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PREFACE
This book is addressed to two audiences: new front-line man-
agers who are transitioning from technical employees to man-
aging people; and to current front-line managers who want to 
become outstanding managers. As a working manager of front-
line employees your time is very precious. And so the ideal 
book would boil advice down into practical tips and organize 
them into topics that are keyed to specific dimensions and ac-
tivities of your work. 

This manuscript was written over an 13-year period in which 
I trained front-line managers from thirteen different business 
units and contacted the 50 best places to work in America. One 
suggestion from my experience is that you start a file for each 
of your employees associated with tips from this book. Your 
employees are your most important asset. Studies show that 
sixty percent of American workers are not satisfied with their 
boss1,, while 73 percent of workers in their 20s and 30s believe 
their bosses negatively affect their health.2 I’ve been a manager 
for more than 25 years. I was named “civil servant of the year” 
twice in the federal government as a manager. Since my retire-
ment from the government I have contacted the 50 Best Places to 
Work in America according to Glassdoor. I have received feed-
back from most of these firms and have incorporated their best 
practices into the Tips and Chapters of this book. 

The 203 tips in this book are organized into sixteen chapters to 
help you become an uncommon servant manager. We use the 
term “servant manager” because as a frontline manager you are 
evaluated on how well your employees perform and not on your 
technical skills. Your job is to help them to become successful. 
Being evaluated by management criteria rather than technical 
criteria is a drastic change for new managers. Technical employ-
ees were taught to get good grades, work hard, and you will be 
successful. Now the model needs to be turned on its head. Now 
it is about coaching a team to succeed. This book is designed to 
help your team become successful by showing you how you can 
serve them as an uncommon servant manager. 
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TIP 37 ● Adopt Interest-Based Problem-Solving (RIGS)

You just covered active listening in Tips 34 to 36. Now the focus 
will to obtain in-depth information, feelings and the real in-
terests of people behind the issues. Why is this important? Be-
cause when we know peoples’ real interests and their feelings 
behind them, we can better resolve issues and solve problems. 
As a manager, mediator and arbitrator, I have found the work in 
this area to be of exceptional value.

Interest-based problem-solving is a linear step-by-step process 
to resolving issues and problems. By raising our consciousness 
of the steps, we are more likely to incorporate them into our 
day-to-day problems and issue related interactions. I offer the 
story of “The Orange” as an example.

There was only one orange left, and the two sisters were fighting 
over it. Both wanted it badly, and the mother was at her wits 
end. Trying to appease both daughters as best she could, with the 
“wisdom of Solomon”, so to speak, the mother cut the orange in half 
and gave one half to each of the girls and told them to quit bickering.
Still unhappy, one sister walked away with her half of the orange, 
peeled it, threw the peel away and proceeded to eat the pulp of her 
half of the orange, carefully dividing the sections of the orange to 
savor as much juice and taste as possible.
Also still unhappy, the other sister walked away with the other 
half of the orange, carefully peeled it, saving every bit of peel 
possible and placing it in a small bowl. She needed the orange peel 
to bake a cake, and the amount supplied by the half of the orange 
was barely sufficient for the recipe she was using. She threw the 
pulp of the orange away.
If the mother (or even the sister’s themselves) had taken the time 
to identify the interest of each of the daughters, she could have 
easily solved the problem, giving each daughter 100 percent of 
what she wanted.

In this case, interest-based decision-making is not just another 
tool; it is a necessity for all uncommon managers to use all the 
time. At the IRS I helped in the preparation of a little pocket 
guide entitled “An Interest-Based Approach: A Tool for Resolv-
ing Conflict” Document 9937. It is in Appendix A and may be 

TIP 3 ● Develop Your Idea List – An Initial Self-Assessment

Here is a list of topics to read and reflect on as you inventory 
yourself and your organization to see what is important to you 
as you start this process. Read this list over, and write down 
your answers to these questions, then read over what you wrote. 
You may surprise yourself when you honestly evaluate yourself.

What I think the organization should be doing differently
My biggest achievement
My ideal person and what I have in common with them
Two things I did against others’ better judgment
What type of person annoys me the most and why
Who I would bring with me to a desert island
Two things I would like to change about myself
A place I would recommend for a vacation
What I want my epitaph to say
What is my favorite charity?
What my ideal house would be like
What song I would like to have sung as a singer
A talent I wish I had
What I want my last words to be
What I would do if I had only 24 hours to live
Three things I think people cannot tell by looking at me
My favorite hobby and three reasons why I like it
My most memorable childhood experience
I think management is …
I disagree with the way my boss sometimes …
As a manager, I try to …
My employees think I …

Having written out answers to these questions, and reflected 
on them, what do you think? This is your starting point. Keep 
this as a reference. Near the end of this book, I will ask you to 
reflect on your answers to these bullet points and see if you 
have changed any of your answers. Chances are you will have 
changed based on what you have learned.
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copied and carried with you as a reminder key if you would 
like. Interest-based problem-solving is most easily identified by 
the acronym “RIGS” which stands for:

Raise the issue
Identify (or discover) Interests
Generate options
Seek Solutions

The definitions that follow provide background that will naturally 
lead one through the RIGS steps. Since a major component is iden-
tifying interests, hence the name interest-based problem-solving.

