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As summer fades like the flowers
in our garden and we move into a
busy fall season, we're planning a
series of webinars, executive
briefings, and workshops focused
on Talent Management. Here's
why:
70% of executives think
their organization lacks
adequate bench strength
97% of organizations report
serious leadership gaps,
40% say these are severe
65 to 75% of current senior management will be eligible to retire
by 2020
Of leaders hired from the outside, it is estimated that 40% are
pushed out or leave 18 months after joining an organization
60% of companies are facing leadership shortages that impede
their performance
31% say developing leaders is their largest talent issue
And current development approaches aren't working. Needs
assessments and performance evaluations look for gaps and design
training programs to fix weaknesses. This is a major reason participant
motivation to build skills has been very low and transfer of learning poor.
In a large scale global survey of CEOs and senior executives 76 percent
cited leadership development as important yet only 7 percent thought
their organization was doing it effectively.
On October 2 at 1:00 EST I'll be delivering a fast-paced one hour
complimentary webinar on Facing a Talent Gap ?: Keys to Engagem–
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ent, Leadership Development, Succession/Career Planning, and
Coaching Effectiveness. The morning of October 28 Brad Smith will be
hosting and I'll be delivering a complimentary executive briefing on
Strengthening Top Talent: Engaging, Developing, and Coaching
Leaders (at all levels) to Exceptional Performance in Mississauga (just
south of the Toronto airport). We're also planning public workshops of
The Extraordinary Leader, The Extraordinary Coach, and The
Extraordinary Performer , in Mississauga, Edmonton, and Vancouver.
Click here for details and to register for any of these upcoming events.
This issue publishes my twice weekly August blogs (click here to
subscribe for notice of each as they are posted) and features the
presentation Jack Zenger and Joe Folkman delivered at our summer
Extraordinary Leader Summit on discovering an organization's hidden
talent. We'll also look at an inspiring story illustrating our Likability Index,
whether we need different competencies for different levels, leadership
reflections from the life and work of Warren Bennis, proactive versus
reactive leadership, recognition pitfalls and traps, and tips for taming
The E-mail Beast.

WEBINAR: SECRETS TO DISCOVERING YOUR COMPANY'S
HIDDEN TALENT POOLS
One of the highlights of July's Leadership
Summit was a keynote presentation by
Jack Zenger and Joe Folkman on a
critical topic that's vital to the future of
many organizations. In much of the
Western World we're on the edge of a
dangerous talent precipice. For many it's
becoming a crisis.
In America 60% of companies face leadership shortages that impede
their performance. Ten thousand baby boomers retire every day, and
data predicts a 30% drop in available managers between 2009 and
2015.
Yet many organizations have three overlooked resources that data
reveals are largely untapped:
Aspiring women -- they surpass men in many leadership skills
Individual contributors -- because they do not currently manage
others their potential is being overlooked
Young managers, Gen Y -- development efforts for these future
leaders start far too late and generally don't begin until age 40
The solution to our talent shortage is already within most organizations.
By developing these forgotten groups, everyone wins.

Focusing on these three overlooked groups would not only answer the
talent gap, but according to scientific data would result in:
4 – 8 times higher profits
70% higher engagement and productivity
40% higher customer satisfaction
50% less turnover
In August we provided a webinar recording of Jack Zenger's and Joe
Folkman's thought provoking and revealing keynote presentation. Click
on Secrets to Discovering Your Company's Hidden Talent Pools to
access this complimentary recording.
We need to find and develop all the leadership talent we can if we're
going to capitalize on the many opportunities and rise to the challenges
ahead.

WORKERS FORCE REINSTATEMENT OF HIGHLY LIKABLE
CEO
Labor Day was celebrated on September
1st in Canada and the U.S. "dedicated to
the social and economic achievements of
workers." Published just a few days
earlier, the story of how fired CEO Arthur
T. Demoulas was reinstated in his role by
force of his employees' fierce loyalty to
him contains a powerful leadership
lesson. Demoulas was fired as head of New England Market Basket, a
71 store supermarket chain, in a dispute with his cousin and rival over
ownership of the family company.
After Demoulas was let go hundreds of warehouse workers and drivers
refused to deliver fresh produce. Customers began shopping elsewhere
because of the lack of fresh food and showing support for the workers
and their beloved CEO. During the six weeks of protest and turmoil the
very busy stores looked like ghost towns and the company lost tens of
millions of dollars.
News reports of this remarkable story cited many examples of how
Demoulas inspired such intense loyalty and likability. He cared about
employees and their families, knew most by name, and treated them as
valued associates. The Washington Post quoted Paul Pustorino, an
accounting professor at Suffolk University's Sawyer Business School.
"What this proves is when a CEO can align the best interests of the
company with the best interests of the employees, that generates strong
employee loyalty and customer loyalty."
This is a powerful example of what we've found in our research on
leadership likability. As outlined in a previous blog, Demanding Leaders

