXTER MEETING

Seth was single, and hie liked it that way. He didn’t
want a marriage and kids to get in the way of his
professional carcer. He had seen too many friends
get married early, and some were already divorced.
He wanted to wait for his career to get off the
groura. There would be plenty of time for marriage
later in life.

Aside from the professional reasons Seth
wasn’'t getting married anytime soon, he really
liked the flexibility that came with being single.
Seth was not a morning person, so he was more
than thrilled with Hannah’s position on work
hours. Since he wouldn’t be very productive the
first couple hours of the day, he decided it would
make more sense if he went in to work a little later.

But today was management meeting day. In
return for her flexibility, Hannah required all man-
agers to be in the conference room at 8 av sharp on
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meeting days. Seth wanted to make a good impres-
sion, so he got there early. As he walked into the
conference room at 7:45, everyone but Hannah
was already there. So much for making a good
impression.

“Am I late?” Seth asked.

“Not at all,” Aaron replied. “We just aren’t late
to this management meeting. Hannah made it
clear on her first day that anyone who walked
into this meeting late would have to wash her
car in the company parking lot.”

“Has anyone ever been late?” Seth acked.

Everyone turned to Jill and smiled.

“I'm late to everything,” Jill repiicé. “But after
that public humiliation the first month, I'm the
first one here every meeting.’

Aaron continued to teace Jill about the car
wash as Hannah walked 171 and closed the door
behind her.

“Great,” she said. “Everyone is here. Let’s get
started.”

Carmen steca up to pass out the monthly
reports when Hannah put up her hand. “Carmen,
we won't iced the monthly reports today. We're
going to <o something a little different.”

Hanmnah’s words got everyone’s attention. “As
you know, every January the corporate office
sends out adjustments to the annual strategic
plan. The good news is there aren’t any major
changes to the plan. However, there are some
adjustments that will affect you and your teams.
We'll spend the first part of the morning reviewing
those changes.”

As Hannah sat down, Carmen rolled her eyes.
“Great, more work from the Ivory Tower. They
must have gotten word we don't have enough
work to do already.”
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Hannah ignored Carmen’s remark and passed
out a document that appeared to be nearly an inch
thick. “I just got off an early morning conference
call with my peers from the other call centers, and
there appears to be only two changes that will have
a direct impact on the management team. First, by
the end of the month we will be required to perform
an Employee Engagement Survey.”

Jill jumped in immediately. “I think you mean
an Employee Satisfaction Survey. I organized a
survey for the office when I first got premioted,
and I'm sure I've got a copy of it in my office. I'll
go find it so we can get it out as soon as possible.”

As she stood up, Hannah iatcrrupted her.
“There’s no need for that. The vompany is using
an outside firm to conduct ihe survey. And yes, I
meant an Employee Engag:-ment Survey.”

Carmen spoke up. “First of all, what in the
world is an Employee Engagement Survey? And
why are they wasting the company’s money on
that? I'm sure whatever it is we can do internally
for a lot less money.”

“T'll answer your second question first,” Han-
nah replicd. “They want honest feedback on the
survey, and we have a better chance of getting it if
our employees don’t fear retribution from an in-
ternal survey. And besides, the results of the sur-
vey tie directly to the second change, which I'll
explain in a minute.”

Carmen responded in an exasperated tone of
voice, “Great. More good news I'm sure.”

“Now,” Hannah continued, “I'll answer your
first question. An Employee Engagement Survey
is designed to measure an employee’s engagement,
not his or her satisfaction. I'm sure we have plenty
of employees who are perfectly satisfied being
disengaged, so an Employee Satisfaction Survey
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won't reveal anything about how well we are lead-
ing our employees toward engagement.”

“Why are they concerned with this employee
engagement thing?” Jill asked. “Last year we were
told we needed to retain employees, now we're
being told we need to engage them. Why are we
changing?”

“First of all, disengaged employees are costing
companies billions of dollars a year,” Hannah
stated, “and they want to see how well we've cre-
ated a culture of employee engagement. And sec-
ond, if our goal is employee retention instead of
engagement, then we’ll probably spena an enor-
mous amount of time retaining “disengaged
employees.”

“Who is ‘they’?” Carmen aslzed.

“The corporate office,” Fianinah replied.

“Is this really coming {rcin the corporate office,
or is this just somethinng you're making us do?”
Carmen asked.

“Every call cen'cr in the company is required
to conduct an ifinployee Engagement Survey,”
Hannah answvered. “To be honest, I'm as sur-
prised as ycu are about the whole thing. But
I've been telling you about the importance of
employee engagement since I got this job, and
now the company is ensuring that we're all doing
our part.”

“What an enormous waste of time!” Carmen
grumbled. “My team results are just fine. What
difference does it make what this Employee
Engagement Survey says about me?”

“It will mean a lot to you when I explain the
second change,” Hannah said. “The survey will be
conducted this month, and a follow-up survey will
be done in December. Our end-of-year bonus this
year will depend on how much improvement is
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made when they conduct the survey again in
December.”

When the managers in the room heard that
part of their compensation would be tied to their
ability to engage employees, the room was hushed.
No one said a word, until Jill broke the silence.

“I think it’s a great idea. I'm not afraid of what
my employees have to say about the way I manage
them.”

“Of course you don’t,” Carmen responded.
“You let your employees do whatever they want.
Half of them are your old friends. I'm su1 = you’ll get
glowing remarks from your team.”

Aaron finally spoke up. “Carmneit, you're just
afraid the survey will reveal the ¢rtiel and unusual
punishment techniques you us<. Do you still have
the torture chamber in ycur office?”

Carmen didn't find ihe hhumor in his comment.
“Shut up, Aaron. Just because I'm the only manager
in the office who will (¢!l these people like it is doesn’t
mean my techniaucs are cruel and unusual.”

“I'm just kiadding, Carmen! I agree with Jill. I
think it’'s a.great idea, and I'm looking forward to
it. Besidea. if we're doing the right things to build
a culture of employee engagement, then we
shouldn’t fear what our employees have to say
on this survey. And if our employees truly are
engaged, then we’ll make our bonuses at the end
of the year.”

Seth had been quiet the entire meeting. While
some of the others spoke, he was flipping through
the rest of the strategic plan Hannah had passed
out at the beginning of the meeting. Hannah
looked over at him and asked, “Seth, what do
you think?”

“Well, I'm certainly not afraid of what they’ll say
on the survey this month since it won’t be my
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leadership ability they're assessing. I'm more con-
cerned with what they say on the one in December.
After looking through this document, it seems the
entire year could be spent just managing the tasks
associated with the strategic plan. The challenge
will be finding time to develop our employees.”

“Now you know why some of us are concerned
about all this engagement stuff,” Carmen replied.

“Us?” Aaron asked with a smile on his face. “By
my count, you are the only one who’s voiced any
concern.” Aaron seemed to get a great dea of joy
from his jabs at Carmen.

Carmen didn’'t bother replying to Aaton’s com-
ment. Hannah looked up and said. V'@ won’t have
much control over what the survev says about us
this month, so there’s no need to worry about it.
However, we can control what the survey says about
us at the end of the year it we focus on building a
culture of employee engagement. I've done it in
every organization I've been a part of, and I know
I can do it with this one. If you're willing to learn, I'm
willing to coach each of you through the process.”

“I'm in,” Jill and Aaron said in unison. Hannah
looked at Setia, who nodded in agreement. Carmen
looked up and said, “Sure, whatever, but I'm going
to need 1nore coffee for this.”

54 PERCENT

As the management team returned from a short
break, Seth noticed Hannah had set up two flip-
charts at the front of the room. On one she had
written 54 Percent. As everyone took their seats,
Hannah walked over and underlined it before sit-
ting down.

“At our end-of-year meeting a couple weeks ago,
I shared with you a leadership model I refer to as
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Engaged Leadership,” she started. “I spent some
time with Seth yesterday explaining the model to
him, so you all have the same information. Now, if
we’re going to have any success at all creating a
culture of employee engagement, it's important for
us to know how Engaged Leadership works. But
before we look at the first aspect of the model, I want
to discuss what I've written on the flipchart.”

“That’'s the percentage of bonus Carmen will
receive at the end of the year,” Aaron laughed.

Carmen shot daggers with her eyes toward
Aaron and was about to respond when Hannah
jumped in, “It could be if we don’t understand the
real meaning of it.” She finally got armen’s at-
tention. In fact, she got everycne’s attention.

“The Gallup Organization. did research on
employee disengagement-yvears ago and found
54 percent of employees are disengaged,” Hannah
explained. “The good ni=ws is the study showed 29
percent are engaged, and the bad news is the
remaining 17 petrcent are actively disengaged.”

“I seem to.ne spending more and more of my
time with the actively disengaged,” Jill said.

“You’re not alone,” Hannah replied. “Most
managevs do, and I'd be willing to bet most of
the managers in the other call centers will be
spending their time with the actively disengaged.
We'll certainly deal with our actively disengaged
employees, and we’ll be learning how to do that.
We'll also learn how to deal with our 29 percent at
the top of the organization.”

“I don’t worry about those people,” Carmen
interrupted. “They are the only ones I can depend
on. I just give them a task and get out of the way.
The last thing they want is to hear from me.”

“That’s a mistake many leaders make,” Hannah
said. “Unfortunately, when we leave the top
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29 percent alone, they tend to be the first to leave.
We'll be discussing how to make sure they don’t
want to leave. In the meantime, I believe our best
chance of building employee engagement is by
focusing on the 54 percent in the middle.”

“If they're disengaged, why should we spend
our time with them?” Jill asked. “Maybe we should
just focus on the ones producing the work.”

“Two reasons, Jill,” Hannah replied. “One, the
54 percent in the middle will be assessing you on
the Employee Engagement Survey, and wilt have a
negative effect on your bonus if you dea’s find a
way to engage them. And two, .. .”

Jill interrupted Hannah before s'ie could fin-
ish. “I don’t even need to hear the second reason.
Reason number one is good er cugh for me.”

“Then for the benefit of everyone else,” Hannah
continued, “T'll give the second reason. Employees
want to be engaged, and we have a responsibility to
them and the compariy to engage them.”

“Fair enough,” Aaron said. “How do we get
started?”

“This year is going to be a learning year for each
of us,” Hamah answered. “In addition to our
regularly scheduled monthly meetings, we will
have a quarterly meeting for the sole purpose of
learning Engaged Leadership. This is our first
quarterly meeting. We will reschedule our monthly
meeting for tomorrow.”

“Hannah,” Carmen responded, “we already
have way too many meetings to attend. Can’t
we just talk about this stuff at our monthly
meetings?”

“No, we can’t,” Hannah replied. “Our monthly
meetings are about updating each other on the
state of the business, and I intend for those to
continue that way. Learning about Engaged
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Leadership may be the most important thing we do
all year, and we’ll dedicate one morning a quarter
to do nothing but learn and share how we applied
the concepts in the workplace. I promise you we’ll
end these meetings by noon.”

“I think it's a great idea,” Aaron said. “If
Hannah has implemented this approach in other
offices and it worked, then I'm willing to dedicate
one morning a quarter to learning it, particularly
if part of my compensation is tied to building a
culture of employee engagement. And who
knows, maybe we can create a little comipetition
with our old office.”

With the exception of Carnen, everyone
around the table nodded in agicement.

“As you will recall, there are three aspects of
Engaged Leadership,” Harn2h started. “Now, you
can’t tackle all of Engagea Leadership at one time,
so here’s my plan. There are twelve lessons I plan
to share with you. Ttiis quarter we’ll learn the four
lessons needed.-ic be good Directional leaders.
We'll have the citire quarter to apply what we've
learned. In tie second quarter, we’ll learn the four
lessons needed to be good Motivational leaders.
Again . we 1l have the entire quarter to apply what
we've learned. Then in the third quarter, we’ll learn
the four lessons needed to be good Organizational
Leaders. At that point, you will have the complete
picture, and will have the next six months to
continue making progress toward building a cul-
ture of employee engagement.”

“What about the fourth quarter?” Aaron asked.

“We'll see how we progress,” Hannah said.
“Any questions?”

Seth could tell Carmen had something to say,
but she managed to stay quiet. It wouldn’t last
long.
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LET THE LEARNING BEGIN

Hannah walked to the second flipchart. She drew a
large triangle, and wrote Engaged Leadership at
the top. Seth knew where Hannah was going with
the model when she drew four puzzle pieces inside
the triangle. In the first puzzle piece, she wrote the
word Directional.

/Direufinnal

j Jirectional

As she sat back down, Hannah said, “As a
review, the first aspect is Directional Leadership.
For the inost part, the direction for this organiza-
tion has been set by the corporate office. While we
may not all agree with every aspect of the vision, we
have a responsibility to carry it out.”

“I read through some of the changes to the
strategic plan during the break,” Jill said, “and
some of our long-term employees are going to
struggle with a few of them. This push to improve
how fast we handle calls instead of how well we
handle them is not going to go over well with our
more senior employees.”

“That’s expected,” Hannah replied. “Our re-
sponsibility as leaders is to build a consensus
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for the vision. We can’t just hope our employees
will see it and agree to it. We have to get buy-in.”

“That will be easier said than done with a few
employees,” Aaron said.

“I agree,” Hannah replied. “There will be some
who will never agree to the vision. In fact, there are
some employees who have never agreed to the
vision, and have done everything they can to dis-
rupt the organization. Those are our 17 percent of
actively disengaged employees.”

Seth spoke up. “According to everything I've
heard so far, a lot more than 17 percent of my
employees are actively disengaged.”

“That certainly may be the c¢ase since your
team didn’t get much leadersnip in the past,”
Hannah replied. “But regardless of where our
employees fall today, we lzave a responsibility to
provide Directional Leade;ship. I'm going to share
with you the four lesccns related to Directional
Leadership.”

She walked back to the flipchart and wrote:

nN__ NN
& ¢ =4

!.@mnwﬁwmt
from the fap 29

percent.

She sat back down and said, “This group is
critical to our success as an organization. Beyond
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the fact they normally carry a significant amount
of the workload, the top 29 percent have signifi-
cant influence over the 54 percent in the middle.
You see, if we as leaders don’'t do a good job
engaging the 54 percent in the middle, they will
look for direction from their peers. They are going
to get direction from one of two places. The top 29
percent, or the bottom 17 percent who are actively
trying to tear down the organization. Which would
you prefer for your team?”

“What if we don’t have buy-in from the top 29
percent?” Aaron asked.

“First of all, you can’t assume yow’ll iave buy-
in. Your first job is to convince themn. {he vision is
right. The one thing I know for ceiiain is that if you
can’t sell the vision to the top 22 vercent, then you
don’t have a chance of selling it to the disengaged
employees in the middle.”

There was complete <ilence in the room for a
few moments while tii¢ lesson began to sink in to
everyone around the table. Carmen was the first to
break the silence.

“Are you- t=iling me I have to spend my time
recruiting sapporters to get these people in the mid-
dle to do what they're paid to do? Isn’t my job to use
my influence as their manager to get them to work?”

Aaron jumped in. “Let’s face it, Carmen. Your
influence is to tell them what to do, and they do it
because they know you’ll punish them if they
don’t. I don’t mean to be critical, but we all
know that’s how you influence your employees.”

“That’s what a manager is supposed to do,
Aaron,” Carmen replied.

Hannah responded, “Some managers believe
that’'s the way to manage. But what I'm talking
about is leadership. This approach is going to
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require a change in thinking for some of the people
around this table.”

After another moment of silence, Jill pressed
on. “Okay, so we use the influence of our top 29
percent to build consensus with the 54 percent in
the middle. What’s the next point?”

Hannah returned to the flipchart and wrote:

Ia) Ja) Ja)

& = e
2. @wﬂbanz the
cﬁonge.