Raise the Issue:

An issue is a subject of discussion or negotiation. It is the “what” 
of the problem to be solved. This step is critical. This step de-
fines the problem. By active listening, providing feedback op-
portunities for employees (like an open-door policy, or times 
during the day when you welcome walk in questions). This can 
also be accomplished through more formal processes such as 
annual employee satisfaction surveys if your employer makes 
use of this tool. Encourage employees to come to you with a 
well-thought out question or concern and at least one solution 
to the issue. This will help you to work with the employee to 
better define the issue.

When identifying issues it is all right to disagree and to see that 
the other person is not “bad” if he or she disagrees with you. Do 
your best to put yourself in the other person’s shoes. Listen with 
empathy. Remember that talking about your emotions is better 
than acting them out. Stating

I feel…
I think…
Is much better than
I want…

You want to be soft on the people and hard on the problem. It 
is important to stress the importance of questioning techniques 
as the method used to move toward interests of the other indi-
vidual or group.

Identify (Discover) Interests

An interest is one party’s concern, need, or desire behind an 
issue. It is the “why” of the issue being raised. An interest ex-
presses the person’s underlying reason for raising the issue. 
Often there are many interests associated with an issue. How 
do you find out the interests? You find out interests by having 
good questioning techniques such as facilitative questioning 
and by active listening as we covered earlier in Tip 34. Note 
the “Helpful Questions for Exploring Interests in Appendix A.” 
These questions center on what you “want” and not on what 
you “know.” What we “know” is often the implied solution and 
represents a position. The types of questions you might ask to 
identify interests are:

What do you want to have happen? Short term? Long term?
What do you hope to accomplish?
What concerns do you have?
What is the problem we are trying to solve?
Are there other problems?
What will it take for us to work together?
What would need to happen for you to feel satisfied?
What is the best case scenario?
What else is it that I have not asked that you wish I would 

have asked?
When the parties’ interests are placed side by side, they fre-
quently discover that several interests may be held in common. 
These are shared interests. You can discover shared interests if 
the parties are willing to come off of a position and reveal un-
derlying interests. For a single issue set an expectation and ask 
the other party to do the same.

One party may hold some interests only. These different inter-
ests can often be met without interfering with the other party’s 
interests. Different interests are not always opposing interests. 
It is acceptable to have different interests in a diverse workforce. 
There will be different interests, but just as with the orange sto-
ry, if they are not conflicting, they can still both be part of the 
potential solution.
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Some interests are opposing. These are called conflicting in-
terests. You may agree to disagree on some items and look for 
shared or different interests that are not conflicting that may 
be a basis for at least some resolution. In some cases the issue 
cannot be resolved. In these instances there may be a Best Al-
ternative to a Negotiated Agreement (BATNA). When there is 
a position-based versus interest-based problem-solving concern 
it is important to move the parties to an interest-based process.

Position-Based versus Interest-Based Problem-Solving

POSITION BASED INTEREST BASED
Individuals attack each other Parties respect individuals 

while attacking the problem
Parties insist on 
their positions

Parties first explore all con-
cerns, hopes and fears in or-
der to define the issue clearly

Parties use power and 
pressure for results

Parties define good solutions 
that address all interests

Positions polarize Interests emphasize 
common ground

Positions are lim-
ited and limiting

Interests hold the seed 
of the solution

As presented here, a position is one party’s proposed solution 
to an issue. It is the “how.” It expressed one party’s demands 
or statements of what they will or will not do. Positions are 
unilateral. The interests of both parties behind the positions 
must be obtained in order to reach a mutual, bilateral, long 
lasting solution.

Generate Options

An option is a potential, often partial, solution to meet one or 
more interests. Interest-based problem-solving encourages col-
laborative effort to generate the largest number of possible so-
lutions (options). Options are generated individually through 
facilitative questioning or by brainstorming. Brainstorming is 
discussed under Tip 89.

Seek Solutions

Once options are generated, the parties can work together to 
evaluate solutions and work toward appropriate solutions. So-
lutions may be evaluated considering how strongly or weakly 
an option may impact economically, environmentally or social-
ly. By determining the impact of each option it may be possible 
to select a specific option or a hybrid option or options based on 
an evaluation of the impacts.

Summary of Issue-Based Problem-Solving

Stress that, as with any new skill, issue-based problem-solving 
requires attention to the process, and above all, patience before 
a degree of skill is achieved. In the book Getting to Yes by Roger 
Fisher, William Ury and Bruce Patton, the authors stress finding 
common interests and being “hard on the problem” but soft on 
people. Remember: focus on the problem, not on your person-
al feelings for the person. Blaming yourself or blaming others 
is reflexive. That is blaming is a natural reflex. You need to stay 
above the line; stay focused on the problem, and reflect on solv-
ing the problem. Focus on the problem.

As was noted several times, the use of good questioning tech-
niques is essential for interest-based problem-solving. This will 
now be applied to giving constructive feedback to others.
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TIP 74 ● Test Gossip with Three Questions
Paul Nockleby, my editor and publisher, tells me that his mother 
keeps the following three points on a bookmark in her family 
Bible as a test of all gossip:

Is it true?
Is it kind?
Is it necessary?