Are Much More Effective -- and More Likable, leaders who score high
on our Likability Index are also rated as highly effective leaders by their
direct reports, peers, manager, and others. These ratings correlate to
sharply higher employee satisfaction and engagement, sales, customer
service, safety, productivity, quality, and profitability.
Our Likability Index goes beyond an engaging personality and strong
interpersonal skills. It also includes attributes such as integrity, problem
solving, inspiring and motivating others, and honesty. Click here to see
the complete list and take a self-assessment of your personal likability.
Your leadership likability likely won't be demonstrated quite so
dramatically. But you can have a huge impact on your team and
organization.
DIFFERENT LEADERSHIP COMPETENCIES FOR EACH
ORGANIZATIONAL LEVEL?
Leadership competency models are now
used widely by many organizations to
define the skills and behaviors of effective
leaders. They're often used for "talent
management" such as coaching and
development, performance management,
succession planning, identifying and
developing
high
potentials/emerging
leaders, and the like.
Many competency models are multi-layered with differing competencies
for supervisors, managers, and executives. But how useful are these
layers of complexity? Zenger Folkman reviewed input from 332,860
managers, peers, and subordinates to see which competencies would
have the greatest impact on a leader's success. Each respondent was
asked to rate the most important 4 out of 16 competencies for over
30,000 supervisors, managers, and executives.
This analysis showed:
The importance of a competency depends on the job, the
situation, and individual needs. These may or may not correspond
to what level in the organization the leader is at.
The most important competencies for supervisors, middle
managers, senior managers, and top management were
remarkably consistent. These same seven competencies were
rated as the most important at all organizational levels:
Inspires and Motivates Others
Displays High Honesty and Integrity
Solves Problems and Analyzes Issues
Drives for Results
Communicates Powerfully and Prolifically
Collaboration and Teamwork
Builds Relationships

All levels showed the need for a balance of management skills like
driving for results or analytical/problem solving and leadership
skills like interpersonal, integrity, communication, and teamwork.
There is a slight change of order and emphasis between
management levels. For example, Developing Strategic
Perspective and Communicating Powerfully and Prolifically raises
up the importance list of competencies as a leader moves up the
organization.
The study showed that competencies are best tailored to each leader's
role. Click on Are Different Skills Required for Senior Executives? to
read more about this research.
Competency models often use a one-size-fits-all approach for each
organizational level. Besides focusing on fixing weaknesses that broad
brush approach creates a number of problems as outlined in our white
paper Leadership Competency Models: Why Many Are Failing and How
to Make them Flourish. Let's build "talent management" approaches
around each individual's unique and personal talents.
THOUGHTS ON LEADERSHIP REFLECTING THE LEGACY
OF WARREN BENNIS
I was saddened to hear of the recent
passing of Warren Bennis. Over the past
30 years my views and practices on
leadership
have
been
profoundly
influenced by his research and writing.
After reading his personally revealing and
deeply thoughtful memoirs a few years
ago ("Review of Still Surprised: A Memoir
of a Life in Leadership") he almost felt like a friend or close colleague. I
quoted a few highlights from his book in "Thoughts That Make You Go
Hmmm….Leadership Reflections from Warren Bennis".
Looking back at "the wisdom of Warren" quotations we still use in
workshops today or I've published in books or The Leader Letter, here
are a few of my very favorites:
"The most dangerous leadership myth is that leaders are
born -- that there is a genetic factor to leadership. This myth
asserts that people simply either have certain charismatic
qualities or not. That's nonsense; in fact, the opposite is true.
Leaders are made rather than born."
"One of the greatest challenges a leader faces at the height
of his or her career is not simply allowing people to speak
the truth but actually being able to hear it."
"An essential factor in leadership is the ability to influence
and organize meaning for the members of the organization."