She sat back ciown and said, “It’s no surprise
that people dow’t like change. Just look around
this table and you’ll see some of your peers who
aren’t coraiortable with what I've said so far, and
I've cniv.shared one point with you. Remember,
your disengaged employees are not bad people.
Many of them are doing their jobs. They simply
dislike change as much as anyone. Any change
will probably put them out of their comfort
zone.”

“Were all going through change,
groaned.

“Yes, we are,” Hannah replied, “but if we just
cram the changes down their throat, we’ll never
build consensus.”

Seth asked, “So how do we prepare them for
change?”

2

Carmen
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“For starters, we walk out of this room on the
same page,” Hannah replied. “Whether you agree
with the changes is not the issue. We must be
united as a team.”

“Okay,” Jill said, “we start preparing our teams
for change by being united as a management team.
What’s the next point?”

Jill was doing a good job of moving the discus-
sion forward, but Seth had something else in
mind.

“We've been going for a while now. Can w= take
a break?”

Everyone in the room nodded enthuusiastically.

“Ten minutes,” Hannah declared. ‘if you're not
all back, I'm starting without ycu’

BACK T WORK

Once the managers were all back in their seats,
Hannah returned to the flipchart and wrote:

“This may seem simple,” she said, “but all
too often we assume our employees know what
we want. We can’t begin to build a consensus
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for the vision if we don’t communicate our
expectations.”

“I think we all learned that in Management
101,” Carmen said sarcastically. “If someone’s
not communicating expectations, then they prob-
ably shouldn’t be in management.”

“Some of you are very good at communicating
expectations,” Hannah replied, “but there is
something even more important than communi-
cating the expectation. Can anyone tell me what
it is?”

Jill was the first to respond. “T'll telkke a guess.
We have to know how we’re going to discipline
them if they don’t meet the expectation.”

“You're close, Jill,” Hannal: replied. “We have
to communicate a consequer.ice. Keep in mind that
consequences are not always bad, so it’s not al-
ways about discipline.”

“I think employees know if they don’t do what
they're told, there’s £oing to be a negative conse-
quence,” Carmen iesponded.

“Perhaps thai was taught in your Management
101 class,” Hannah replied calmly, “but leaders
are taught 1he power of positive consequences in
Leadersunip 101.”

Seth got the impression Hannah was getting
annoyed with Carmen’s insistence on challenging
everything she said. Carmen’s silence indicated
she might have gotten the same impression.

“Different situations require different conse-
quences,” Hannah continued, “and I'll leave that
up to you to decide. Just know that a consequence
is one of the most important tools we have to
change behavior. If we're going to build a consen-
sus, we must ensure employees know what is
expected of them, and communicate clear conse-
quences. Any questions?”
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No one raised a hand, so Hannah got up and
walked back to the flipchart. This time she wrote:

NN N
g e &
4.@%&5
communicale
d:l&oﬁ)b%&

After she sat back down, she szid, “We seem to do
a good job of informing our emp. oyees of changes to
our strategic plan, but I'm net s1ire we do a very good
job keeping it in front of ti:212:: We must find ways to
constantly communicate our progress.”

“We had those caids with the vision statement
printed and laminated when the strategic plan first
came out,” Jill said. “We can get those done again.”

“Those cards are fine,” Hannah said, “but I'm
talking absur more than just reminding them what
the vicicr. statement is. 'm talking about letting
them kiiow how we're doing in pursuit of the
vision. There are many creative ways to do it. We
just need to find some ways to constantly commu-
nicate our progress. An uninformed employee is a
disengaged employee.”

Hannah let her words soak in for a moment.
“You now have the four lessons of Directional
Leadership. Are there any questions?”

Jill chimed in. “The four lessons are good, but
they’re somewhat broad. Can you give us some
specific examples of how we go about doing each
of them?”
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“That’s a fair observation,” Hannah responded.
“Part of being a leader is determining what works
best for you. If I provide you all the answers, you
won’t think like a leader. So here’s what [ want you
to do. Over the next quarter, as you work to build a
consensus for the vision, I want you to find ways to
recruit support from your top 29 percent, and
prepare your team for change. I want you to be
extremely clear about what you want from your
team members, and constantly communicate their
progress. At our next quarterly meeting, ' im going
to ask you to share what you did in each of these
areas.”

Hannah looked up at the clock «nd noticed it
was 12 o’clock. “I promised yocu we would end
these meetings by noon, ana I’'ll' keep my promise.
But I'll leave you with this thought. Your success
with Engaged Leadershin will depend less on what
you know, and more on what you do. I encourage
you to take what. we've discussed today about
Directional Leadership and put it to work. It will
be the key ‘to building a culture of employee
engagement.”

With that, everyone grabbed their things and
left the conference room. On his way back to his
office, Seth figured if this leadership thing didn’t
get any harder than this, turning his team around
would be simple. Time would tell.

REALITY SETS IN

Seth couldn’t believe a month had passed since the
first-quarter meeting. Although he intended to
create a plan to develop his team, he didn’t realize
it would take every bit of four weeks just to get
settled into his new job. There were procedures to
learn, reports to complete, and meetings to attend.
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Seth soon realized it took an entire eight-hour day
just to manage his daily management tasks.

Despite the workload and the two weeks he was
out of the office for training, Seth was determined
to schedule one-on-ones with all his team mem-
bers. While the other managers had the luxury of
recruiting support from their top 29 percent when
they walked out of the last quarterly meeting, Seth
had to spend time with his team members just to
determine his top 29 percent. It took him nearly
two weeks to get to them all.

“Congratulations,” Hannah said as slie walked
into his office. “The January report just came out,
and it shows your team abserce  percentage
improved. You're still in last placc. but your overall
numbers improved.”

“You're kidding.”

“No, I'm not,” Hanna¥ 1¢plied. “I'm anxious to
hear what you've beern doing. We haven't even
gotten to Motivationai Leadership, and it seems
you're already meuvating your team.”

“To be hones{, I think at this point it’s just pure
luck. I've been so busy getting into my manage-
ment routiine that I haven’t had a chance to spend
much timne with my team members. I finished my
one-on-one meetings, and have identified who I
think make up my top 29 percent. Now that I'm
getting into somewhat of a routine, I've committed
myself to spending more time working with them.”

“Like I said, your team’s improvement wasn’t
drastic, butit was something,” Hannah remarked.
“If you haven’t been spending much time with your
team, the improvement can probably be attributed
to the honeymoon period. Most employees try to
impress their new boss because they don’t know
what to expect if they don’t do well. They work a
little harder until they know what they can get
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away with. But I have to say, I've noticed you walk
around and greet each employee every morning
when you get into the office. They've been starved
for that attention, and I'll bet some of the improve-
ment is directly related to your efforts. Keep up the
good work.”

After Hannah left, Seth felt a little guilty that he
hadn’t done more to impact the improvement of his
team. He knew the honeymoon period would be
over soon, and that his team would give up on him
if he didn’t start making some things haopen.

GOING FOR THE TOP 29 FEXCENT

One of the most pressing issucs Seth needed to
address was a change in the ctrategic plan. A key
efficiency measurement foi 2ach team was Repre-
sentative Occupancy. £=u1 discovered this was a
fancy term used to describe the amount of time a
call center rep actizaitly handled customer calls, as
opposed to nonnroductive time like meetings and
training. Because personnel accounted for nearly
two-thirds of the call center’s expenses, Hannah
wanted *¢ make sure the employees were as pro-
ductive as possible.

Along with new technology came the opportu-
nity to ensure less idle time for the call center reps.
The same procedure for measuring efficiency had
been followed for years, and since it was changing,
Seth needed to cover the new procedure with his
team.

At lunch the day before, Jill informed the
other managers she had shared the changes
with her team, and she thought she was going
to have a mutiny on her hands. Based on the re-
sponse from Jill’s team, Seth anticipated some of his
employees would have a problem with the new plan.
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He figured this would be a good opportunity to
build consensus by recruiting support from his
top 29 percent.

He searched through the paperwork on his
desk and found the list he had made of employees
he considered to be in his top 29 percent. He had
circled the names of the six that seemed to be the
most engaged in his one-on-one meetings. Fortu-
nately, they were all scheduled to work that day.

Carmen, on the other hand, took the day off.
Jill was her backup for the day coordinating the
schedules. Although he wasn’tintimidatcd by Car-
men, he just didn’t like being around her. He was
glad it was Jill he had to deal wiiir to get his
employees scheduled off for a mceting.

“Jill, Ineed your help. I have six people I need to
meet with this afternoon. Caziyou schedule a half-
hour meeting around 2 ¢'ciock?”

Jill stared at her conipater for a moment. “Let’s
see . .. 2 o'clock daecsn’t look good because we
have some emplevees scheduled for a late lunch
and that will' tbrow off our service levels. How
about 3 o’clock?”

“Perfect. ‘Thanks for your help.”

Seth didn’t mind the extra hour because he
knew he d need it to prepare for the meeting. As he
was getting settled into the conference room, his
six employees walked in. Seth asked them to take a
seat on either side of the table. Although this
smaller group was much more outgoing than his
entire team on his first day on the job, Seth could
sense some confusion from this group. No one
knew why he or she was there.

“I've asked to meet with you because I need
your help,” he started. “After meeting with the
entire team in the one-on-one meetings, I consider
you to be the best and brightest on the team.”
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A look of relief could be seen on every face in the
room.

“Not only are you the top performers, but you
seem to be a group I can confide in. A change has
been made in the strategic plan of the organiza-
tion, and I wanted to run it past you before I shared
it with the entire team. The change affects how we
measure Representative Occupancy.”

After providing a detailed explanation of the
change, Seth asked, “Can any of you think of a
reason why this would not be good for the team?”

A few team members expressed some concern,
and Seth provided reasonable respcoses to each
comment. “Can I count on you for y<ur support of
the change?” All the heads arcund the table nod-
ded in support.

“Good. I anticipate wetaay have some on our
team who won’t agree viui the change. Any help
you can provide supperting the change will be
greatly appreciated.”

With that, Seil: thanked them for their time,
and sent them back to work. He felt good about the
meeting, and was glad he finally had at least one
experience 10 share at the next quarterly meeting.
He heaaed back to his office and found a note in
his chair that read, “Meet me at La Cantina at
6:00—H.”

PRIVATE COACHING

Seth felt he was fitting in pretty well with the
management team, even though he’'d been there
just over a month. He still had a lot to learn, but he
knew he was making progress. He remembered
how excited he was when Hannah told him he
could work whenever he wanted. He created in
his mind a perfect scenario in which he got to sleep
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in, get to the office around 9, and stay until the
work was done. At this point, he was at the office
every morning by 7:30, and the work never got
finished.

If there was anything that surprised him, it was
the number of managerial tasks that had to be
done every day. He didn’t think any of it was
particularly difficult, just time consuming. When
the other managers would complain they didn’t
have time to spend with their employees, he
thought it was just an excuse to avoid a=aling
with all the people issues. He found th= biggest
thrill he got from the job was spending time with
his employees. He also found the biggest challenge
was finding the time to do that.

He appreciated the effort +larinah was making
to teach her managers how to build a culture of
employee engagement. S=u'1 and some of his old
college friends had recently gotten together for a
long weekend, and ey spent time comparing
their job experiences. Seth told them about Han-
nah, and how ctie was dedicating time each quar-
ter to develop their leadership skills. None of them
had a simiiar story to tell, but they all had a peer
like Carinen.

Although Seth looked forward to the ongoing
development he would get in the quarterly meet-
ings and the training he would attend at least once
a quarter, he particularly liked the one-on-one
time with Hannah at La Cantina. They had only
met a few times, but it was like having a personal
coach to help him along. He wondered if he was the
only manager getting the extra attention, or if
everyone enjoyed these private sessions. He got
his answer when he arrived at La Cantina.

As he opened the door to the restaurant, Aaron
walked out.
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“What are you doing here?” Seth asked.

“I just got through spending some time with
Hannah. She mentioned you were meeting her at
6. I would stay, but I've got to take my oldest
daughter to cheerleading practice. Have a good
meeting, and I'll see you in the morning.”

Seth walked in and saw Hannah sitting at the
same table as before. He figured that must be her
office away from the office.

“Where’s my margarita?” Seth joked as he sat
down.

“No margarita for me today. I have a-conference
call with my boss at 6:30. He's on a plarie right now
and can't get to a phone until then. ity husband’s
meeting me here at 7, so you'll 7et to meet him if
you're still here.”

“You may have a confercnce call with your boss
at 6:30, but I don’t,” he iaughed. “Where’s the
waitress?”

After Seth ordered his margarita, Hannah said,
“I want to talk tovou about your team’s attendance
problem. Ever {liough your results have improved,
you indicated you haven’'t done much with your
team sirce you've been settling into your new job.
Have ycuw given much thought to a specific plan?”

Setti had given a lot of thought to how he should
deal with his attendance problem, and could cer-
tainly use some advice. “I had hoped to already
have a plan in place considering you asked me
about it over a month ago. I feel I've let you down
since I haven’t taken steps to fix the problem.”

“You've been busy, I know. Tell me what you
would have done if you didn't have to spend a
month getting acclimated to your new job.”

“Well, I asked the other managers what they
thought, and there wasn’t any consensus at all.
Carmen thought I should fire the worst performer
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and send a message to the others, and Jill thought
I shouldn’t rock the boat.”

“What did Aaron think?”

“Aaron wasn’'t much help either,” Seth
laughed. “He just pointed out the pros and cons
of any action I took, and wished me luck.”

“What do you think is the right answer?”

“I think the easiest thing to do would be to fire
the worst performer,” Seth answered. “The prob-
lem would be gone, and everyone else on the team
would know I'm prepared to take action if they
don’t perform well.”

“Have you met with this person tec shiare your
concern about her poor attendanc=7"

“I have,” Seth answered. “I teid hier she needed
to improve. I was extremely <lear about what I
wanted.”

“Did you tell her that:t snhe doesn’t, the conse-
quence will be terminaticn?”

“No, I didn’t,” Setn responded. “I think she
walked away knewiiig I was serious.”

“Did you not iisten to anything I said at our
first quarterly meeting? Did you have your con-
versation vzith her before or after the quarterly
meeting where we talked about expectations and
consequences?”

“After,” Seth responded as he stared at the
table.

“Then you had the information you needed.
The lessons I'm teaching you have no value what-
soever if you don’t put them to use. Now, if you
want her to be an engaged member of your team,
you must provide expectations and consequences.
When you do, you give her the power to determine
her own fate.”

“Do you think the consequence should be ter-
mination?” Seth asked.
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“I think the consequence has to motivate the
behavior you want. If she doesn’t need or want this
job, then termination will not motivate her to come
to work.”

“So what consequence should I use?” Seth
asked.

“You ask too many questions!” Hannah
laughed. “That’'s a question you’re going to have
to answer on your own.”

Besides getting settled into a new job, Seth was
getting settled into a new apartment. He didn’t
know many people in town, although he had
made a few friends at the church he started at-
tending around the corner from  Lis apartment.
Other than some guidance frcin them, Seth was
learning his way around on hi<own. Hannah knew
that and spent some time-{alking about the area.
Seth thought maybe she vras tired of talking busi-
ness after a full day and was looking for some
lighter conversaticr..

Hannah looked down at her watch and realized
it was almost ©:30. “T have to call my boss,” she
said. “You cati hang out if you want. You've hardly
touched your margarita, and I'd love for you to
meet wy-husband.”

“No, I need to get home. I'll see you in the
morning.”

Seth spent most of that night thinking about
his attendance issue, and how disappointed he
was in himself for letting Hannah down. What
he thought should be easy had turned out to be
the most difficult, and important, part of his job.