If gossip does not pass all three of these tests, gossip should never 
be shared. An uncommon servant manager would never spread 
gossip that is might be false, hurtful, or petty; but would always 
seek to find the good in others and also seek to put the best con-
struction possible on the motivations and behavior of others.
Talking behind someone’s back
As a front-line manager, everything you do is being evaluated 
by your employees and peers. Think about this. When you say 
something negative about someone else, did you ever stop to 
think about what that person thinks about you? What do you 
say about that person when that person is not there? If you are 
willing to say something bad about the other person who trusts 
you, what do you say about me? What does your willingness to 
trash another person say about the trust between you and me?
The bottom line is to not say negative things about others. If 
personal comments about others do not pass the smell test (is it 
true, is it kind, is it necessary?) then you should not be passing 
them on. Doing so only undermines your credibility and trust-
worthiness as a leader.
Good gossip
Not all gossip is bad. Gossip can also be good. As a senior 
line manager, I used to tell my managers, “the front-line man-
ager is always the last to know.” You may ask, why is that? In 
all organizations there are both a formal and an informal net-
working communication processes. The formal process fol-
lows the orderly chain of command and disseminates informa-
tion as intended by upper management through the organiza-
tion down to the front-line manager and when appropriate to 
the front-line employees. There is an informal communication 
system too. This unofficial informal communication system 

is what government and/or corporations refer to as “leaks.”  
For example, an upper-level administrative assistant may 
be golf partner in the corporate golf league with someone 
in your group. That informal relationship may offer your  
employee an opportunity to obtain information that you don’t 
know about yet. All organizations have such informal network-
ing taking place. It doesn’t just happen on the golf course. When 
you make an announcement on something, one or several of 
your employees may already know about some or all of this in-
formation. They may also be partially informed or incorrectly 
informed.
So what do you do? You need to develop your own active net-
work and tie into other networks in the organization as well. 
These informal networks can be a source of information to as-
sist you as well. You may be a source of information from your 
level. You may provide a sanity check to those wondering how 
certain information may be perceived if presented a specific 
way by upper management.
The bottom line is for you to network with others unofficially 
and to develop a good working relationship with others in vari-
ous parts of the organization to increase your understanding of 
things. Treat “gossip” with skepticism, but also accept that this 
is simply a part of life. There will always be leaks and there will 
always be informal networks. Do you your best to work well 
within the systems present. Always take the high road and fol-
low mother’s wisdom.
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TIP 105 ● Encourage and Develop Support Systems
Studies have shown that individuals with strong support social net-
works are less likely to experience stress and are better equipped 
to cope with stress. A support system is a network of resources – 
people, things, activities, beliefs – that we can draw from to nurture 
and strengthen us. 
Almost everyone has a support system of some kind (family, friends, 
groups, activities, beliefs, and so forth). For me it is my faith, family, 
volunteer activities, friends and knowing that my basic needs are 
cared for. Starting the day with a consistent wake-up time with my 
spouse followed by stretching, yoga, exercise, and a healthy nutri-
tious breakfast helps. I include a short devotional reading to help 
me start my day off well. Prayer at the end of the day helps my mind 
prepare for sleep and lets me give my cares away to God. Having 
this as a routine helps. Belonging to a church, I find Sunday morn-
ings very reinforcing. I find camaraderie of volunteering reinforc-
ing. This support system helps me. What support system helps you?
As your life situation changes, you may find you need to re-evaluate 
your support systems. They should not be stagnant. The person who 
was your best friend in high school and whose counsel you sought 
may not be the one you turn to now. As an employee, you had a sup-
port system geared toward your role in the organization. Now, as 
a front-line manager, you may need to re-assess that system. Your 
peer group has changed. Do not go to a front-line employee to ex-
press your frustration about another employee or to seek counsel on 
how to handle a performance issue. If you have not actively sought 
out another manager to add to your support system, this should be 
a priority for you that will pay big dividends.
A support system is important. This system can give you a perspec-
tive and encouragement. This is an excellent time to think about if 
you have a “best friend” at work. If you do, this is someone to dis-
cuss work-related issues with who can be a stress-reducing source 
of support. If not, you should look into trying to develop such a re-
lationship. Studies have shown that employees with these types of 
relationships at work tend to be more engaged.
Some individuals have been very successful in attracting and cul-
tivating a solid network of support people. They know someone to 
call on for virtually any situation they face. Others have not worked 

on developing a support system. They may not be aware of the 
many ways in which a strong network of helpers can be useful to 
them. A support system can be a valuable career resource. It is 
never too late to start or add to the network you have.
Because your support system is so important, you should tend to it 
and nurture it with care. To do this effectively, you should “take its 
pulse” on a regular basis. This will ensure that your system remains 
up to date, complete, and that it is at your service when you need it.
Examples from My Own Experiences

Church
Habitat for Humanity Volunteer
Dispute Resolution Center volunteer - mediator in Ramsey 

County Court
Volunteer arbitrator with the Hennepin County and Ramsey 

County Bar Associations
Mentors (executives, senior managers, managers, attorneys, 

accountants, appraisers, employees, retired friends)
Walking partners
Biking partners
Beer making club
Church camp volunteers and attendees
Disaster response volunteers
Neighborhood block party
Neighborhood supper club
Spouse and other family
Friends

List yours. Do you want to take any actions to expand on your 
support group? If so, with whom? Take the next step.
Your people resources for support should:

Make you feel better when you are troubled
Tell you the truth no matter what
Be generous in sharing their time no matter what
Be generous in sharing their expertise and contacts with you
Show you new paths to your goals
Stimulate and encourage you to reach for greater achievement
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This network of helping relationships is a valuable reservoir 
of contacts, skills, talents, compassion and understanding. Tap 
this network to assist you in achieving your professional and 
personal goals. A productive support system includes a variety 
of individuals – people as diverse as your neighbor, your high 
school teacher, your supervisor, your banker, another manager, 
your religious leader, or anyone that will help support you. You 
must always be on the alert for new people that can be added. It 
is also important to be disciplined about letting go of the advice 
of those no longer able or interested in giving you support you 
need or those that may be undermining your efforts. The key is 
for each person in your network system to be willing and able 
to help you when you need it. Some people in your system may 
be good at providing one kind of support, while others may be 
able to assist you in several roles.
While people are the key resource in your support system, there 
are also tangible and intangible possessions, activities, and be-
liefs which support you by making you feel happy, secure, re-
laxed and confident.
Non-People Support
Non-people sources of support that bring you pleasure, se-
curity, and serenity vary by individual. For some, it may be a 
wonderful car, elegant clothes, a beautiful garden, a wonderful 
home, money in the bank, being able to give to charity. Oth-
ers derive special contentment from music, art, reading, watch-
ing TV, sports, hobbies or playing with a pet. Still others find 
comfort in deep religious faith, the setting of a beautiful sunset, 
having a wonderful sense of humor, strong values or an opti-
mistic outlook.
Each of us can identify possessions, activities, and/or beliefs 
which provide a special sense of security and well-being. All 
are part of our support system.

TIP 131 ● Use the Time Management Matrix
In his book The Seven Habits of Highly Effective People Stephen 
Covey introduces the concept of “Time Management Matrix.” 
A time management matrix allows you to categorize activities 
into a time matrix based on whether the activity is important or 
not and whether it is urgent or not. An example:

URGENT NOT URGENT

I
M
P
O
R
T
A
N
T

I 
ACTIVITIES
Crises
Pressing problems
Deadline-driven projects
“Management” 

type activities
Planning helps reduce 

quadrant I activities
Spending too much 

time here may lead 
to stress, burnout 
and crises manage-
ment as the norm

II
ACTIVITIES
Prevention, refill activities
Relationship building
Recognizing new op-

portunities
Planning, recreation
“Leadership” type activities
Spending more time here 

provides you with vision, 
perspective, balance, disci-
pline, control, accomplish-
ment and fewer crises

N
O
T
I

M
P
O
R
T
A
N
T

III
ACTIVITIES
Interruptions, some calls
Some mail, some reports
Some meetings
Pressing matters
Popular activities
Procrastinators spend 

too much time here 
taking time away 
from quadrant two

IV
ACTIVITIES
Trivia, busy work
Some mail
Some phone calls
Time wasters
Pleasant activities
Procrastinators spend 

too much time here 
taking time away 
from quadrant two

Adapted from The Seven Habits of Highly Effective People by Ste-
phen R. Covey
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Determine which tasks, projects or activities are important. 
This is critical for you and for your employees.
Importance is based on whether or not the task moves you to-
ward your goals, reinforcing the earlier point of goals being the 
foundation of all good time management.
Urgency refers to how quickly something needs to be complet-
ed. If something is urgent it must be completed right away.
Think about the different roles we each play in our private, pub-
lic and work environments.
What do you want to do with your extra two hours a day that 
you wrote down at the start of this chapter?
Depending on your position and what you do in your organi-
zation you will define activities in different quadrants, because 
time is personal to everyone. Your concept of what is important 
and urgent is based on your goals and values. The key for an or-
ganization is to ensure leaders and employees value the organi-
zation’s goals so they will be placed in Quadrants I and II. As an 
uncommon manager you not only have to deal effectively with 
your own time, but also ensure your employees use their work 
time effectively toward the organization’s goals. Think of your 
and your employees’ evaluation. How can you make work time 
use as important to your employees as it is or should be to you?
Some common examples of time in Quadrants might be:
Quadrant I – Urgent & Important – A specific need for a very 
important client
Quadrant II – Not Urgent & Important – Work on a key project, 
setting the agenda for your next group meeting, exercise, family
Quadrant III – Urgent & Not Important – Answering corre-
spondence, email, addressing the outreach program in your 
company such as your leadership role in the United Way Cam-
paign at work
Quadrant IV – Not Urgent & Not Important – Talking to an 
outside vendor, reading the company newsletter
Associate the activities in your day-to-day operations with each 
of these four quadrants. Think about processes, reports, plan-
ning, coaching, teambuilding, long term planning, organizing 
and other activities. Where to you spend your time? Document 

this for a day or a week and see where you actually spend your 
time. You may be surprised.
Write down the percentage of time you think you spend in each 
quadrant.
Where do you spend most of your time?
Do you think some people often stay in Quadrant IV to avoid 
issues in Quadrant II issues because these might be unpleasant 
and difficult to deal with? Avoiding Quadrant II issues cause 
them to move to Quadrant I.
Procrastinating and avoiding important issues in Quadrant II 
causes the issue to move into Quadrant I
Now ask yourself where do you think you should spend your time?
The result of spending too much time in Quadrant I is stress, burn-
out, and crises management as the norm. Many of the activities in 
Quadrant I are “management” type activities and many Quadrant 
II activities are “leadership” activities.
Quadrant III or IV activities time should be minimized. These 
quadrants are not important by definition. Spending too much 
time in these quadrants may keep you busy. Too much time spent 
here demonstrates a short term focus, presents a poor reputation, 
provides a feeling of being victimized or out of control, and dem-
onstrates irresponsible behavior. Too much time spent in these 
quadrants could even result in termination.
You need to schedule your priorities.
Spending the bulk of your time in Quadrant II, however, provides 
you with vision, perspective, balance, discipline, control, accom-
plishment and fewer crises.
Planning is extremely important and reduces Quadrant I activities.
At times Quadrant I needs to be your primary focus. For example 
for tax accountants January to April is very hectic. The focus is on 
production related to preparing and filing tax returns.
The goal is to reduce Quadrant I time as much as possible (It can-
not be eliminated, of course) and to eliminate as much as possible 
in Quadrant III and all of Quadrant IV.
You need to frequently ask yourself whether this action furthers 
your goals.
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When you focus on your time spent in Quadrant II related to all 
of life’s roles (whether these are friends, parents, spouse, man-
ager, employees, etc.) you will make real progress with your 
time management activities.
Here are some tips to help you stay in Quadrant II:

Test your time in terms of: Necessity, Appropriateness and 
Efficiency

Set priorities: A = Must Do, B = Should Do, C = Nice to Do
There are three ways to use your time better: Discontinue 

your low priories, off-load work to someone else, and be 
more efficient at what you do.

There are two types of time wasters: environmental and 
self-generated

Procrastination is a habit, take steps to break the habit
Save time by taking actions to preserve your personal space

A good source is the Crisp Publications book Personal Time 
Management.

TIP 154 ● Provide Messages that Motivate
When working with employees from different generations, dif-
ferent messages help motivate. These are generalizations, and 
like all generalizations, you need to take into account the per-
sonal circumstances of each employee. The table below presents 
messages that can motivate.
MESSAGES THAT MOTIVATE

VETERANS BOOMERS XERS NEXTERS
Your experi-
ence is re-
spected here
It’s valuable 
to the rest 
of us to hear 
what has … 
and hasn’t… 
worked in 
the past
Your perse-
verance is 
valued and 
will be re-
warded

You are im-
portant to 
our success
You are val-
ued here
Your con-
tribution is 
unique and 
important
We need you
I approve 
of you
You are 
worthy

Do it your 
way
We have the 
newest hard-
ware and 
software
There aren’t 
a lot of 
rules here
We’re not 
very cor-
porate

You’ll be 
working 
with other 
bright cre-
ative people
You and your 
coworkers 
can help turn 
this com-
pany around
You can be 
a hero here

The generational shifts described above play a powerful role in 
shaping future leaders. Clearly, more informal, team and per-
suasion-based approaches will succeed with the new genera-
tion of employees. It is critical for you to be aware of the dynam-
ic of these forces shaping the workforce today and in the future.
For many of the reasons described above, one of the hardest 
gaps to bridge is not one of culture or race, but one of age. Ste-
reotypes, both positive and negative abound. Younger workers 
are labeled as irresponsible, ill mannered, undependable, and 
not willing to pay their dues. Even worse, they are thought to 
have an inferior work ethic. Stereotypically younger workers 
are thought to, text too much, don’t read, can’t write and aren’t 
dedicated enough to the job. Conversely, older employees are 
described as rigid, stodgy, uncreative, and resistant to change. 
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While no one person of any generation is a carbon copy of oth-
ers of the same age, there are value sets that characterize age 
groups. The differences between generations center on the fol-
lowing values and assumptions.
Entitlement
Mature workers were brought up in a more hierarchical and tra-
ditional society where directions were followed because a boss 
gave them. Younger employees want to know why. With less 
fear of retaliation such as job loss, younger employees find it 
easier to challenge authority and demand that their concerns be 
recognized. With the downturn in the economy and slow recov-
ery, this generation is beginning to realize that finding the next 
position was not as easy as it was.
Security
As older employees approach retirement, they are naturally 
concerned with making sure they are set for their retirement 
years. In addition, many mature workers have a tacit “sign on 
for life” bargain with the organization. They may feel they have 
traded more lucrative opportunities for the security of a life-
time job guarantee. The threat of a job loss or layoff may be 
particularly devastating to an older employee. Frankly, it is hard 
to find employment for workers over age 50. The older worker 
feels betrayed, but also is at a loss in competing in a job market 
that discriminates against older workers. Younger employees, 
on the other hand, come from a generation that expects mobil-
ity, job-hoping, and many career moves. These individuals tend 
to build security through a strong resume rather than through 
organizational stability. With the economic downturn in 2008, a 
reality check set in for many new college graduates.
Achievement
Older workers tend to subscribe to the “work and you will get 
ahead” school of thought. Achievement rests on stick-to-it-ive-
ness. Their younger counterparts on the other hand, subscribe 
to the “work smarter, not harder” theme. Clever thinking is 
seen as the ticket to success. This may lead to conflicts where 
older employees see younger staff members as conniving or 
lazy, while younger employees may see their older colleagues 
as plodding and unwilling to try new approaches.