"A basic ingredient of leadership is passion -- the underlying
passion for the promises of life, combined with a very
particular passion for a vocation, a profession, a course of
action. The leader loves what he or she does and loves
doing it."
"To be authentic is literally to be your own author (the words
derive from the same Greek root), to discover your native
energies and desires, and then find your own way of acting
on them. When you have done that, you are not existing
simply to live up to an image posed by the culture or by
family tradition or some other authority. When you write your
own life, you have played the game that was natural for you
to play. You have kept covenant with your own promise."
"Management is getting people to do what needs to be done.
Leadership is getting people to want to do what needs to be
done. Managers push. Leaders pull. Managers command.
Leaders communicate..."
"Leaders are people who do the right thing; managers are
people who do things right. Both roles are crucial, and they
differ profoundly.... many an institution is well managed yet
very poorly led."
"Leadership is not so much the exercise of power as the
empowerment of others. Leaders lead by pulling rather than
by pushing; by creating achievable, challenging expectations
and rewarding progress toward them, rather than by
manipulating; by enabling people to use their own initiative."
"Hearing 'reflective backtalk' from friends, colleagues,
spouses, and significant others allow us to 'true' ourselves in
relation to their perceptions. With this input we can integrate
our internal conversations with data from the external world
to enrich the process of knowing ourselves better."

RECOGNITION PITFALLS AND TRAPS
A friend with a past drinking problem has
been a devoted member of Alcoholics
Anonymous and not touched a drop of
alcohol for many years. Recently he gave
up most of his weekend to deal with a
Client emergency. The next week his
manager "thanked him" with an
expensive bottle of wine.

This breaks one of the most basic rules of giving recognition: tailor it to
the individual. For example, some people love public recognition. Others
consider being centered out and put on stage a form of punishment.
Here are other common recognition pitfalls and traps:
Random Recognition
To keep others from thinking that those who get recognition or special
honors are management's favorites ("How did you suck up for that
award?"), use peer review, customer feedback, and solid key
performance measures.
Phony Flattery
Employees quickly catch on to "I'm doing my recognition thing now."
Managers who won't practice and develop their thanks or catching–em–
doing–things–right skills often have less engagement and inspired
teams. Recognition is at the core of effective coaching.
Jelly Bean Motivation
This phrase was coined by motivational expert M. Scott Myers to
describe that empty praise that congratulates and thanks people for
something that hasn't been done. It's "keep up the good work" from a
manager who has no idea what work was really done.
Tinsel and Trinkets
Recognition can't make up for paying people peanuts (which, as the
wag said, only attracts monkeys). Formalized recognition programs can
also reveal those managers who see employees not as partners to be
listened to and involved in running the organization but as chattels to be
exploited and manipulated.
Front–Line Fixation
Don't focus just on front–line servers who have the heaviest customer
contact. Employees who "serve the servers" are also vital links in the
service/quality chain, and they too need to be energized by recognition
and rewards.
Big Bangs
A few mega–rewards to your superstars will have far less pay–off than a
large number of smaller rewards distributed broadly. Top performing
organizations set up personalized and relevant recognition and reward
programs that create many winners and recharge as large a number of
individuals and team members as possible.
Clumsy Coaches
Make sure your managers' coaching skills are strong so they are
confident and competent enough to give plenty of recognition and build
a "thank you culture".
Some managers give recognition as if they expect a receipt. Others
operate on the principle that "your recognition is you get to keep your
job." Sincere and honest recognition is one of the lowest cost and highly
effective ways a leader can inspire and energize people.

EFFECTIVE LEADERS ARE PROACTIVE NOT REACTIVE
WITH THEIR TIME
Time is the great equalizer. We all get
exactly the same amount of it every day.
What a leader does with his or her daily
time allotment distinguishes good, bad,
and extraordinary leaders. Many less
effective leaders are sucked into the
busyness trap trying to keep up with their
daily deluge of e-mails and stream of constant meetings. They lose
control of their time and lose control of their lives.
In a recent interview, I outlined a classic study on leadership time
effectiveness and discussed how poorly run meetings waste time. Click
on Effective Leaders are Proactive not Reactive with their Time to watch
the two minute clip.
You can invest more of your precious time to get tips on freeing up and
strategically using your time from these links:
"Managing Time Like Money"
"Five Steps to Making Time for the Work That Matters"
"Another Study on Slowing Down to Speed Up"
"Spring Clean-Up: Does Your Team Keep an Active To-Stop List?"
"The Acceleration Trap: Frantic Busyness and Priority Overload is
Overwhelming Way Too Many Teams and Organizations"
An old fable tells of a farmer with a wagon brimming full of cabbage
heading to a new market. He stops for directions and asks, "How far is it
to the market?" The man replies, "It's about an hour if you go slowly but
if you rush it will take all day." It was a bumpy road and if the farmer
went too fast he'd spend most of his time picking up the cabbage that
bounced off his wagon.
Taking the time to slow down and watch, read, and reflect on how we're
using our time can move us more quickly along our way.