MAKE WAY FOR CHANGE

When Seth initially selected his top 29 percent and
scheduled the meeting to recruit support for the
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change in the Representative Occupancy proce-
dure, he did it so he could show he had made some
progress. Quite frankly, he didn’'t give much
thought to the outcome of the meeting.

Seth was out of the office for a few days train-
ing, but when he returned he scheduled a meeting
with his entire team to announce the change to
Representative Occupancy. He wasn’t looking for-
ward to the meeting because he knew he would be
fighting an uphill battle. In a meeting with Jill the
day before, she explained that two of Seth's team
members had been instrumental in vaiting the
current procedure, and they would likeiy defend
the status quo.

After Seth explained the chang= to the group, a
few of his team members started-squirming in their
chairs. The two people Jill +varned him would be
against the change jumpec up and started com-
plaining, and he could see the beginnings of a mu-
tiny. And then somethii.g pretty amazing happened.
Miles Freeman, one cf his top 29 percent, took over.

“Before you go any further,” Miles said, “I want
to say I think tlis is a good change.” He continued
by laying ouit exactly what he liked about the
change. and by the time he was done, most of
the other top 29 percent had supported the idea
as well. Before long, many of the disengaged
employees were agreeing with the change.

Seth realized he didn’t need to say a word. He
was certain the bottom 17 percent still disagreed,
but they were silenced by the agreement in the
room. His effort at recruiting support from the top
29 percent had paid off.

After a few moments of silence, Seth pointed to
the two employees who had complained about the
change. “Please stand up,” he instructed. Each
had a panicked look on his face.
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“Seriously,” Seth repeated, “please stand up.”

They looked at each other and slowly got out of
their chairs. The room was silent as everyone
awaited the worst.

“I've asked them to stand because I want you
all to get a good look at them. These are the men
who were instrumental in writing the current pro-
cedure. It has worked well for the past two years
and was the foundation of the new procedure. As
we begin to make the transition, I want to recog-
nize and thank them for their contributictis. They
were leaders then, and I anticipate they’li be con-
tributing to new ways of doing things.in cthe future.
I think they deserve a round of appiause.”

Seth wasn’t sure if the smiies on their faces
were relief from not getting scelded or true appre-
ciation for being recognized but they both seemed
to enjoy the moment as tiey accepted a round of
applause from their peers.

After the meeting was over and everyone had
returned to work, Seth walked to Hannah's office
to share his =xperience. He stuck his head in the
door and roticed she was on the telephone. She
looked vv.and noticed it was Seth, and motioned
for hini o wait. When she hung up, he walked in
and sat down.

“What’s up?”

“I just had an interesting experience,” Seth
said with a smile, “and I thought I would share
it with you.” He explained in detail what had
happened in his team meeting, and waited for
her response.

“Three spectacular things happened in that
meeting,” Hannah said. “One, you proved that
recruiting your top 29 percent can work. Two,
you helped the rest of the team deal with change
by recognizing and celebrating the old way of doing
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things. And three, you showed them they don’t just
work for a manager, they work for a leader.”

Seth needed that reinforcement. He felt he had
let Hannah down when he hadn’t communicated a
consequence to Mattie for her poor attendance,
and he needed a way to prove he had been paying
attention to what she was teaching. This type of
reinforcement was what he needed, and it didn’'t
cost the company a dime.

EARLY MORNING SURPRISF

Throughout most of the month of Felruary, Seth
was showing up to the office at 7:30 no{ because he
was anxious to get to work. He go! there early just
so he would have enough time in the day to get all
his work done and spend time working with his
team.

A college buddy bad gotten married over the
weekend, and Seth was a groomsman. After a long
weekend with friends, he knew his confidence had
been renewed when he walked into the office at 6 am
Monday. He was determined to make this the day
he dealt with Mattie, and he wanted to get an early
start. He also had something else on his mind.

It was March now, and the February reports
were available. Seth’s improvements had been
marginal in January, leaving him in fourth place.
He had gotten into a routine in February, which
freed up more time to spend with his team. He had
shown some leadership throughout the month,
and he felt his team was responding. While it
was nice to have the feeling, he needed proof to
show Hannah and the other managers. He hoped
the proof he needed was in the monthly report.

Part of the training he received in January
was report production, so he knew how to access
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the reports. After he sat down, he pulled out his
training notes so he could get it right the first time.
Just as he began to log in to his computer, Hannah
walked into his office.

“What in the world are you doing here at 6 in
the morning?” Hannah laughed. “I thought you
were in a wedding over the weekend. [ didn’t expect
to see you before noon!”

“It was a long weekend,” Seth chuckled, “but I
was anxious to see my February attendance re-
port. I couldn’t sleep, so I figured I'd come on into
the office.”

“Do you want to log in and pult your own
report,” Hannah asked, “or wouii you like to
take a look at my copy? I havca't printed all the
reports, but I have the attenndance report for the
entire office right here in-t2y hand.” She set her
copy of the report on Scti's desk.

“It looks like somecre else was anxious to see
the monthly report." Seth laughed as he reached
across the desk.

He recogniz«d the report from last month and
knew the last page ranked all four managers. He
flipped st:aight to the last page, and found what
he’d hopied to find. Seth Owen, a young man with
only two months in the real working world, had led
his team to third place. After two years of being the
worst, they now were out of the basement.

A TIME TO CELEBRATE

Seth was a competitive person, and had grown
accustomed to winning just about any competition
he entered. At any other time in his life, finishing
third in a four-person race would have been devas-
tating. But on this day and in this race, finishing
third was like winning a gold medal in the Olympics.
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Seth jumped up from his desk and started
dancing in the middle of his cubicle. It was a
good thing there weren’'t any employees around
yet. If he was trying to show Hannah he couldn’t
dance, it was working. Seth wasn’t sure if she was
laughing at his reaction to the news, or if she was
genuinely happy for him. He hoped it was both.

He started to give Hannah a hug, and then
backed off. He had been through sexual harass-
ment training in January and didn’t want to cross
a line. Hannah figured that’s why he backed off,
and extended her arms anyway. “You big dummy,”
she said with a smile, “give me a hug!”

Seth threw his arms around her ‘o celebrate
the moment, but also as a way c¢i thanking her for
the support and encouragerizenc she had given
him the past two months. Fs team was respond-
ing to his leadership, and 1or the first time, he felt
he was a part of developing a culture of employee
engagement. He knew Hannah deserved much of
the credit.

Seth looked dewn at his watch and realized he
had some time before his employees showed up for
work. He ci:ecked the schedule to see how many of
his emmpivyees were working in the morning. Fif-
teen. That was enough. He looked at Hannah and
said, “I've got to run an errand. I'll be back.”

DOUGHNUTS ANYONE?

The noise in the call center was normally very
consistent. Anyone who walked through the office
during normal business hours would hear tapping
on computer keyboards and call center reps talk-
ing to their customers.

Hannah was in Carmen’s office when she heard
the laughter. It was 8:30 now, so the call center
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was packed full of employees. The laughter from
the reps was noticeably uncommon, so she got up
to see what the commotion was all about.

Several of the employees were standing so they
could look across the office. Hannah looked in
their direction and found the source of their laugh-
ter. There he was. Seth was standing in the middle
of the office in a tuxedo. He had a white cloth
draped over his arm, and a silver tray full of
doughnuts. He was walking through the office
serving doughnuts to his team members. Not all
the reps. Just his. This was his way of celebrating
their success.

Hannah walked over to get a closer view, and
noticed Seth was handing eachk of his employees a
card as he served them breakfastat their desks. He
met Hannah as she walked <ver to him. He lowered
the tray and asked, “A doughnut for the boss?”

Hannah took a doughnut from the tray and
moved closer to cnie of Seth’s reps. She looked
down to read the card he was passing out. It
read, “Enjoy vour doughnut. This is my way of
saying thanks for everything you do. You make me
proud te e your leader!”

Caimen had followed Hannah out of her office
and was standing behind her with her arms
crossed. She had a typical scowl on her face.
“I'm sure this is screwing up our customer hold
time. Everyone in the office is wasting time watch-
ing this spectacle.”

Seth walked over to Carmen and held out the
tray. “Can I interest you in a doughnut?”

She unfolded her arms, turned around and
stormed back to her office. Seth’s intention was
to recognize his employees and celebrate their
success, but in the process he’d managed to anger
one of his peers. Carmen appeared to be mad that
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his stunt had disrupted the office, but he sus-
pected there was more to it. By recognizing his
team, he had just raised the bar for his fellow
managers.

At that point, Seth didn’t care why Carmen was
mad. His employees weren't starving for doughnuts.
They were starving for attention, and Seth had given
them what they needed. At the same time, he com-
municated to his team that celebration was going to
be a part of the culture he developed.

MATTIE

Word about Seth’s doughnut eoisnde spread
quickly through the office. Seth-irad changed out
of his tuxedo that morning, biit he had doughnuts
and cards in his office for the other employees
when they came in for tizerr shift.

“Only you would go cut and rent a tuxedo to
serve your team douglinuts for breakfast,” Aaron
joked as he walked ri.to Seth’s office that afternoon.

“Actually, ‘I didn’t rent the tuxedo to serve
doughnuts,” Seth laughed as he put down his
pen and turned toward Aaron. “I was in a wedding
on Satwuay, and had itin my car to return today. I
just figured I'd get one last use out of it before it
went back.”

“Outstanding! Now I'm going to be spending my
days trying to figure out how to beat that. Every
single person on my team has been asking when
they’re going to be served breakfast at their desk.”

Mattie walked to Seth’s door as Aaron was
leaving. Her shift was about to start, so she had
missed the morning doughnuts.

“I know it's after lunch,” she laughed, “but
where’s my doughnut? I'm going to save it for
this afternoon.”
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Since Seth had arrived in January, Mattie
hadn’t said much to him. Other than his one-
on-one meeting and the conversation they had
about her attendance problem, he felt she was
avoiding him. For her to walk in with a smile on
her face and ask for her doughnut indicated she
was as starved as the others for a little attention.

Seth motioned for her to take a seat and help
herself to a doughnut. He handed her one of the
cards, and told her he would be right back. Seth
went to Carmen’s office and asked her to-schedule
Mattie for a 15-minute meeting with-hin at the
beginning of her shift. To Seth’s surptise, Carmen
agreed without causing a scene.

Seth had some time to review the January and
February attendance reports beiore lunch, and he
noticed Mattie had not missed a day of work in either
of those months. He knew 1t was going to make the
conversation he was acouat to have a lot easier.

“I thought you were going to save that dough-
nut for this afternioon,” Seth joked as he walked
back in his office and saw her putting the last piece
in her moutn.

“Actvally,” she responded as she took a second
doughiiit from the tray, “I'm going to save this one
for this afternoon!”

“Mattie, last year you had the worst attendance
record of anyone on our team. I asked some of the
other managers when I first got here what I should
do, and some thought I should terminate you. The
past two months you've had perfect attendance.
Why the sudden turnaround?”

“I don’t know,” she said. “It just feels different
since you got here. You tell us what's going on, and
you treat us different than our last boss. She was
nice, but she didn’t walk around and say good
morning. She didn’t tell us what our results
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were every month. She certainly didn’'t serve us
doughnuts at our desk. It wasn’t a very fun place to
come to work.”

“Are you saying it has to be fun for you to come
to work?”

“No,” Mattie responded, “I'm not saying it has
to be fun. I'm just saying it makes it a nicer place to
be. And when you feel you're doing a good job and
no one notices, it makes you think the work you do
isn’t very meaningful. It’s just all different now.”

“Well, let me first say I'm proud of your attend-
ance record the first two months of this ycar. But let
me also say this. As I mentioned in ourlasi meeting,
I expect you to be here when you're s-heduled. It's
not always going to be fun. Therc are going to be
times you won’t want to come i work. But I expect
you to be here. In fact, if you have perfect attendance
for the next four months. Vil treat you and your
husband to dinner at the restaurant of your choice.”

“Any restaurant?’

“Let me take that back,” Seth smiled. “T'll treat
you and your husband to dinner at any reasonably
priced restaurant!”

“Fair er.ough.”

Carmuien walked to Seth’s door and noticed
Mattie was still in the meeting. “The fifteen min-
utes you asked for with Mattie are almost up. Do
you need more time?”

“No,” Seth answered, “we’re done. She’ll be
right out.”

Seth thanked Mattie again for her efforts, and
told her he had confidence she would make it the
next four months without missing a day. As she left,
Seth realized he made progress with her by setting
the expectation and communicating a positive con-
sequence. He hoped she would respond so the next
consequence wouldn’t be negative.
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Seth realized he also had made progress with
Carmen. She didn’t seem to be the same person who
had charged into the conference room and ordered
his employees back to work just two months earlier.

THE RESULTS ARE IN

The first thing Seth did that morning as he settled
into his office around 8 o’clock was check e-mail.
The first message he got was from Hannah. It read,
“All managers in the conference room at 9 av. * They
had just had their monthly manageme::t meeting,
so Seth was curious why they needed to.ineet again.

It had been a couple weeks since Seth caused
the stir with the doughnuts, butihe was still getting
harassed by his fellow manasgers in the conference
room while they waited fo: Hannah. At 9 sharp,
she arrived.

“Thanks for meetirig on such short notice. As
you all know, tbe company conducted an
Employee Engagemient Survey at the end of Janu-
ary. They got-thic feedback a few weeks ago, and
just sent it cut this morning.”

“Do we still have jobs?” Jill joked as she looked
at the cither managers.

“Everyone but you,” Hannah responded, “but I
commit to you we’ll do everything we can to help
you find a new job.”

Jill was stunned. The room fell silent.

“I'm just kidding!” Hannah laughed. “We actu-
ally did better than I thought we’d do.”

“That wasn’t even remotely funny,” Jill shot
back at Hannah with a glare.

Aaron replied, “I don’t know. I got some humor
out of it.”

Jill threw her pen at Aaron, and Hannah began
passing out the survey results.
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“As you'll see,” Hannah started, “there aren’t
any real surprises. As I said, we did pretty well in a
few areas. We should be proud of that, and should
work to ensure we continue doing those things
well. If we're going to improve employee engage-
ment and have it reflected on the December sur-
vey, we need to focus our efforts on improving
those strength areas.”

“What stood out?” Seth asked.

“A few things. First, employees don’t feel they
know what’s going on. That is all about Dir<ctional
Leadership and the issues we talked abcut at our
first-quarter meeting. I assume you ar< ail making
progress on the four lessons we discussed, and I'm
looking forward to hearing what you’'ve done when
we gather for our second-qguisrier meeting in a
couple weeks.”

“What else?” Jill asked.

“Recognition. Like ai! ¢mployees, they feel they
work way too much and never get recognized for
their efforts. We’'ll e talking about some of those
solutions in Mativational Leadership in a couple
weeks, and as iong as we implement those ideas,
we’ll fix that area as well.”

“What else?” Jill asked.

“Man, you're impatient!” Aaron remarked.

“The last big theme was the quality of the
team,” Hannah answered.

“What does that mean?” Carmen scowled.

“It's pretty common,” Hannah replied. “The
survey shows that employees think they are pull-
ing their weight, but that the people around them
are not.”

“So what do we do?” Carmen asked, “Do we let
them do all the hiring and firing now?”

“No, Carmen,” Hannah replied calmly. “It just
means we need to take a look at our team and



CO1

02/05/2011

14:19:16  Page 84

84 ENGAGED LEADERSHIP

make sure we have the right people in place to
realize our vision. In fact, we’ll be talking about
those issues in Organizational Leadership in our
third-quarter meeting.”

“Where do we go from here?” Aaron asked.