Loyalty
Perhaps as another legacy to the entitlement era in which they 
grew up, today’s younger generation’s loyalty is to themselves 
and their own prosperity, advancement and wellbeing. Older 
workers tend to show more loyalty to the organization Older 
workers appreciate that the employer has given them opportu-
nities and so are willing to do what is asked. They go the extra 
mile, and do more than is requested. On the other hand this 
same loyalty is often at the heart of the betrayal felt by these old-
timers when organizations are forced to downsize and cut staff. 
The loyalty often brings with it the expectation that the organi-
zation will take care of the employee by guaranteeing lifetime 
employment.
Remember that what often needs to be negotiated are the tan-
gibles such as schedules, hours, tasks equipment, or supplies 
rather than the values themselves, which are personal, deeply 
held, and powerfully defended.
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TIP 177 ● Build an Effective Team with Trust and Consensus
Trust and consensus are the core principles of effective teams, 
as shown by Roger R. Pearman’s research with 34 self-directed 
teams involving 394 individuals.59 

Qualities of Effective Teams
Mutual respect and cooperation
Clear and positive communications
Regular feedback about performance
Feeling of appreciation for contribution
Clarity of structure and goals

Obstacles to effective team work
Misunderstanding and lack of communication
Experience of disrespect and inconsistent feedback
Feeling ignored, unappreciated or unsupported
Management confusion about objectives
Conflict among team members

HOW TO BUILD TRUST AND CONSENSUS IN GROUPS
Establish (jointly) and communicate clear goals and ground rules
Be self-ware. Ask, “How might I be part of this problem?”
Recognize and appreciate differences. What motivates me may 

not motivate you.
Use active listening and constructive feedback techniques
Don’t waste others’ time. Plan, schedule and facilitate the process 

in meetings
Delegate
Openly appreciate and celebrate individual and group contribu-

tions
Have team members evaluate the team candidly, early and often
Be willing to experiment, try new approaches
Maintain a good sense of humor and perspective
Leaders must be willing to shed old management habits and en-

courage employees to participate in the leadership process
The formal leadership (read YOU!) in an organization must begin 

the teamwork process

Leaders need to let people know what their personal responsibil-
ity is for their customers.

Every individual needs to see how their actions on the job impact 
and affect the customer

Leaders need to involve customers in feedback to staff. The re-
sult: Staff will perform for “customers,” demonstrating pride 
in their work.

Let others lead, instead of having to be the “head honcho,” mak-
ing all the decisions and giving all the orders

HOW TO BUILD ENGAGED WORKGROUPS/TEAMS
Leaders need to:

Stop answering questions and start asking them of followers
Stop making decisions for followers, and let them make their own
Stop speaking first and instead speak last
Steven Covey and the Prayer of St. Francis of Assisi indicates that 

you need to first seek to understand, then to be understood
Develop followers of excellence
Build a solid trust foundation
Share the power with followers
Facilitate content and process for maximum workgroup improve-

ment
Purposefully and thoughtfully build high-performing workgroups

Leadership is a choice…
Where are you with your leadership choices?

Trusting
Getting to know your team
Sharing ground
Developing followers as leaders
Creating teamwork
Fostering engagement

If you do this you improve customer satisfaction and produc-
tivity effectiveness. Your team works better together and makes 
you shine.
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TIP 182 ● Depend on Your Values to Set the Tone

In a crisis your values come to the surface. Your values are the 
core to help you address the crisis. You need to very quickly 
recognize what needs to be done either with a rapidly called 
together discussion with your key employees or you may have 
to do this alone. If working with your core team members, re-
member that you want to reward and recognize good ideas. Re-
inforce that we are in this together and we need to look to the 
greater good.
Stewardship is the key.
Everyone has gifts. It is important to know what gifts your team 
members, peers and others can bring to the situation. Make it 
simple. This is not a time to overly analyze what gifts your team 
members bring to the situation. Everyone needs to act together. 
We need to face the truth. We need to offer the gifts we have to 
share with one another.
Done with Integrity
First, it is a reflection of yourself. Secondly, it is a moral reflec-
tion of how to act morally. This can be a real test in a crisis. 
Much has been written on this subject61. The key is that you are 
focusing on the problem and “do the right thing”
Speak the truth
In a crisis it is very important to be honest. In this context clear-
ly speak the truth about the facts and issues you are facing as 
well as the interests that need to be considered. However, you 
must also consider the public relations aspect of how much you 
share with whom regarding all stakeholders. You do not have 
to necessarily be totally honest on all fronts with all stakehold-
ers. In some instances, not everyone can handle the full truth. 
Be honest, but know who you are speaking with and how much 
you feel they can handle given all of the facts.
Align the Resources
Napoleon stated that in a crisis every soldier has authority in 
the field. Knowing this his soldiers functioned as a unit, but 
when leadership was destroyed at a given level, the next lev-
el below felt empowered in the field to make decisions. Think 
about how much this impacted the level of confidence of indi-

vidual soldiers in a crisis. They were emboldened. We are called 
upon to question authority and think for ourselves. Those in au-
thority may not truly understand our situation. Old truths, even 
when false tend to be more powerful than new truth that has not 
yet been accepted.
You need to align your people into a cohesive unit to address the 
situation. You need to stop, pause, take a deep breath and assess 
the situation. If needed, bring together your key people to assist 
you with the evaluation of the problem and development alter-
natives in the immediate term. Armed with alternatives, quickly 
assess the impact of the alternatives, evaluate the impacts and 
develop a solution for implementation. This solution needs to be 
timely communicated and implementation needs to begin now.
Customers may be impatient and expect results now. Under 
promise and over deliver is the key. Don’t promise what you 
hope would happen. Promise what you know you will be able 
to deliver and leave yourself time for unexpected glitches that 
are not foreseen at the moment. When I work on home improve-
ment projects I make my best guess on time and materials, mul-
tiply by two and it turns out I meet that expectation a good 
ninety percent of the time. This same analogy works for me 
when crises hit my team. Make your best guess and use a mul-
tiplier (in my case 2) to take into account things you don’t know 
about at this time. This takes into account unexpected issues.
Other stakeholders need to be considered as well. You may be 
impacting supplies, distributors, investors, and even others you 
did not realize you were impacting until this crisis hit. Know-
ing that, what decisions are you making right now that may 
impact others? Be ready to apply the old adage “It is easier to 
obtain forgiveness than permission.” Be ready to apologize for 
decisions made in a crisis that had negative consequences that 
may not have been foreseen at the time.
Confiscation or realignment of resources has consequences. For 
example changes to inventory, changes in processes, and tech-
nological changes that require the use of tools not originally in-
tended for that purpose have impacts. In a crisis this is an oppor-
tunity to innovate and look at the problem “outside of the normal 
box.” This is the time to apply a solution that is unconventional.
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This is a time to be truly self-reliant and to apply entrepreneur-
ial approaches. This means:

Look at the current situation and address what is not work-
ing

Take advantage of your unfair advantages (things you 
picked up along the way)

Get others involved and add to the vision
Be flexible and adapt
Be open to feedback
Be persistence and execute62

In short look to those with moxie and push the moxie with-
in yourself. Summons the courage, initiative and spirit within 
yourself that allows you to push yourself to get the job done in 
these trying circumstances. Collaborate with others and call on 
those who can provide added value to your situation. Addition-
al problem-solvers provide what is needed sooner and increases 
the team spirit of your organization. Overall never give up.

TIP 187 ● Decide What is Important and Spend Your Time There
Leadership is an art and it is up to me. Leadership is up to you 
and your attitude. You need to decide what is important and 
spend your time there. Pick your battles carefully. You only have 
so much time and only so much political capital with others. Po-
litical capital in this instance has nothing to do with politicians, 
but it has everything to do with how much time and energy you 
want to expend on something and with others. There is only so 
much time as was presented in Chapter 11 on How to Manage 
Your Time and Your Life. If you elect to spend time on some-
thing with your supervisor, peers or employees for example, it 
is at the cost of not bringing up and addressing something else 
with them. When you decide to spend time on an issue, you are 
electing to spend political capital on this issue in favor of some-
thing else. Going to your supervisor, peer or employee too often 
with an issue can be perceived negatively. Not going to the same 
person often enough can be an issue too. Determining the right 
mix is important as well as when to pick your battles.
Max DePree in Leadership is an Art published by Dell Publishing 
1990 is considered an outstanding leadership book. It is short con-
cise and to the point. I would recommend this for your library as 
a reference. Why? I think it is an excellent reference. While writ-
ing this book some outstanding managers recommended this to 
me as a reference without any solicitation, and many of the best 
places to work provide this or this type of reference to their man-
agers. Need I say more?
The commentary that follows in this tip comes from excerpts 
from this book or my paraphrasing commentary from this book.
The Art of Leadership

Frees employees to do their job in the most effective and hu-
mane way possible.

The leader serves his or her followers – in essence the man-
ager is a servant to his or her employees

The leader obtains resources and removes obstacles that pre-
vent followers from doing their jobs well

Enables his or her followers to realize their true potential in 
the job and in life
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A listener who listens to ideas, needs, aspirations, and wishes 
of the followers and responds to them appropriately

To do this you as a leader need to be clear about what your own 
beliefs are.
Why
Leadership is about the “why” of institutional and corporate life 
rather than about the “how. Many businesses focus on profit. Al-
though profit is a hoped for result of “how” it is only a way to 
measure where the business is at any given point in time. It is 
like driving down the road and noting the mile marker on the ex-
pressway. Why we get those results is more important. If we un-
derstand the why, we can take steps to improve. With too much 
of an emphasis on profit it possible to lose focus. With too much 
of an emphasis on short term profits there is a risk long term de-
cay and potentially disaster.
Diversity
Understanding and accepting diversity enables employees and 
demonstrates that all of us have gifts to bring to the team. We 
need everybody on the team. We need to abandon our belief to 
do it alone. Everyone has strengths. These should be allowed to 
shine. We cannot do everything. We see that the art of leadership 
lies in promoting, liberating and enabling the gifts of others.
Responsibility of a Leader
Your first responsibility as a leader is to be a reality check on the 
situation. You also need to be there in the end and to say thank 
you. In between the two, the leader must become a servant and a 
debtor. That sums up the progress of an artful leader. True leaders 
are there to help. They are not there to inflict pain. An outstand-
ing leader is spotted by the nature of his or her followers. The fol-
lowers are reaching their true potential. They are learning. They 
are volunteering to serve. They achieve the required results.  
They are graceful to one another. They manage conflict well. The 
leader is one who serves.
Future Leaders
A true leader is always developing future leaders including the 
leader’s successor. This comment ties into chapter 15 in this book 
on Succession Development.