TIPS FOR TAMING THE E-MAIL BEAST
E-mail continues to be a huge challenge
for many leaders. In our workshops,
leaders often assess how much time they
spend
dealing
with
technical,
management, and leadership issues and
where they'd prefer to invest their time
("Check
Your
Balance
with
the
Performance Triangle"). Every poll we've
ever taken with participants shows that 80 – 90% want to increase the
time they spend in leadership.
As discussions go deeper into what's getting in the way of leadership, email is quickly identified as one of the biggest problems. Most leaders
complain about hours of their days being sucked into the e-mail vortex.
It doesn't have to be that way. Research shows that highly effective
leaders aren't managed by their inbox and use e-mail much more
effectively than everyone else.
Click here to view a short video clip of me providing a few quick Email Tips for Leaders.
When untamed, The E-mail Beast can be a time sucking vampire
drawing the life out of our day and taking us away from more vital
leadership practices. Click on the following links for more tips and
techniques:
"Research Shows Strong Leaders Aren't Controlled by Technology
and Workloads"
"Are You in Control of or Controlled by Technology?"
"Measuring the E-mail Beast"
"Thoughts That Make You Go Hmmmm… on Taming the E-Mail
Beast"
"The E-mail Beast Grows Ever Larger"
"E-mail Peeves and Protocols"
May you find the courage and approaches to tame the beast and regain
control of your leadership time.
TWEET READING: RECOMMENDED ONLINE RESOURCES
This section summarizes last month's LinkedIn
Updates and Twitter Tweets about online articles or
blog posts that I've flagged as worth reading. These
are usually posted on weekends when I am doing
much of my reading for research, learning, or leisure.
My original tweet commenting on the article precedes each title and
descriptor from the original source:

The items in each month's issue of The Leader Letter are first
published in my twice weekly blog during the previous
month.
If you read each blog post (or issue of The Leader Letter) as it's
published over twelve months you'll have read the
equivalent of a leadership book. And you'll pick up a few
practical leadership tips that help you use time more strategically and
tame your E-Beast!
Operating without feedback is like throwing darts
blindfolded and not knowing if we're hitting the target.
"How Much Feedback Do Managers Want and Need?" -Joe Folkman and Jack Zenger, Chief Learning Officer
http://www.clomedia.com
"As leaders go up the ranks, they ask for less feedback.
That's bad for not just their own performance, but also for
the organization as a whole."
Failing
to
develop
these
key
skills
at any
organizational level can really stifle leadership and
career growth.
"The Skills Leaders Need at Every Level" -- Jack Zenger
and Joe Folkman – Harvard Business Review blog
http://blogs.hbr.org
"There was a remarkable consistency in the data about
which skills were perceived as most important in all four
levels of the organization we measured."
Great summary of key approaches to providing
redirecting feedback. Sarah's research fits perfectly
with our new Elevating Feedback program.
"Everything You Need to Know About Giving Negative
Feedback" -- Sarah Green – Harvard Business Review
http://blogs.hbr.org
"If you really need to criticize someone's work, how
should you do it? I dug into our archives for our best,
research- and experience-based advice on what to do,
and what to avoid."

FEEDBACK AND FOLLOW-UP
I am always delighted to hear from readers of The Leader Letter with
feedback, reflections, suggestions, or differing points of view. Nobody is
ever identified in The Leader Letter without their permission. I am also
happy to explore customized, in-house adaptations of any of my
material for your team or organization. Drop me an e-mail at
jim.clemmer@clemmergroup.com or connect with me on LinkedIn,
Twitter, FaceBook, or my blog!
May the Force (of strengths) be with you!
Jim
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