“The first thing you need to do is schedule a
meeting to share the results of the survey with
your teams,” Hannah answered. “Thank them for
their input, and let them know you’ll be working on
the areas of concern.”

“Any questions?” The room was silentas every-
one read through the results.

“I've got a full day,” Hannah said; “so I'm going
back to my office. I should be hereall day, so if
anyone needs me, you know wi.ere to find me.”

After Hannah left the coni¢rence room, Jill and
Carmen followed her out. As Seth stood up to
leave, Aaron motioned fos him to sit back down.
He walked over and clozed the door, turned back to
Seth and said, “I have an idea.”

GREAT LMINDS COME TOGETHER

“There is no way in the world I'm scheduling 50
people aoif at the same time,” Carmen fumed as she
glared at Aaron and Seth. “Customer hold time
would go through the roof.”

“Come on, Carmen,” Aaron said. “It’s just one
hour. All we have to do is have the overflow calls
routed to the Austin office for that one hour. It’s as
simple as that.”

As Aaron was pleading his case, Hannah
walked in.

“Did I not get my invitation to the meeting?” she
laughed.

“I'm glad you’re here,” Aaron said. “Can you
please talk some sense into Carmen?”

“What’s the problem?” Hannah asked.
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Seth jumped in. “Aaron and I want to have a
joint team meeting to share the results of the
survey. We anticipate it will take an hour. Since
one of the issues is that our employees don't feel
they know what’s going on, we want to spend the
next half hour talking about the vision of the
organization and how they contribute to it. Ulti-
mately, we’d be making the strategic plan available
to everyone. It would be like a Town Hall Meeting.”

“I think it's a great idea,” Hannah responded.
She turned to Carmen and asked, “Whau's the
problem?”

“As I just explained to Aaron and. Seth, our
customer hold time would go througt: the roof.”

“Our customer hold time weu:lan’t have to go
through the roof,” Hannah resy cxided. “It will take
some creativity with schediting, and may require
us to route the overflow ce 115 to the Austin office for
that one hour, but we can do it.”

Aaron and Seth lecked at Carmen with a look
that said, “I told you so!”

Hannah corntinued. “It's been done before.
Heck, we've cloced the entire office for a Christmas
party. We can certainly do it for this.”

As ditidcult as she could be sometimes, even
Carmen was smart enough to pick her battles.
This was not one worth fighting.

THE SECOND-QUARTER MEETING

Seth had been looking forward to this meeting
since January. He knew Hannah was going to
introduce the four lessons related to Motivational
Leadership, and he was anxious to hear what she
had to say. If there was anything Seth did well, it
was inspire his employees.

Everyone was seated at 8 am ready to go when
Hannah walked in.
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“Let’s get started,” she said. “I promised you
these meetings would be over by noon, and I'm
hoping you have a lot to share before we start
discussing Motivational Leadership. Who would
like to start?”

Before Seth had the opportunity to speak up,
Aaron jumped right in.

“I have something to share regarding preparing
the organization for change. After our last meeting,
I thought about how everyone hates to change.
Although we may not like change, we al like to
improve. And since the only reason thc corporate
office changed the strategic plan wac to improve, I
presented the changes as improvemesnts. [t may be
small, but I figured I'd give it a shot.”

Carmenrolled her eyes. She scemed to always roll
her eyes if it wasn’'t somethin:g she thought of first.

Hannah responded. ! like it. It's small, but
simple. Who else has .zn example of something
they tried?”

After along patise, Seth figured no one else was
going to offer-ati example, so he decided to share
his experience.

“My example has to do with recruiting support
from the top 29 percent. I started by identifying my
top 29 percent. I wanted to make them feel special,
so I called them in for a meeting. I told them about
the procedure change for Representative Occu-
pancy, and asked for their input. After I dealt
with their issues, I got their commitment.”

“I like it,” Hannah replied. “Did it make a
difference?”

Hannah knew it had made a difference because
Seth had shared his experience in her office after it
happened. He figured she wanted him to share it
with everyone else.

“Yes, it made a difference,” Seth answered with
a smile. “When I had my meeting with the entire
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team, my top 29 percent stood up and defended
the change to the rest of the team. The whole
experience was good.”

“I certainly can’t say the same,” Jill said. “My
team fought the change. In fact, they weren’t on
board when we left the meeting, but I reminded
them they didn’t have a choice.”

“Did you recruit support from your top 29
percent?” Hannah asked.

“No, I didn’t. You can rest assured I'll do it next
time.”

“Who else used lessons from Pirectional
Leadership?”

No one offered a story, and Hannat: didn’t want
to push.

“Some of you may think of 2 story as we go
along, so feel free to share it,” iJannah continued.
“In the meantime, I want ‘o make sure we have
plenty of time to review Motivational Leadership,
so let’s move on.”

Hannah had placed the two flipcharts at the front
of the room prier 1o the meeting. One had her drawing
of the puzzle piceces, and the other had the first four
lessons of Engaged Leadership. In the second puzzle
piece, chie wrote the word Motivational.
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“We've been spending time throughout the first
quarter exploring ways to build consensus toward
the vision of the organization as Directional leaders.
We can have the greatest vision for our company
and communicate it better than anyone, but if we
don’t inspire people to want to pursue it, it won’t
matter. We have a responsibility to build a culture
that motivates our employees to pursue the vision.”

Hannah approached the flipchart that showed
the first four lessons and added the fifth when she
wrote:

o

She satback down. “This may sound simple, but
it’s not. From the time we were children, we’'ve been
led with negative motivation. As a little girl, my
mother would tell me if I didn’'t do my homework,
I couldn’t go outside. She’d tell me if I didn’t do the
dishes, I couldn’t talk on the phone. She would tell
me if [ missed my curfew, I'd be grounded.”

“What's wrong with that?” Carmen asked dryly.
“That’s the way I was raised, and it's the way I'm
raising my kids. Does that make me a bad parent?”

“No, it doesn’t make you a bad parent. It’s just
that when we lead that way, we'’re giving someone
something to run from.”
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“If it works, then what’s the problem?” Carmen
asked as she looked around the room for support.

Hannah sat in silence for a moment. Seth
couldn't tell if she was annoyed by Carmen’s ques-
tions and was trying to maintain composure, or if
she was thinking of a response.

“What I'm trying to say is that we should be
giving our employees something to run toward,”
Hannah continued. “And it's not hard to do. For
example, instead of my mother telling me I couldn’t
go outside if I didn't get my homework derie, she
could have turned it around and told me-i could go
outside if I did my homework. Instead cf 1elling me I
couldn’t talk on the phone if I didn’” d¢ the dishes,
she could have told me I could tals on the phone if I
did the dishes.”

Aaron spoke up. “It almecst sounds too simple,
but it makes sense. It's liike what Seth did with
Mattie. He could have teld her he would write her
up the next time she was absent. Instead, he told
her he’d treat her.arid her husband to dinner if she
had four more micnths of perfect attendance.”

“Exactly!”

Carmet. cidn’t say a word.

Jill asized, “What's next?”

Hannah walked back to the flipchart and wrote:

a) a) /a)
¢ =4 =4

6. Coelebuate small
A QAN
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“This one doesn’t need much explanation at
all,” she said. “We simply don'’t celebrate enough.”

“I'm going to have to disagree with you on that
one,” Carmen said. “We have quite a few celebra-
tions around here.”

Seth nearly fell out of his chair. Aaron looked at
him with complete disbelief, and they both broke
out laughing.

“You have got to be kidding me, Carmen,”
Aaron continued laughing. “When is the last
time you've celebrated a small success vath your
team? Heck, when’s the last time you celebrated a
big success with your team?”

“We celebrate birthdays in th: break room
every month, and seem to ceicbrate just about
every holiday. We are alwavs spending money to
celebrate something.”

“That’s not what I'iit talking about,” Hannah
responded. “I'm talkinig about celebrating an ac-
complishment, not a date on the calendar.”

“I assume yeu'ie talking about something like
what Seth did with the doughnut fiasco,” Carmen
replied.

“Why was that a fiasco?” Seth asked.

“Because she didn't think of it first,” Aaron
replied, “and because it will require her to do
the same.”

“Who cares if Seth raised the bar on celebra-
tion?” Hannah asked. “Our employees told us in
the Employee Engagement Survey that they don’'t
get enough recognition. In one simple act of cele-
brating a small success, Seth got huge kudos from
his team. They are still talking about it, and it
happened weeks ago. That little ‘fiasco’ will pay
dividends for some time.”

The room was silent for a moment before
Hannah continued.
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“I'm not sure if Seth raised the bar or estab-
lished the bar, but I encourage each of you to
follow his lead and find ways to celebrate your
small successes.”

“Any questions?” After a moment of silence,
Hannah said, “Good. Let’s take a half-hour break.
Go check your e-mail and voicemail, or do what-
ever it is you do when you take a break, just be
back in thirty minutes. If you're not, you get to
teach the next points. How about that for expec-
tations and consequences!”

BACK FROM THE BRE:\k.

As everyone filed back in the room five minutes
early, Hannah was in her seat As Seth sat down,
he noticed Hannah had alrcady written the next
lesson on the flipchart. it 1zad:

A ha) /a)
d

ﬂ] I J
il 7. Encounage life
\ Bakanee for all
emplogees.

She looked around the room and said, “Life seems
to be moving at a faster pace than ever before. We
have so many things happening, and we're expecting
more from our employees than ever before.”

Jill interrupted. “I think that goes for everyone
around this table, too. If I don’t work at least ten
hours a day, I can’t keep up.”
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“l agree,” Aaron said. “If I leave early to go watch
one of my daughter’s games, I have to take work
home and do it after I put the kids to bed.”

“Iunderstand,” Hannah said. “We are all in the
same boat. Butyou made an interesting point. Asa
manager, you have the luxury of being able to leave
early and take work home with you. Our employ-
ees don’t have that luxury.”

“So what are we going to do now?” Carmen
responded. “Are we going to start letting everyone
come in late and leave early? This place wbuld be a
200.”

“No, Carmen. 'm not suggesting cut employees
can have the same flexibility we ¢ryoy as manag-
ers. We have a responsibility vo have a certain
number of reps on the phores at the times the
company requires in ordes <o provide adequate
coverage for our custoriers.”

“Then we don’t have tae ability to offer the same
flexibility we enjoy-as managers,” Jill said. “That’s
fine with me. If they want it, they can get promoted
and putin ten-beur or twelve-hour days like we do.”

“So we shouldn’t offer them any flexibility to
encourage )ite balance since they're not in a man-
agemei - position?” Hannah asked.

“I don’t think that’s what she said,” Carmen
blurted out. “They’ve chosen to be in a job that
requires them to work a certain shift. They knew
that when they accepted the job.”

“So people who work in a job that requires them
to work a certain shift shouldn’t expect any flexibility
that might help balance their life?” Hannah asked.

“I have to jump in here,” Seth interrupted. “I
don’t think we have to allow our employees to come
and go as they please to be flexible. I think we just
have to be willing to work with them when they
need it.”
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“Exactly,” Hannah said. “And it may require a
shift in thinking for some of you. If you have an
employee who wants to come in a little later, for
whatever reason, and they've cleared it with you so
we can cover their shifts, we should be willing todoit.”

“No one ever did that for me,” Jill frowned.

“And that’s what I meant when I said it may
require a shift in thinking for some of you,” Hannah
said. “Don’t make decisions on flexibility based on
what someone did with you. Make decisions on
flexibility based on what you would have. liked
someone to do with you.”

“Any questions?” After a moment o1 silence,
Hannah walked back to the flipchart and wrote:

A /A A
4 =4 ¢

8, @u,‘:z az ga.ur.,
work esvonment.,

[
. H

She sat back down and said, “This is the last
lesson for today, and it’s about our ability to create
a fair work environment.”

“There are laws that protect employees,” Carmen
sighed, “and we follow them all.”

“I'm aware of the laws in place to protect our
employees, and I fully expect us to follow each and
every one of them. But I'm not talking about it from
alegal sense. I'm talking about it from a leadership
sense.”
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“What'’s the difference?” Jill asked.

“There are plenty of things we can do to be fair
to employees that aren’t required by law, and
these are the things that engage the disengaged
employee. Our employees are constantly com-
paring themselves to others. They compare how
much money they make. They compare the rewards
they get. They compare everything.”

“As long as we treat everyone equally,” Carmen
replied, “then we should be just fine.”

“I'm not talking about equal treatment,” i{fannah
responded. “I'm talking about fair treatmeat. If our
goal is employee engagement, then we inust make
employees feel they work in a fair enivironment. We
simply can’t expect an employec t¢ feel engaged in
the workforce when they feel they haven't been
treated fairly.”

“Fair treatment is vrewty broad. Any sugges-
tions?” Seth asked.

“There’s one thiug in particular I think you
should do. Be consistent in the consequences
you give. Your ¢mployees may look for fairness
in pay and rewards, but they also want to know
we're concistent and fair in enforcing the rules.”

Caimen looked up and said, “It’s noon.”

“Yes, it is,” Hannah said. “You've got the entire
quarter to set this office on fire with Motivational
Leadership. Go out there and make something big
happen!”

THE POWER OF POSITIVE MOTIVATION

Seth made a point to get out of his office to visit
with employees every day. Carmen warned him
that he had set a precedent by serving his team
breakfast at their desks, and that his employees
would now expect him to spend money recognizing
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them. Seth discovered she was half right. It wasn’t
about the money he spent. It was about the
attention.

He asked Jill one day why she didn’t spend
time in the call center with her employees. She
explained she simply didn’t have the time to “wan-
der around” during the day, but then neither did
Seth. He didn’t have the time. He made the time.

A couple weeks after the second-quarter
meeting, Seth was out making his morning
rounds. He had just reviewed the March reports,
and was somewhat disappointed. He l:e.d onto
third place in attendance, and improved from
fourth to third in a key quality measurement. A
month ago he would have been thrilled with that
progress, but Seth’s compe¢titiveness left him
wanting more.

If Seth was raising tlie bar for his fellow man-
agers, Aaron was proving 1e had no trouble getting
over it. He was creatinig his own ways of recogniz-
ing his team, and had taken on Seth’s habit of
walking around visiting with employees every
morning. He tnioticed Aaron didn't make it out
that morring, and saw him sitting in his cubicle.

“Net v for your morning jog?” Seth laughed as
he walked into Aaron’s cubicle.

“Not today,” Aaron said without looking up. “I
have four reports due to Hannah by noon. But
first, I've got to cover a performance review with an
employee who will complete six months with the
company next week.”

Seth hadn’t done a performance review at this
point, so he thought it would be as good a time as
any to learn. “Do you mind if I sit through the
review so I can see how they’re done?”

“I don’t mind at all. In fact, I'm on my way to get
the employee right now. It's Janie Davis. You've
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met her before. You can sit in that chair in the
corner and observe.”

When Aaron walked back into the office with
Janie, Seth noticed a concerned look on her face.
Aaron explained to her that Seth was observing the
review so he could learn how to do them with his
own employees. From the moment she sat down,
Janie was staring directly at the floor, with her
shoulders rolled forward and her head hung down.

Aaron began. “Janie, as you know, I am re-
quired to do a review with you now that yo'1've been
with us six months. You've been doing pretty well,
but I need you to focus on a couple tiings. You
always forget to tell the customer you're putting
them on hold. Also, you nevei thiank people for
using Halifax. I need you fo work on those two
things for me.”

“Yes, sir.”

“Now,” Aaron continrued, “I'll be watching for
these things in youi monthly observations. If I
don’'t see an improvement, I'll have no choice
but to write yourup and put it in your file. I have
faith in you fhat you’ll get the hang of it. Do you
have any auestions?”

“No,.c1r.”

“Okay, then. If you'll sign at the bottom of this
performance review, you can head back to work.”