Contrary Opinions
A truly effective leader encourages contrary opinions of others. 
This helps ensure that potential obstacles are identified early and 
appropriately addressed. This is an important source of energy 
to make sure the direction makes sense.
Roving Leadership
Roving leadership means that the person with the skills, not the 
rank in the organizational hierarchy is permitted to share own-
ership of the problem. Although you are responsible for the end 
result, in effect, the roving leader takes possession of a situa-
tion. This makes demands on each of the members of the team. 
Whether you are a hierarchical leader, a roving leader or a good 
follower this process demands that we enable one another.
Being Faithful
As you reflect on the art of leadership, being faithful is more im-
portant than being successful. You may not be successful in every 
situation. Being true to your values, being faithful and by stick-
ing up for your employees you are demonstrating leadership.
Reaching Potential
As a servant leader you must understand that reaching your po-
tential and your employees reaching their potential is more im-
portant than reaching your goals. What this means is that you 
may not have as good a result this time, but next time you have 
the potential of doing even better. You have the potential of doing 
better because of what was learned this time. You win when you 
and/or your employee reach their true potential.
Educate
The word educate comes from two Latin words that mean to 
‘lead’ or ‘draw out’. In order to draw out someone, you have to en-
courage him or her through good communication and coaching.
A Future Leader

Knows him or herself
Has consistent and dependable integrity
Cherishes heterogeneity and diversity
Searches out competence
Is open to contrary opinion
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Communicates easily to all levels
Understands the concept of equity
Advocates for equity consistently
Leads through serving
Is vulnerable to the skills and talents of others
Is intimate with the organization and its work
Is able to see the big picture (beyond his or her own area and 

focus)
Is a spokesperson and diplomat
Is a team storyteller (an important way of transmitting our 

corporate culture)
Tells why rather than how pages

Another excellent book on leadership is The Leadership Mo-
ment: Nine True Stories of Triumph and Disaster and Their 
Lessons for Us All by Michael Useem, the Director of Wharton 
School’s Center for Leadership and Change Management. This 
book provides some very riveting examples on leadership that 
really bring home the points. In summary the nine stories bring 
home these central themes:
Know yourself: You need to take a good look at yourself and de-
cide what your values are, what you want to do, what your goals 
are, and this will help guide you on what paths you want to take 
in life.
Explain yourself: Your employees can only understand where 
you want to go if you explain this to them. Then they can decide 
if they want to go with you or not.
Expect much: Set high expectations. Only by setting high expec-
tations can you demand the best from others.
Gain commitment: By engaging others ahead of time, gaining 
a consensus on what we have to do together, you will be able to 
mobilize your group.
Build now: You need to begin to seek and gain support on your 
first day. If you work on this every day, when crunch time comes 
your employees will be there for you.
Prepare yourself: You need to seek varied and challenging as-
signments to broaden your perspective and prepare yourself for 

your next position. This develops the necessary skills and confi-
dence for you to succeed.
Move fast: Being comfortable with where you are means you are 
falling behind compared to others. Being inactive can lead to di-
saster.
Find yourself: You need to match your leadership skills and 
potential to the right organization.
Remain steadfast: If you remain steadfast in your vision with 
your employees your followers will see your commitment and 
stay with you.
The foundations of Leadership are both organizational and per-
sonal.

Organizational Leadership

Great organizations inspire leaders to transform the organiza-
tion to be more effective.
Empowerment: Delegating responsibility and promoting team-
building
Reorganizing: Examining the organization and redesigning, 
reassessing, and reassembling the organization to address cus-
tomer satisfaction, employee satisfaction and business results

Personal Leadership

These are the individual qualities that you bring to the job and 
that are developed in your position.
Expertise: The experience, information, and technical skills 
that brought you to your position
Character: Your honesty, integrity, commitment, and determi-
nation
Given your managerial position, you now have the authority 
that comes with being a manager

Manager’s Authority

Power to reward: The power to hire, assign work, promote oth-
ers, and recommend raises and awards
Power to punish: The ability to recognize and to constructively 
criticize, reassign work, demote someone, and fire someone
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Power to budget: The ability to approve, revise, reduce, poten-
tially justify an increase, and to reallocate resources
These two reference books really speak to leadership and have 
been used by many of the best places to work. Purchase these 
books or check them out at a local library.

TIP 202 ● Remember Where You Came From
As an uncommon manager, you need to realize that you are not 
a superman or superwoman. You are a person like everyone 
else, except you have been called upon to serve this team and 
be there for them. Being a servant for your employees is what it 
is all about.
Remember where you came from

Everyone has a story
Reflect on your story
You have overcome adversity
You have suffered
You have survived
You are successful

Remember how you got here
Who helped you along the way?
What did they do to help you?
What lessons did you learn along the way?
Others were patient with you
Others were compassionate with you
Others demonstrated that they cared about you
Others helped you succeed

How can you use this?
Be there to help your employees
Understand your employees’ challenges and barriers
Be empathetic – listen
Understand the difficulties of the task
Understand what it takes to get it done
Provide the necessary resources, tools, and technology (get 

them what they need)
Ask what you can do to help them accomplish the mission
Do what it takes to help them accomplish the mission
Make improvements to processes
Ask them what you have forgotten (they will let you know)
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Ask the right questions and truly listen
Know all of your employees (seven intelligences, likes and 

dislikes, strengths and weaknesses)
Invest in your employees

If you remain humble, focus on your employees’ needs and 
keep your eye on the mission, then you, your team and your 
organization will be aligned. You will enjoy success. You are 
there for the common good of your team and organization. We 
are blessed in many ways. Give thanks for those blessings and 
share your blessings with others. These are your time, your tal-
ents and your possessions. You will be the better for it and so 
will your organization. This will give you meaning to what you 
do.
Back in Tip 3 you answered a series of questions. Now that 
you have made it through this book, go back and see what you 
wrote. Have any of your answers changed? If so why? You are 
on your way to becoming an uncommon manager. Congratula-
tions!
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