Janie signed the form and left his office. Her
shoulders were rolled forward and her head was
hanging down. Aaron turned to Seth with a look of
relief that he’d completed the review.

“I hope that helped,” Aaron commented. “Now,
I've got to get these reports done for Hannah. Let’s
grab some lunch today.”

“I can do lunch today. But before I leave, let’s
talk about the review. I don’t want to be critical
because I've never done one before . . .”
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Aaron interrupted. “You're not going to tell me
how I should have done the review, are you?”

“Absolutely not. I just noticed that she came in
here looking dejected before you even said a word.”

“They all come in here that way,” Aaron said.
“They're coming to see the boss.”

“I just don’t think coming to see the boss
should be a bad thing. And it’s one thing for
them to come in here expecting something bad
to happen, but I don’'t think they should leave
here with the same dejected look on theiriace.”

Seth had spent a lot of time getting to know
Aaron, and he hoped their relationship was strong
enough for this conversation. He heli=ved the re-
lationship was built on a foundaiion of trust. If it
wasn’t, Seth knew he may have iust crossed a line.

After an uncomfortable pauise, Aaron broke the
silence. “If one of the other iianagers had just said
that to me,” Aaron smiied, “I would have thrown
her out of my office, but I trust your opinion. What
would you have dcue differently?”

Seth was reiicved he hadn’t offended Aaron.
“First of all,- like most employees, Janie came in
here thinking she was going to hear what she was
doing wiong, and she was listening for it. I thought
you started out great telling her she was doing
pretty well, but you jumped straight from that
quick comment to telling her what she was doing
wrong.”

“But I needed to tell her what she was doing
wrong.”

“True. But she may have been more open to
those ideas if you spent some time providing spe-
cifics of what you thought she was doing well.
Maybe I'm wrong, but if it were me and I had an
employee like Janie, I would spend 80 percent of
my time in the review telling her what she was
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doing well, and 20 percent of my time telling her
what she could do to improve.”

“Anything else?” Aaron asked.

“I would have focused on some aspect of posi-
tive motivation. You had an employee you thought
was doing a pretty good job, but you told her if she
didn’t improve, you would write her up and put it
in her file. She’s not running toward something,
like Hannah talked about in positive motivation.
She’s running away from getting written up.”

“You learned all that from Hannah’s lesson?”
Aaron laughed.

“No. I learned it by putting myself ii1 the shoes
of the employee. Every boss I've =ver had threat-
ened me with negative motivaticn: When Hannah
mentioned leading with posiiie motivation, it just
made sense.”

Aaron and Seth speit some more time talking
through the review, and Aaron agreed to bring
Janie back in to .shiare more of the things she
was doing well. Wlien Seth got back to his office,
he realized twa peers can teach each other when a
foundation ¢f trust is in place.

WINNER BY A NOSE

If there was anything Halifax did exceptionally
well, it was train its employees. Seth enjoyed the
opportunity to learn from Hannah, and considered
the chance to attend formal training sessions a
bonus.

Halifax University was created over a decade
ago as a central training location, and all employ-
ees were encouraged to take advantage of it. Not
only did the company encourage it, but Hannah
pushed all her managers to register for training. A
week earlier Hannah had gotten a call from the
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training center informing her of a last-minute
cancellation for a presentations training work-
shop, and she offered Seth the opportunity to
go. He jumped at the chance.

Seth was picking up his luggage in the baggage
claim area that evening when his cell phone rang.
He had just gotten back from the training session
and was looking forward to going to his apartment
to relax. But when Hannah called to meet at La
Cantina, he figured relaxation would have to wait.

He didn’t realize Aaron would be there. When
he walked in, Aaron and Hannah watthed him
walk toward the table with smiles or: their faces.

“What'’s all the smiling about?”

“April results came out whilc vou were gone,”
Aaron replied.

“I got a call from Jill t2lling me one of my
employees dropped the bail getting my team’s
results to her, so I thought there might be a delay.
I asked Miles to take care of it for me while [ was in
training, and apparently he let me down. So much
for empowerment.”

“I took care of it for you,” Aaron said.

“Then vty didn't someone call me with the
results?”

“We didn'’t call you because we wanted to see
you face-to-face when you heard the news,” Han-
nah replied.

“What news?”

“Your team is no longer in third place in at-
tendance and quality,” Aaron said. “They're in
first.”

Seth stared at Aaron as though it didn’t regis-
ter. He then turned and stared at Hannah. Neither
said a word. They just sat and smiled.

Seth broke the silence. “Are you serious, or is
this some sort of mean joke?”
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“It’s the real deal, my friend,” Aaron said. “T've
been in first place nearly every month since the
office opened, and you just knocked me off the
mountain. It was a photo-finish, but you won fair
and square.”

Seth was ecstatic. He hugged Hannah. He hug-
ged Aaron. He even hugged the waitress when she
brought their margaritas.

“It's not champagne, but it'll have to do,” Han-
nah said as they raised their glasses. “To proof that
a culture of employee engagement can traiy make
a difference.”

Seth’s team was measured in arcas other than
attendance and quality, but thes: were the areas
that had shown significant impiovement. He com-
mitted to Hannah that he would take his team
from last place to first picce in every area they
measured within one year. He had gotten them to
first place in two key measurement areas. In the
back of his mind, he hoped to do it in six months.
To everyone’s shcek, he did it in four. He enjoyed
the moment whiiiz it lasted. He would soon find out
that getting ‘¢ the top was one thing. Staying on
top was another.

A LESSON ON EMPOWERMENT

Seth couldn’t wait to get back to the office the next
day to share the good news with his team. As he
opened the door to the call center, he looked across
the office to his cubicle. He could see the hand-
made banner in his cubicle. “Congratulations!” it
read. As he walked through the office, several
employees were giving him the thumbs-up sign.
He looked toward Carmen’s office and saw her
standing in the doorway with her arms crossed.
Mad again.
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As he walked into his office, he could read the
rest of the banner. Across the bottom were the
words “From the #1 team in the office!” Each of
his team members had signed the banner. Appar-
ently someone else in the office couldn’'t wait to
share the good news.

“It's pretty rewarding when the people who did
the work recognize their boss, isn’'t it?” Hannah
asked as she walked into Seth’s office.

“I'm at a loss for words.”

“It shows they appreciate your lead<rship,”
Hannah replied.

Seth sat quietly for a moment. “I know I should
be wrapped up in the excitement oi my team’s
results, but I can’t get past thc fact one of my
employees dropped the ball on getting the reports
to Jill. I've got to figure out izow to deal with that.”

Hannah walked overaud sat down. “At our
next quarterly meeting, .l be addressing empow-
erment. In the meantiine, just know it’s all about
culture, and it takes time.”

“It just seeuis too simple to take time for
empowerment (o work. I mean, we want empow-
ered emplovees, and I'm sure most employees
want to teel empowered. If that’'s the case, how
can an employee like Miles drop the ball?”

“There are several reasons,” Hannah explained.
“First, real empowerment requires the most enor-
mous shift in thinking of any management practice
in the workplace today. Most people lead others
the way they were led, and it takes a pioneer to
embrace the level of change needed to practice
real empowerment. It requires that we give up the
assumptions, behaviors, and processes that sup-
port the old system.”

“So it really is about more than just giving
people tasks to do.”



CO1

02/05/2011

14:19:18  Page 102

102 ENGAGED LEADERSHIP

“Absolutely,” Hannah continued. “Real empow-
erment is based more on culture than tasks. In fact,
it's based solely on a culture of trust. Since most
people are practical and want a list of things to do
after they’'ve been through training or complete a
book, many never get to the point where they are
truly building a culture.”

“So you're saying the only way an employee will
take on responsibility is if he trusts the person
who’s asked him to do it?”

“No, that’s not it,” Hannah continued. “What
I'm saying is that real empowerment has a chance
of surviving when trust is in place. If fask you to do
something and I haven’t built a ctifure of trust,
then you may be afraid I'll purich you if you do it
wrong, or embarrass you if you make a mistake.”

“Carmen mentioned t> me once that she
doesn’t delegate work o tier employees because
she knows they’ll let h=r down.”

Hannah lowered her voice. “Carmen doesn’t
delegate work to her employees because real
empowerment tcquires the person to give up a
significant amount of power. In the absence of a
culture of eraployee engagement, the only tool many
leaders nave is position power. If Carmen hasn’t
built a culture where employees want to do the
work, how can she get the work done if she gives
away the very power that forces someone to do it?”

Seth sat for a moment to let the lesson sink in.

“I know Miles let you down when he dropped
the ball,” Hannah said as she leaned forward in
her chair. “But remember that it probably has
more to do with us than him. He probably has
considerable respect for you, so let him know your
concerns. He will probably work hard not to let you
down in the future. But most importantly, just
keep working on developing a culture of employee
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engagement. When you've achieved that, empow-
erment will have a chance to work.”

Although some of Seth’s success came from
what he did right to build the right culture,
much of it came from what he didn’t do wrong to
tear it down. Hannah had a way of showing up at
just the right time to teach a lesson that kept him
from committing some culture-killing acts. This
was one of those occasions.

BELLS WILL BE RINGING

Seth and Jill had been meeting most-of the morn-
ing. Although Carmen was the manager in charge
of employee schedules, Jill was lier backup. Han-
nah had asked Jill to ensure zemeone else in the
office could do it in case thc;both were out of the
office. Seth agreed to be “h= one.

Every twenty minutes or so, they would hear a
bell ring in the office. ‘The first two or three times
they didn’t think muich of it, but when they noticed
the call center revs were standing up to see what it
was, they figured it was time to investigate.

They lockead to see where everyone was staring,
and it anpeared to be Aaron’s office, so they walked
that way. Just before they got to his doorway, they
heard the bell again. They looked inside and saw
Aaron meeting with one of his employees. They
were both laughing.

Not wanting to interrupt, Seth and Jill went
back to her office. They figured Aaron would
explain the bell ringing later.

After about an hour, Aaron walked into Jill's
office. “It’'s working,” he said with a smile.

“What’s working?” Seth asked.

“The bell,” Aaron replied. “I needed a way to
celebrate the small successes of my team, and I
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chose a bell. Every time one of my team members
does something to reach a goal they've set for
themselves, they get to ring the bell. Not only is
it a way to recognize them, but it raises the curi-
osity level of everyone else in the office.”

“Yes, it does,” Carmen said as she walked into
Jill's office. “And in the process, it distracts our
employees. I don’t know what the bell ringing is
about, but it’s got to stop.”

“Carmen,” Aaron replied, “you have a way of
throwing a wet blanket on every idea som=cue else
comes up with. Let’s walk back to my office, and I'll
explain to you what all the bell ringing is about,
and why it’s not going to stop.”

As he was leaving Jill's ofiice, Aaron turned
around to Seth and said, “On. -a2nd by the way, the
bell does one other thing -1t raises the bar on my
good friend Seth. You sce: as [ was walking down
here, two of your emplcyvees stopped me to ask why
you don’t ring a beil when they do something
great.”

“Outstanding,” Seth laughed. “I love a little
competition, and I'm up to the challenge. Game
on!”

A LESSON IN LIFE BALANCE

Seth was from Texas, so he expected hot weather
during the summer. He was hoping the un-
bearable heat would hold off until July or August,
but June was bringing record temperatures. It
seemed the heat put people in a bad mood. Par-
ticularly Carmen.

There weren’t many mornings Seth wasn’t one
of the first managers to the office. He had gotten
more involved with his church and just returned
from a weekend retreat. It had been a particularly
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long weekend, and he’d been working some really
long hours the week before, so he decided to stay in
bed a little longer than usual that Monday morn-
ing. According to the May reports, his team held
their positions in every category, so he felt things
were moving along well.

When he got to the call center that morning, he
noticed someone sitting at his desk. As he got
closer to his cubicle, he realized it was Carmen.
She was shuffling through the paperwork on his
desk.

“Have you lost something?” Seth asliec with a
little contempt in his voice.

“It’s nice of you to finally show g ‘o work. I've
been dealing with a problem all morning, and I got
tired of waiting for you to get tere.”

Carmen continued to rifi<.through his desk as
Seth stood in his doorway “thave an idea,” he said
as he put down his brieicase. “Step away from my
desk, and I'll be hapuy to find whatever it is you're
looking for.”

“I'm trying ta find a vacation request one of your
employees says you approved. It's Deanna Curtis. I
have her scheduled to work tomorrow, and she
came in claiming you signed off on her taking the
day off. 1 told her that couldn’t be the case because
she hasn’'t been here long enough to accrue any
vacation days. She said you authorized it.”

“First of all, get up.” Seth stood behind his
chair until Carmen got up and stood next to his
desk. He sat down and motioned for Carmen to sit
in the guest chair she was leaning against.

“I appreciate you trying to take care of this
issue,” Seth started. “It could have waited until I
got into the office, but since you're here, let's work
through it. First of all, Deanna will celebrate her six-
month anniversary with the company on Friday.”
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“I know. I checked her employment date. But
the policy clearly states she’s not entitled to vaca-
tion days until she’s been here six months. That
means she can’t take days off until next week.”

Seth stared at Carmen for a few seconds be-
fore he responded. “Do you have a gentle bone in
your body? This office is not going to collapse
because we allow Deanna to take a vacation day
three days early.”

“It's our job to enforce the policies of this
company.”

“The policies of this company are-in place to
ensure we have a structure by which 10 operate,”
Seth argued. “I would maintain it's i1ot our job to
enforce the policies. It's our job ‘o use the policies
to help guide our decisions whnen running this
company. And that's exactiy what 1 did, and
exactly what I will do ixx tie future.”

“T'll take this up with Hannah.”

“I think that wotild be a splendid idea,” Seth
smiled. “And whiic you're at it, explain to her that
my employee’s miother is going in for day surgery
on Friday, and that she requested the day off to be
with her family. Maybe you can explain to her that
the empicyee agreed to come in early and leave late
for the next week to make up the time since she
knew she wasn’t entitled to a vacation day yet, but
that I told her I would make an exception, and
that...”

Before Seth could finish his comment, Carmen
got up and walked out of his office. For a moment
he questioned his decision, and wondered if he’d
done something wrong. Then he thought back to
Hannah'’s lesson about encouraging life balance.
He knew if he wanted his employees to be moti-
vated enough to pursue the company’s vision, he
had to continue to work on the culture. And part of
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the culture for Seth would be a willingness to work
with employees. He was willing to fight that battle
any day.

THE THIRD-QUARTER MEETING

Seth was amazed the third-quarter meeting was
here. He wasn’t sure if the time was going by fast
because there was so much work to do, or if he was
just enjoying the job.

Throughout the second quarter, Seth had seen
several ideas implemented to celebrate-thz small
successes in the office, and he was locl-irig forward
to hearing what everyone had to say. He initially
planned to tell everyone about iis ideas, but he
was pretty certain they knew exactly what he’d
been doing.

Everyone but Aaron yvras sitting in the confer-
ence room when Hannai: walked in. The clock read
7:55. Hannah just. suiiled. “I almost stopped to
wash my car earlier this week, but I just knew one
of you would bhe icte today. It just may be Aaron.”

Aaron ruined her fun. “I'm here. I'm here,” he
shouted as be rushed into the room.

“You almost didn’t make it,” Seth laughed.

“I had to pick up the cake for the Fourth of July
party at lunch, and it wasn’t ready,” he said as he
tried to catch his breath. “But I made it.”

After Aaron got seated and Hannah got situ-
ated at the head of the conference table, she slowly
looked around the table at each manager. She
paused as she looked into the eyes of each man-
ager and smiled.

“This past quarter was very rewarding for me,”
Hannah said. “I anticipated it would take a full
year to start seeing a change in the culture, butit’'s
already starting to happen. I know it hasn’t been
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easy, and I know you’re working more hours than
you were before I got here.  hope you see the hours
you're spending now developing the culture as an
investment in the future of your team.”

For the first time, Hannah saw all four heads
around the table nodding in agreement. Even
Carmen was coming around. Or at least she
was pretending.

“Now then,” Hannah continued, “I don’t need
to hear about the things you did to celebrate your
small successes because I've been made aware of
them by your teams. However, who would like to
share something you did with one oi the other
lessons we learned last quarter?”

Seth always had a story to tci! and was eager to
share his experiences with th¢ rest of the team. He
was starting to learn that cernetimes it’s better to
let someone else have the stage, and he sat back
and waited.

Aaron chimed i first. “Let’s talk about this
positive motivaticiz thing,” he said. “I let Seth sit
in while I did -a cix-month performance review on
an employee Lack in April. I reviewed the employ-
ee’s performance just like I've always done.”

“Aua .l appreciate you letting me sit in,” Seth
interrupted.

“No problem. But here’s the deal, and this is
hard for me to say. Seth sat with me so he could
learn how to do a review, and I think I was the one
who learned the most.”

Everyone sat quietly as they waited for Aaron to
continue.

“For years I have been doing these performance
reviews, and I always did them the way my boss
did them when I was a rep. I used to hate getting
reviewed because I always knew I'd get beaten up,
regardless of how well I did. My boss would always
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find something wrong and point it out. I realized I
followed in the footsteps of my old boss.”

“Do you mean you always looked for the things
they were doing wrong?” Jill asked.

“Yes. [ actively looked for something they were
doing wrong. I thought that's what I was sup-
posed to do, and it's what I did with this
employee. Ultimately, I got it turned around after
Seth brought up some valid points, but it was an
eye-opening experience concerning positive
motivation.”

“Is Seth your own little personal coach now?”
Carmen commented.

“No, Carmen. But I also learned 11 that expe-
rience that we all have somethiing to learn from
each other if we’ll put down our guards long
enough to realize it.”

“Great lesson,” Hamnian said. “Who else has
something to share?”

Hannah didn’t expcct her managers to be anx-
ious to share stori¢c at this point. She knew that
while they were building a culture with their
teams, she wes building a culture with them. No
one knevr bhetter than Hannah that building a
culture takes time.

“Let’s move on to the final aspect of Engaged
Leadership. Our meeting will be shorter than nor-
mal. I have an obligation at 10:30, so we won't be
taking a break this morning, and we may move
rather quickly through some of the information. If
you have questions after the meeting, I'll be happy
to make myself available.”

Hannah had once again set up the flipcharts at
the front of the room prior to the meeting. On one
she had her drawing of the puzzle pieces, and on
the other she had the first eight lessons of Engaged
Leadership. She approached the drawing of the
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puzzle pieces. In the third puzzle piece she wrote
the word Organizational.

;Organizs!fwa!;_

“We started the first quaiter-discussing our re-
sponsibilities as Directionel leaders. We learned the
four lessons that will helo us build a consensus for
the vision. We then discussed our responsibilities as
Motivational leaders. We learned the four lessons
thatwill help us insgire the team to pursue the vision.
And now we’ll.diccuss our responsibilities as Orga-
nizational leaders, and learn the four lessons that
will help us develop the team to realize the vision.”

Shec turned to the flipchart with the first eight
lessons and added the ninth when she wrote:

fa) Ja) Ay
& o e
Q,WM

d:o&ibmﬁ’w

oppropriate tolent.
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She sat back down. “When we look at the three
aspects of leadership in the model, we can all
identify one area that we are better at than others.”

Seth jumped in. “I'm definitely better at Moti-
vational Leadership than Directional Leadership.
I'm pretty good at building consensus, but I'm
definitely more comfortable inspiring my team.”

Aaron chimed in. “I'm just the opposite. I enjoy
inspiring my team, but I'm definitely better at build-
ing consensus for the vision. Even more than that,
I'm always thinking about the future, and tcying to
come up with new ways of doing things.”

“Can you imagine if we had an entite team of
visionaries?” Hannah asked. “Everjone would
want to plan the future and -i:uild consensus
toward the vision, but no one would have the
ability to inspire the team: Cr how about if we
had an entire team of ranagers like Seth who
were really great at inspiring the team, but weren’t
sure how to develop tiic team as a whole? We have
a responsibility to focus on individuals, but we
also have a restonsibility to develop the team so
the organization is bigger than certain employees.”

Jill askeo, “What’s next?”

Haniiah walked back to the flipchart and wrote:

/AN A WA

e e e/
?O.’B’uﬁ-&@’dﬁ&
Betuseen, the

gewuaimm.
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“I suppose you mean we need to adjust to these
spoiled little brats,” Carmen said in her most
sarcastic tone.

“I think it means we need to adjust to old people
like you,” Aaron laughed.

“I'm not that old. I just turned 54.”

Seth laughed silently and slowly covered his
mouth. “My mother isn’t that old.”

Everyone laughed. “Careful, Seth,” Hannah
replied. “I turn 51 later this year.”

“How old are you, Seth?” Jill asked.

“I turn 24 in a couple months.”

“I have socks older than ycu,” Carmen
frowned.

“You should probably think-about getting some
new socks,” Aaron laughed.

Aaron and Jill were in-the middle. They were
both 35, and had been hired by the company as
call center reps when tizey were younger than Seth.

“What I mean kv i2uilding a bridge between the
generations is we're all different,” Hannah said.
“We all grew v at different times, and our values
are differert. We have to be able to adjust to that,
and not ailow the generational differences to get in
the way ”

“That’s hard for me to do,” Carmen said. “For
instance, when I grew up, my parents started work
at 8 o’clock, and they didn’t leave until 5. Period.
They didn’t show up late if they were tired, and
they certainly didn’t ask for time off early. I do the
same thing, and it's annoying to watch Seth wan-
der in here whenever he wants.”

“But he stays long past 5,” Aaron chimed in.
“He doesn’t have kids, so while we’re at home
taking care of kids, he’s up here working.”

“Keep in mind that the generational thing
doesn’t just apply to us,” Hannah said. “You
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have several different generations on your teams,
and you need to adjust to them as well.  have some
information on the generations in my office, and I'll
e-mail it to all of you. In the meantime, just be
tolerant of generational differences.”

Hannah walked back to the flipchart and
wrote:

A a) /A
4 4

1. Wioue towand
#eal empouwesment.

She sat back down and said, “This next lesson
is about our ahbiiity to empower our employees.”

“Finally,” Carmen sighed, “something I can
agree with. Ne need to be giving some of this
work to-aur employees. Delegation is the key.”

“It's interesting you would say that because
empowerment is perhaps the least understood of
most management practices,” Hannah said.

“It's pretty simple to me,” Carmen replied.
“Give someone a task and get out of the way!”

“That sounds great because on the surface it
seems simple. If we give people more responsibility,
then they’re empowered. If we give people the power
to make decisions, then they’re empowered. But it's
not that simple. For empowerment to work, we must
have a culture in place that allows people to fail
without the fear of being knocked down. Quite
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frankly, I don’t think that culture exists here yet. It
will if we follow each aspect of Engaged Leadership
and build a culture of employee engagement.”

“What do we do in the meantime?” Aaron asked.

“I would suggest you do a couple things. Start
with giving your employees more information. For
empowerment to work, employees need informa-
tion. If I empower one of you to take on a task for
me, youre going to gather all the information
available to get it done. Too often we're protective
of our information and don’t share it with our
employees. Give them more information so that
when the culture is ripe for empowernient, they’ll
feel they have the information to take on more
responsibility.”

“Anything else?” Seth asizz2q.

“Yes,” she answered, “there is one last thing
you can do related to exipowerment. Stop solving
all their problems. The 2ne thing I've noticed since
I got here is we sclve too many problems for our
employees. We.adin’'t challenge them to think
through their cwn problems. If we don't turn
them into thinkers, they’ll never be ready to take
on more1esponsibility through empowerment.”

Haiimiah walked back to the flipchart and wrote:

/A W A WA
& o ¢

12. Establish. o
Abmiegﬁ/to.mm

ALLLesh.,
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“This is the last lesson for today. How many of
you can tell me who you've been grooming to take
your job if you get run over by a bus tomorrow?”
Hannah asked.

No one said a word. Aaron broke the silence, “I
personally look both ways before I cross the street
in hopes of never getting run over by a bus.”

Everyone laughed.

“You know what I mean. Something could hap-
pen to any of us. People get promoted. They get
transferred. They retire. We have a respornsibility
to ensure life goes on around here witheut us, and
that all the good work we've been doing is carried
on. Our presence here shouldn’t be required, and
it won’t be required if we estabiisti a strategy to
maintain success. Any questians?”

“Are you referring to ¢ succession plan?”
Carmen asked.

“That is certainly a good example of a strategy
to maintain success. You've each worked awfully
hard; it'd be a shanie to let someone else take over
who may not be up to the task of filling your shoes
and carrying on the work you've done with your
teams. Ary.other questions?”

“What's the fourth piece to the puzzle?” Seth
asked.

“You'll find out at the fourth-quarter meeting in
October. Any other questions?”

Seth needed more information on the last les-
son, but it was obvious Hannah was in a hurry to
end the meeting. He wasn’t about to open his mouth
and keep everyone else from getting out early. He
decided he would hold his questions until later.

“The reason I am leaving early today is I'm
expecting a call from my boss, Ross Harrison.
He’s noticed our office results have improved sig-
nificantly the past six months, and he told his boss
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about us. Her name is Amanda Suttle, and she
wants to come down here to see what we're doing.”

“We've never been visited by a corporate vice
president before,” Aaron said. “Are you going to
give her a presentation of what we've been doing?”

“No. You will.”

Hannah had a way of bringing total silence to
the room.

“I will?” Aaron asked.

“All of you. Your teams have produced the
numbers, and you've led your teams. I'm rict about
to take credit for your work. You made the effort,
and you're going to have an opportunity to strut
your stuffin front of the big boss. Sh<'ll be here two
weeks from Friday. I'll give out presentation
assignments soon. In the mneantime, you know
the routine. Go out and have a great quarter. Let
me know if you need avy iielp.”

With that, the final four lessons of Engaged
Leadership had been taught. Seth had a feeling
there wouldn’t ke iauch effort made over the next
few weeks tc imaplement the last four lessons.
Everyone would be focused on the visit from
Amanda Juttle.

Setix was glad he took advantage of the presen-
tations training workshop back in May.

THE BIG BOSS

Seth had no idea so much effort could go into
planning for a visit from an officer of the com-
pany. In fact, nearly every available minute for
two and a half weeks in July was spent making
preparations. Seth wondered if these executives
would ever make visits if they had any idea how
much it cost the company in preparation time
alone.
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Since Seth’s team had once again held its po-
sition on the monthly reports for June, he felt he
could spend some time getting ready for the meet-
ing. This was not just any meeting. Not only was
this to be the first visit to this call center by a
corporate vice president, she was coming to exam-
ine exactly what it is they've been doing that has
led to their recent successes.

Since these visits didn’'t happen very often,
everyone was surprised when Hannah didn’t
spend the entire day meeting with Amaada on
her own. Everyone but Seth. He knew-i{znnah’s
commitment to the development of ber team, and
this was her opportunity to put managers in front
of a company executive.

Each manager was assigned. a specific area of
improvement to present. Sc:h didn’t get nervous
very often. He certainly vzasn’t nervous about his
presentation. However, he was nervous about his
task before the presentation. Hannah had asked
him to pick up het boss from the airport.

“How do you people live like this?” These were
the first words out of Amanda Suttle’s mouth as
she appreoached the company car sitting at the
curb outzide the airport. “It has to be 150 degrees
out here. I hope the air conditioner works in that
thing,” she laughed as she approached the car.

“It does, ma’am,” Seth replied as he opened her
car door, “and we're only an hour from the office.”

After Seth closed her door and ran around to
get in the driver’s seat, Amanda turned to him with
a smile and said, “Call me ma’am again and you're
walking to the office. My name is Amanda. And I
am a grown woman, and can open my own car
door.”

“Sorry, Amanda. I was born and raised in
Texas, and my mother . . .”
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Amanda interrupted, “I know, I know. Your
mother taught you it’'s a sign of respect. I may
live in New Jersey, but I was born in Texas. I
appreciate the gesture.”

Amanda Suttle was nothing like Seth imag-
ined. He expected her to be uptight and formal.
She had a way of making Seth feel at ease. In fact,
for the entire ride to the call center, they never even
talked about business. They visited like they’'d
been friends for years.

DOWN TO BUSINESS

Everyone knew they had spent wey 0o much time
preparing their presentations ii.r Amanda’s visit.
In fact, Seth was concerned the teams would feel
neglected during that tws-week period. He was
surprised at first to sce ilow much support he
got from his team. After he gave it a little thought,
it made sense. This wasn’t just his presentation.
They were as mucii a part of it as anyone, and they
were proud cfwiiat Seth was going to present. In a
nutshell, they had become engaged.

Hanrah spent the morning with Amanda.
From tim:e to time, she would come out of her office
to get some call center reps. She’d take them in her
office and close the door. Even though they were
doing a good job building a culture of employee
engagement, the managers still got a little nervous
knowing one of their employees was sitting in a
closed office with their boss and her boss.

After a quick lunch, they all gathered in the
conference room. Each manager had one full hour
to make a presentation and to answer questions
from Amanda. Although they may have spent too
much time preparing their presentations, it paid
off by the end of the day.
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“I've been visiting call centers this year to see
what kind of progress we're making on employee
engagement,” Amanda said. “There are some offices
doing a nice job, but I can honestly say I've been the
most impressed with what I've seen here. You're not
just talking about it. You're making it happen. Han-
nah shared with me the model of Engaged Leader-
ship, and explained you are implementing the ideas
in your day-to-day activities. The key to your success
is following a model, and I applaud you for that.”

Amanda paused for a moment and: iooked
around the room to allow her words tosink in.

“Your presentations were outstanding. You
have a lot of potential in this office,~and I wish
you the best of luck for the remaii:der of the year.”

After a full day of presentations, Amanda’s
mind was focused on businicss on the return trip
to the airport. Seth had the opportunity to drive
her back to the airport - and enjoyed the entire
hour hearing more of her observations.

“What do you think of Hannah?” she asked
Seth.

“I think clie’s awesome, and I don’t know how
she does.ic._She really spends more of her day
leading her four managers than doing manage-
ment stuff. She’s constantly teaching us some-
thing, which we then apply to our teams, if we're
smart. If it works, which it normally does, our
results improve.”

“I want to encourage you to do two things for
me,” Amanda pleaded. “One, learn as much as you
can from Hannah while you're here. Her style of
management is the exception, not the rule. And
two, promise me you’ll take those lessons and
become the kind of leader Hannah is to you. We
need more leaders like Hannah, and you have the
chance to pass it on to others.”
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“I promise you I'll do both, Amanda,” Seth said
as they pulled up to the airport.

As she got out of the car, she turned around
and looked at Seth. Before she closed the door, she
said, “Forget the Amanda thing. From now on, call
me Mandy.”

Seth didn’t know if the fact they were fellow
Texans helped create the bond or if she was genu-
inely impressed with Seth, but he felt he was
making a connection. He hoped it might help
somewhere down the line.

FOUR REASONS PEOPLCT )FAIL

It was August now, and the ceinorate vice presi-
dent’s visit was over. That wa< the good news. The
bad news was theJuly reperihiad just come out and
Seth’s team had droppec to second place in attend-
ance. Nothing of great concern, but Seth wanted to
stay on top. He horee it was just the distraction of
Amanda’s visit that had thrown everyone off.

Hannah alviays beat Seth to La Cantina. For
the first time, Seth was the first to arrive. He
needed to think through a problem he was having
with axiemployee, and figured he’d do his thinking
at La Cantina before his meeting with Hannah.

The waitress was bringing Seth his second
margarita when Hannah walked in.

“Well, well, well,” Hannah remarked as she
walked over to the table with a grin on her face.
“This is a first. You beat me here, and it looks like
you got started without me.”

“I needed some quiet time to think,” Seth re-
plied. “I figured I'd come over early.”

“Good for you,” Hannah replied. “Did you solve
your problems, or are you going to need a few more
margaritas for that?”



CO1

02/05/2011

14:19:19  Page 121

The Fable 121

“I figure somewhere between the margaritas
and your advice, I'll find my answers. My car is
in the shop, and I'm taking a cab home. Bring on
the margaritas!”

Hannah sensed the first margarita was al-
ready going to Seth’s head. After she sat down,
Seth explained the challenge he was having with
Larry Marcus, a longtime Halifax employee. One
of the key measurements in the office was called
the First Resolution Rate, which measured the
percentage of calls completed with a singie con-
tact. Since customers don'’t like being transferred
around, upper management put a high vriority on
completing calls with a single comnact. Larry’s
percentage was the lowest in the entire office,
and it was keeping Seth’s group from moving
from second to first place: Seth explained he’d
done everything he knev’ v do. He'd set expect-
ations. He’d set positive consequences. He’d set
negative consequences. Nothing had worked, so
he was considering termination.

Hannah locked at Seth and said, “I'm about to
teach you ore of the best lessons you’ll ever learn,
so pay atiention. There are only four reasons
people iail. They fail because they lack one of
these four things: skill, knowledge, resource, or
motivation.”

Hannah looked at Seth for a few seconds to
ensure it was sinking in.

“Now, if you have an employee who can’t seem
to resolve a client’s issue on the first call, is that a
lack of skill?” Hannah asked.

“It could be if he doesn’t know how to do it,”
Seth replied, “but Larry’s been with the company
for fourteen years. Twelve of those years he’s been
a call center rep, and there haven’t been that many
changes that would keep him from being able to
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handle client issues. According to his file, every
time a change was implemented, he was trained.
So in his case, it is not a lack of skill.”

“Is it a lack of knowledge?” she asked.

Seth thought about Hannah’s question for a
moment and responded, “I suppose it could be if
he didn’t know what was expected of him, but I've
made my expectations and consequences very
clear. He’s just not responding. So in his case, it
is not a lack of knowledge.”

“Okay,” Hannah responded. “Is it @ lack of
resource?”

“Larry has everything he needs, ¢o.in his case,
it’s not a lack of resource.”

“Seth,” she asked, “If it’s iot a lack of skill,
knowledge, or resource, what’s left?”

“A lack of motivation,”eth replied.

“Exactly,” Hannah ' 1cplied. “You have an
employee who's not resolving client issues on
the first call because he’s not motivated. What
have you done 2s his leader to motivate him?”

“We do payv him every two weeks, don’t we?”
Seth laughed.

“Yes." Hannah replied with a smile. “But get-
ting a paycheck to pay the bills doesn’t motivate
most employees, and it’s obvious your positive
and negative consequences aren’t working. You
need to find a way to motivate him before you can
fire him.”

“How do I do that?” Seth asked.

“I don’t know, hotshot,” Hannah replied.
“That’s for you to figure out. Give it some thought.
Just know that the goal must not be to fire people.
It must be to find ways to keep them. Not only is it
less expensive, it’s the compassionate thing to do.”

Seth and Hannah spent the next hour or so
talking about Amanda’s visit, and what impact it
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would have on the other managers. After she left,
Seth stayed a while and solved all his problems
while enjoying another margarita. It was a relaxing
ride home in the cab.

A LESSON IN CHARACTER

Seth’s visit to Tucson started out less than
smoothly. He had just arrived at the Tucson Inter-
national Airport on a Tuesday afternoon and he
was having a hard time doing what he’d done a
million times when leaving an airport: operiing the
door to a taxi. The cab driver was nice cnough to
put Seth’s suitcase in the trunk. 17i2n he came
around to try to get the back doonr open so Seth
could get in the car. After severai attempts and a
grumble or two, he finally got it open and they were
off to the hotel.

Seth was excited to ¢ in Tucson on this Sep-
tember day, substituiing the dry heat of Arizona
for the humidity ci Texas. The next morning he
was going to starta financial management training
session. Althcugh he was excited to be learning
what he reaced to know about financial manage-
ment, ke wasn’t looking forward to being away
from his team for a week.

As Seth sat back to enjoy the half-hour drive,
he noticed the cab driver was listening to a talk-
radio show. It was an election year, and the dis-
cussion on the radio was surrounding a candidate
who had confessed to some indiscretions in his
personal life. Apparently he’d had an affair and
hadn’t been paying taxes on a housekeeper he
recently hired.

From the backseat, Seth could hear the cab
driver mumbling about what he was hearing on
the radio. He looked at the cab license hanging on
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his visor and noted the driver’'s name was Barry.
Barry looked at Seth in his rearview mirror and
said, “Can you believe this? This bucket-head
seems to be more concerned with what's going
on in this guy’s personal life than what he’s going
to do when he’s elected. I just don’t get it.”

It was a local race, and Seth wasn’t familiar
with the candidate, but he was curious about
Barry’s comment. So he asked him, “What is it
that you don’t get?”

“I don’t understand why everyone is 30 con-
cerned with this guy’s personal life. Whiat he does
in his personal life is none of my business. I'm just
concerned with how he does his job.”’

Barry was not the first perscn to ever express
this opinion to Seth. In fact. “hroughout much of
his young life, Seth had ireard many people at-
tempt to separate their personal life from their
professional life. While Seth had no desire to dis-
rupt his pleasant eat ride to the hotel, his need to
hear more from Earry took over.

“Barry, let ine ask you a question,” Seth
started. “Do you believe someone can lack integ-
rity in his personal life, but suddenly have integrity
in his protessional life?”

“Absolutely,” Barry responded. “If he tells me
he can, then I believe him!”

At this point, Seth’s desire to get to the hotel
was stronger than his desire to enter a debate with
his cab driver. Barry and Seth were going to agree
to disagree on this subject, and Seth looked out the
window in an attempt to enjoy the remainder of his
ride.

After his arrival at the hotel, Seth had a few
hours to relax before dinner. In the office, there
never seemed to be a spare minute to do anything
other than dive headfirst into a pile of work.
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He decided to spend his free time now considering
his options for the lessons he still needed to apply
before the fourth-quarter meeting.

A RETURN TO HER ROOTS

“I need you in the conference room for a quick
huddle,” Hannah said as she stuck her head into
Seth’s office. “It won’t take more than fifteen min-
utes. I'm gathering up the other managers right
now.”

Carmen was the last one to show 1p. As she
closed the door behind her, she looked at Hannah
with her trademark frown, “What’s tiris all about?
I've got a ton of work to do since we're going to be
out of the office for the guarterly meeting
tomorrow.”

Although all eyes were on Hannah, Jill spoke
up. “I appreciate you dropping what you were
doing to be here. I promise this won’t take long.”

Everyone turnea toward Jill, wondering why
she was the ané leading the conversation. Seth
could tell she was nervous since she stared at the
table for 2 few seconds before she began.

“As. you all know, I was a call center rep my
entire career before I became a manager. In fact, I
was a good call center rep.”

“The best,” Aaron responded.

“I got a lot of satisfaction being a rep. As we've
talked about employee engagement, I think I was
one of the most engaged reps in the office . . .”

She paused for a moment and let those words
linger in the air.

“...but I'm the first to admit I'm not very
engaged as a manager. I seldom share anything
in the quarterly meetings because I haven’t imple-
mented anything worth sharing. As we've worked
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to build a culture of employee engagement, I've
realized I won'’t ever be engaged as a manager. I've
talked to Hannah and told her I want to go back to
being a call center representative effective the first
of January.”

You could have heard a pin drop. Everyone just
sat in silence for a full minute.

Carmen was the one to speak up first. “Are you
sure you want to do this? You worked so hard to
get promoted, and now you're willing to throw it all
away.”

“First of all, I don’t think I'm throwing anything
away because I didn’t work hard to-gel promoted.
In fact, I never even asked to be promoted. When
there was a management vacauncy at this new
office, I didn’'t get promoted because I was the
best person for the job. [ <va2s promoted because
I was the most effective ccii center rep, and that’s
the wrong reason to premote someone.”

“You're okay witti it?” Aaron responded.

“Okay with itv" Jill laughed. “It was my deci-
sion. This is vocta bad thing, and it’s certainly no
reason to be sad. In fact, we should be celebrating.
I'm going *o return to something I love to do, and
you gee to find a manager who is engaged and
excited to be on the team.”

Seth was never all that impressed with Jill, but
he’d always known her as a manager, and knew it
would be difficult seeing her as a rep. But he was
smart enough to know if she was going back to
what she did best, he wanted her on his team.

“I assume it would be odd for you to join the
team you've been managing,” he said. “If you're
looking for a new team, I'd love to have you.”

“Thank you, Seth. Iwould like that very much.”

“Okay, here’s the deal,” Hannah responded.
“No one in this office knows about this, and I
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don’'t want anyone to know about it until the
announcement is released tomorrow after the
quarterly meeting. You are free to go back to
work, and I'll see you tomorrow morning for the
quarterly meeting.”

Seth knew this would be one of the toughest
quarterly meetings yet.

THE FOURTH-QUARTER MEETING

Every month when Seth paid his rent, he always
spent time visiting with the apartment manager.
When he approached her about having the manage-
ment team’s quarterly meeting in (tix¢e apartment
complex’s clubhouse, she thoughti: was a greatidea.

Because the clubhouse had-a kitchen, Aaron
and Seth decided to surprisc everyone by cooking
breakfast. Seth enjoyed covking and had gotten a
lot of practice since he didn’t have anyone around
to cook his meals.

Hannah and. Tarmen walked in together.
“What's all thig’" Hannah asked as she watched
Aaron putting out the place settings.

“Breal-fast,” Seth replied with a smile. “My
mother aitways taught me that breakfast was the
most important meal of the day, and I figured we
better get started with a full belly.”

Seth saw Carmen digging through her purse.
She looked at Hannah and said, “I have just
enough Rolaids for the two of us.”

Seth threw a towel at Carmen and said, “Just
for that, you get to clean the dishes.”

“Should I set a place for Jill?” Aaron asked.

“Tassume she’ll be here,” Hannah replied. “Her
job change isn'’t effective until the first of January,
and she’d have to explain to everyone in the office
why she’s not here.”
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Jill was the only person who’d ever had to wash
Hannah'’s car as a result of being late to a manag-
er's meeting. She didn’t like having to do it then,
and she certainly didn’t want to repeat the humili-
ating task.

“I'm not late, am I?” she said as she ran into the
clubhouse one minute before 8 o’clock. “I refuse to
let one of my last acts as a manager be washing
Hannah’s car.”

“You're not late,” Aaron laughed. “In fact,
you'’re just in time for one of the best breakfasts
you've ever had. The men are treating you to
breakfast.”

Jill had a look on her face as if to say, “You have
got to be kidding me.” She looked at Hannah and
Carmen. They both shrugged their shoulders and
smiled.

“Let’s eat,” Hannai suggested. “After we're
done, I have a surprise ior you.”

After Jill's anneouvi.cement the day before, Seth
wasn’t in the mooe for any more surprises.

SOMETHING DIFFERENT

“I have asked Aaron to lead the meeting today,”
Hannan stated as everyone was getting settled for
the meeting. “I've run the last three, and thought
you might like to have someone else take the lead.
Also, today will be a short meeting, and you’ll have
the rest of the day off. Do whatever you'd like.”

Seth appreciated the day off, but wondered if
anyone was thinking what he was thinking. Why
Aaron? Seth liked Aaron, but he had a hint of
jealousy that Hannah hadn’t picked him.

“Okay,” Aaron started as he pulled a stack of
papers from his briefcase. “Hannah taught the
twelve lessons of Engaged Leadership. In the
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second quarter, we discussed what we did to im-
plement the four lessons in Directional Leader-
ship, and in the third quarter, we discussed
what we did to implement the four lessons in
Motivational Leadership. Today, we're going to
do two things.”

Aaron passed out a sheet with all twelve les-
sons listed on it. “Since we don’t have a flipchart
here, I printed out the twelve lessons on a single
sheet. We're going to start out talking about what
we did to implement the four lessons in Organiza-
tional Leadership. Then we're going to-z=veal the
fourth piece to the Engaged Leadership puzzle.”

“Are we going to talk about hov’ vie're going to
replace Jill?” Carmen blurted out. ‘I have someone
in mind for that position.”

“That is not part of today’s agenda,” Hannah
chimed in. “T'll let you knew when we’ll be discuss-
ing that issue.”

“Let’s start by discussing the four lessons from
Organizational Leadership,” Aaron said as he tried
to get control of the meeting. “Who has a story
they’d like to tell?”

“I gave some thought to letting people know
where tiiey stand,” Seth said. “I was telling my
employees every month how they were doing, but I
didn’t really have a system in place. I took the goals
they set for themselves at our first one-on-ones
and had them printed on a 3-by-5 card, with a
blank line next to each goal. Every month I provide
my employees with a new card with the previous
month’s results. By doing this, there should never
be a surprise when the annual performance review
is done.”

“Outstanding,” Aaron responded. “I like the
idea for two reasons. One, it’s a constant reminder
of how they're doing. But two, it’s a system that can
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be passed along to someone else after you're gone,
which puts in place a procedure to maintain the
success of your team. Anyone else have something
they’d like to share?”

When no one offered up another experience,
Aaron pulled out a sheet of paper with the drawing
of the puzzle pieces. He wrote two words in the fourth
puzzle piece, and held it up for everyone to see.

When he was certain everyone had seen it,
Aaron prii the sheet down on the table. “Character
Core: Last week I asked Hannah why we hadn’t
talked about character at all in the model, and she
shared with me that it isn’t a part of one of the
three aspects. It’s a part of all aspects of Engaged
Leadership, and is located at the center of the
model.”

“If you're talking about integrity, you're wast-
ing your time,” Carmen said. “We all have integ-
rity, and we each manage our teams that way.”

“I would agree that we operate our teams that
way,” Aaron replied, “but I don’t think we're wast-
ing our time talking about it. In fact, I think too
many organizations assume their leaders lead
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with integrity and don’t believe they need to talk
about it. These are the companies whose leaders
get led away in handcuffs.”

“I guess these people need to be put through a
course on business ethics,” Jill responded. “They
seem to make some pretty lousy decisions.”

“They do make some pretty lousy decisions,”
Hannah chimed in, “but these decisions aren’t due
to alack of business ethics. They're due to a lack of
personal ethics. Companies don’t make decisions.
People make decisions. If someone lies an< sieals
at home, they’ll lie and steal at work.-Zou can’t
separate the two.”

“It seems some people believe there’'s a differ-
ence,” Seth jumped in. “In fact, I aiet a cab driver in
Tucson who believes someone <211 lack integrity in
his personal life, but sudder!y nave integrity in his
professional life.”

“That cab driver was wrong,” Hannah replied.
“You either have character or you don’t.”

“I don’t think aiiyone will be dragging us off in
handcuffs,” Carien interjected. “We're not mak-
ing decisions at our level that can have that much
impact.”

“Thavs probably true,” Hannah said. “But I
encourage you to keep in mind that your employ-
ees are watching you every day. They think they
know your character, and they're looking for con-
gruency in what you say and what you do.”

“I don’t think I understand,” Jill admitted.

Hannah was about to give an example when
Aaron jumped in first. After all, this was his meet-
ing to lead.

“Let’s use family as an example. If you tell your
team that family is very important, but you work
fourteen hours a day and every weekend, then
youre sending a message that's not congruent
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with your character. If you tell your team that
flexibility is important, but you aren’t willing to
bend when they need to leave an hour early and
you have the people to cover the workload, then
youre sending a message that's not congruent
with your character.”

“Congruency is the key,” Hannah added.

Everyone sat around letting the lesson sink in.

“Hannah mentioned this would be a short
meeting,” Aaron stated, “and it will be. I have
two more things to cover. One, let me remind
you that the follow-up to the Employce Engage-
ment Survey is coming up in December. We still
have one final quarter to continue tuilding on our
culture of employee engagemer:i- And two, as Han-
nah mentioned, we have the v<st of the day off. You
can do whatever you want. Go back to work, go
home, go to the mall aril buy me a present for my
birthday next monti. .. whatever you want.
However, I'm buying dinner for anyone who shows
up at La Cantina at 6 o’clock tonight. I hope you all
can make it.”

Seth never considered himself a workaholic,
but he began to wonder about that when he chose
to go-baek to the office instead of enjoying a free
day off. He couldn’t get Aaron’s comment out of his
head . . . one final quarter to continue building on
the culture of employee engagement. How could
there be only one more quarter?

THREE AMIGOS

When Aaron invited everyone to meet at La Can-
tina, Seth hoped it would be the first time the
entire team got together in a social environment.
As he suspected, Carmen came up with an excuse
not to make it. Jill lived far from La Cantina, and
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since she decided to spend the rest of the day at
home, she couldn’t be there either. It ended up
being just Seth, Aaron, and Hannah. The three
amigos.

“I assumed everyone would be here,” Hannah
said, “so I saved this quick announcement for
tonight. But since you are the only two here, I'll
tell you. I'm taking next week off. I have a quick
meeting in New Jersey, and then my husband and
I are going to spend the rest of the week in New
York.”

“Can I go with you?” Aaron asked.

“No, you can'’t. In fact, that was tke announce-
ment I was going to make. I'm _puifing you in
charge for the week.”

Aaron and Seth turned and glanced at each
other with a look of surprisc Seth was excited for
Aaron, but he also was soriewhat envious.

“Do I get to make a1y major changes?” Aaron
asked. “There are a few personnel changes I'd like
to make.”

“No, you deorni't get to fire Carmen.”

“It was worth a try,” Aaron laughed.

“It was certainly an interesting question. Just
out of cuviosity, if I did give you the authority to
make major changes, what would they be?” Han-
nah asked.

Aaron thought about it for a moment. “I don’t
know if it counts as a major change, but I would
expand the Town Hall Meeting to the entire office.”

“Have you gotten a good response to those
meetings?” Hannah asked.

“Incredible response,” Aaron answered. “They
ask great questions. In fact, sometimes Seth and
I don’'t even know the answers. There’s just a
great dialogue about the vision of the depart-
ment in these meetings, and I think the entire
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department could benefit if we had one big Town
Hall Meeting.”

“Done,” Hannah stated. “Announce the change
next week when you're in control, but wait until I
get back to have the meeting. I want to participate
and see how it goes. It may work well for 50 people,
but it may be too big with 100. But I'm willing to
try, and I think it would mean a lot if it came from
you when you're in charge.”

As they ate dinner and solved the problems of
the world, Seth was wondering what chiaunge he
would make. The opportunity to share his ideas
would come soon enough.

A LESSON FOR THF. 1 £ACHER

When Hannah had told ier management team
she’d let them know wiein it was time to discuss
Jill's replacement, Seth figured they would get
plenty of notice. As it turned out, they got about
an hour.

“l appreciateyou making the time for this meet-
ing,” Hannalh started. “I had hoped we would have
more time to discuss Jill's replacement, but I just
got woia of a manager in my old department who’s
looking to move to this area. She would be a great
asset to this team.”

“Is this meeting to discuss how we go about
replacing Jill,” Carmen asked, “or is it just to
approve whoever you think we should have?”

“I'm sure some of you have thoughts on her
replacement, but if we wait too long, this person is
not going to be available and . . .”

“Hey, wait a minute,” Carmen interrupted.
“Doesn’t this go against what you’ve been teaching
us in Engaged Leadership? This is a major change
for our management team, and you've done
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nothing to prepare us for the change. In fact,
youre just cramming it down our throats. And
you certainly haven't empowered any of us in
the process, since you went out and found your
own person.”

Everyone sat silently. Seth was shocked that
Carmen would speak to her boss that way. Seth
was even more shocked that what she said about
Hannah was right.

After an extended period of silence, Hannah
finally spoke up. “At least I know you wer< listen-
ing in all those quarterly meetings,” Hezinah said
as she looked directly at Carmen. “I ecwe you and
the entire team an apology. In my haste to get the
person I thought would be right for- the job, I didn’t
practice what I preach. I'm s.rry for that.”

After another moment->f awkward silence,
Aaron jumped in. “I can't pelieve it. It's taken a
year, but we finally determined Hannah is human.”

When everyone laughed at Aaron’s comment,
Seth could feel the tension leave the room.

“I am human Aaron,” Hannah said, “and I will
make mistakes: I do my best to not make many of
them, buttaey’ll happen. I hold you accountable to
buildirg s culture, and I expect you to hold me
accountable.”

Seth realized the teacher had just become the
student.

JILL’S REPLACEMENT

“Let’s try this again,” Hannah smiled. “As you all
know, Jill has decided to leave the ranks of man-
agement to return to her roots as a call center rep.
Her departure will leave a vacancy as of the begin-
ning of next year. This meeting is to discuss how
we proceed in filling Jill's position.”
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Everyone smiled at Hannah'’s formal approach.

“As a member of this management team, your
input is critical. Whoever fills her position is going to
be a part of this team and will be helping us maintain
the culture of employee engagement we’ve worked so
hard to build. Not only is it important this person be
able to help us maintain the culture, it is imperative
we use this opportunity to identify and position the
appropriate talent for our needs at this time. Based
on my background and experience in another de-
partment at Halifax, I have someone in mira for that
position. However, before I share my thoughts, I'm
interested to hear what you have to say.”

As expected, Carmen jumped right in. “I have
someone in mind for the position.”

“Who do you have in mind?” Hannah asked.

“Kris Archer.”

“Why Kris?” Hannai csked.

“Because she’s earn:ed a promotion. She’s been
here almost eightecu years now, and she’s been
overlooked everv ({dme a management position
comes open:-ALbie’'s one of our best call center
reps, and she deserves the recognition.”

Aaron conuld never pass on an opportunity to
take ajub at Carmen. “You didn’t list one single
reason why I should seriously consider Kris Archer
for Jill's position. I know Kris. She’s a wonderful
person, but I don’t think she’s the right person for
this job.”

Before anyone else could say a word, Jill
jumped in. “I agree with Aaron. If we promote
her for the reasons you just gave, you’ll make
the same mistake with her that you made with
me. If you think she has the skills and knowledge
to be a great manager, promote her. If you think
she has the right attitude that can help her along
until the skills and knowledge catch up, promote
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her. But don’t take one of our most engaged and
effective reps and turn her into one of our most
disengaged and ineffective managers just because
you think it’s her turn.”

Jill made some great points, and Hannah knew
it. “Perhaps we are getting the cart before the horse
on this issue,” she said. “We're trying to take a
person and make her fit the job. Perhaps we
should step back and identify what kind of person
we're looking for, and then decide if either candi-
date we're considering is a good fit.”

Everyone around the table nodded including
Carmen. For the next few hours, they made a list of
the characteristics for the ideal mianager, and
identified the personal values tiie person would
need to have. Ultimately, ithey decided skills
weren’'t nearly as important as attitude. Hannah
said she could teach the sxills, but she couldn’t
teach the attitude. The peirson would need to bring
the right attitude te iz table.

After a lengthy discussion, the team decided
that neither candidate was the right person to
move into Jill's position. The next day they began
a search for a2 new manager.

THANKSGIVING DINNER

Seth had been looking forward to November. He
certainly enjoyed the cooler days, but it was more
than the weather. When he looked back on the
year, he was grateful for so many things that had
happened over the past months. Personally, it was
a fun year. He moved to a new town and met some
new friends. Professionally, it was a learning year.
He got to learn every single day from a wonderful
boss, and got to work with some great employees.
It was all good.



CO1

02/05/2011

14:19:19  Page 138

138 ENGAGED LEADERSHIP

Seth was leaving the day before Thanksgiving
to head home to be with his family. He loved
Thanksgiving because it was an opportunity to
get together with family and share those things
for which he was thankful. It seemed appropriate
to do the same with his new family at work.

He had never cooked a turkey before, and he
certainly hadn’t made all the other things that
went along with a complete Thanksgiving dinner.
But he made his team a deal. If they provided all
the side dishes, he would bring the turk=y.

Seth had no idea so much work went into
cooking a turkey. It seemed like every few minutes
he was back in the kitchen basting u:at giant bird.
But when he walked into the conference room with
it on a platter, all his efforts were worth it.

Every possible side disk:was on the table that
day. It was a great mecl. And after the food was
gone, they sat arouna znd shared the things for
which they were thankful. Seth enjoyed the food
and certainly enioyed the conversation. However,
his favorite part of the afternoon was comparing
the team of employees who had filed into that same
confererce -oom eleven months earlier as though
they ‘were attending a funeral to the team of
employees who today laughed together and
enjoyed each other’s company.

Seth hoped he helped Hannah create a culture
in that office. But even if he hadn’t, he could leave
knowing he helped create a family of friends. If
nothing else, he was thankful for that.

ONE LAST VISIT TO LA CANTINA

The November results hadn’t come out yet when
Seth and Hannah agreed to meet at La Cantina.
Quite frankly, neither of them was too concerned
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at that point, not because they didn't care if they
were bad, but because they knew they would be
good.

Seth spent a lot of time that year worried about
how he ranked with his peers. His competitive
nature provided the drive that made him want to
win, and his commitment to Hannah to turn his
team around was always at the back of his mind.

But Hannah always said that once employees
were engaged and wanted to be a part of the team,
there would be less need to worry about cesults.
Seth figured they had gotten to that poiz.t as they
met at La Cantina that December evenuig.

“I remember how I felt when vou ‘walked into
the conference room in January and told us about
the Employee Engagement Suivey,” Seth said. “I
recall not caring what anyeie said in that survey
because it wouldn’t be' cbout me, but I was
extremely worried what che following December
survey would show. i never would have thought
it wouldn’t be a coricern twelve months later.”

“You were woiried about the December sur-
vey?” Hannah iaughed.

“Scared to death. I had no idea what I was
doing, annd prayed your lessons on Engaged Lead-
ership would work. At that point, I had no idea if
my employees would even respond to me.”

“You did a good job of hiding it,” Hannah said.

“When are they doing the survey?”

“Next week. They have it scheduled before
most employees start taking off for the holiday,”
Hannah replied.

“I think they should hand it out at the company
Christmas party. That should help us out.”

“Ihaven’t told the other managers this news yet
because it isn’t official, and I know how the rumor
mill works,” Hannah said. “I got a call from
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Amanda Suttle. She wants to know if I'd be willing
to run a region. She interviewed me when I was in
New Jersey and wants me to come up for a job visit
after the beginning of the year.”

“A promotion?”

“Oh, yeah. I would be peers with my boss, Mr.
Harrison,” Hannah smiled.

Seth always wondered why Hannah stayed at
Halifax. She could easily run her own company,
and he knew she wouldn’t be around long if some-
one didn’trecognize her talents and promoce her to
the next level.

“If you get promoted, I'm going to 1ieed you to
move your things out of the oftice as soon as
possible. I want plenty of time-ia get settled!”

“Very funny,” Hannah laughed. “I don’t think the
company plans to keep youi:ere much longer. Your
one-year assignment wil! e up soon, and you'll be
off to conquer the world. EutI have to say, I think this
office would do grea: things if you were the boss.”

“I appreciate tiiat. I'm sure Carmen will do a
great job leading this department into the future,”
Seth replied sarcastically.

“Did. I forget to mention that part of your one-
year ascignment is you're required to take Carmen
with you wherever you go for your next job?”
Hannah laughed.

“The twelfth lesson in Engaged Leadership is
establishing a strategy to maintain success, so I'm
sure you've been thinking about your replacement.”

“I haven’t been thinking about my replace-
ment,” Hannah said. “I've been planning for my
replacement since the day I got here.”

“Aaron?”

“I suppose I could have gone outside the de-
partment to find someone,” Hannah replied, “and I
certainly would have if there wasn’t an option here.
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But Aaron showed promise from the very begin-
ning. He just needed some development. He
needed the opportunity to get some victories under
his belt to build his confidence. He’s responded
well, and I think he’s ready.”

“Does he know?”

“He knows I'm grooming him for a promotion
some day, but he doesn’t know I'm being consid-
ered for another job. I don’t want to get his hopes
up if it falls through.”

After they finished their dinner, they paia the
check and headed out the door. Seth ha«a a feeling
that this might have been his last time with Han-
nah at La Cantina.

THE ANNOUNCEMENT

Seth had never seen Carlii'e/1 smile. At one point he
saw what appeared to he¢ a grin when her team
edged out his team er: & monthly report. A grin was
as good as it got.

That all changed when the announcement was
made. Hannah brought the management team
into the e¢nierence room on a Friday afternoon
in Janiravy to make the announcement that Seth
had been given a new assignment in a different
city. He would finish out the month and report to
his new job the first of February. Carmen didn’t
grin when she heard the news. She smiled from ear
to ear.

Before he left that month, Seth had the honor of
presenting Mattie with a plaque for one year of
perfect attendance. He also got to see the results of
the Employee Engagement Survey. Needless to
say, they had a considerable improvement and
beat the Austin office. Surprisingly, everyone got
their bonuses, including Carmen.
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Prior to his departure, he had one last piece of
business to handle. While he didn’t enjoy this
particular task, he had learned that some people
never make the transition to a new culture. Larry
Marcus had not, and Seth provided him the op-
portunity to pursue a new career outside Halifax.

It turned out thatleaving would be much harder
for Seth than he thought it would be. When he had
arrived at this job, he saw it as a stepping-stone to
the next job. He had never expected to learn as
much as he did, and he certainly hadn’t epected
to make the friends he made.

One part of him was ready to go. i{e made a
difference with this team, and he viasready to take
on the next challenge. This opportunity provided
him so many skills that he would be much more
prepared for the next ass:giiment. He was pre-
pared to keep his promise to Amanda and pass
along the developmenc

But another part of Seth was sad to leave. He
knew he made 4 difference while changing the
culture, but h< knew there would always be a
“Carmen” to shift the team back to the old culture.
In fact, he could see it in their eyes at his going-
away pardy.

Seth learned a lesson about culture on the way
to that office a year earlier, and he learned a lesson
on the way out. When managers come and go, it's
imperative to change the culture if you want it to
survive long after you're gone. Seth looked back
and realized what he helped Hannah create really
was a culture. These weren't just activities or
motivational tactics. This was a culture. It was a
way of life for these employees.

Seth didn’t get to pick his successor. In fact, he
learned months later that a replacement was not
hired. The employees on his team were divided up
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among the remaining three managers. He thought
about them often, and hoped that a little part of the
culture he helped create may have rubbed off on
the managers who took on his team members.
Whether it did or not, Seth knew he had made
an impact because he helped these “misfits” expe-
rience the feeling of success. He made them feel
appreciated. He let them know they were winners.

Seth also learned it’s hard to change a culture
in a year. He learned it’s hard, but not impossible.
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