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Foreword 
 
 

“Leadership”—The magic elixir, the hot emphasis it 
gives in today’s business literature, that intangible 
“spark” that produces quality, excellence, and high 
achievement. “Leadership”—the ability to pursue 
dreams, make things happen, get things done! 
“Leadership”—the ability to get people to do things 
they ordinarily wouldn’t do and to get them to do it 
well! “Vision,” “purposeful strategy,” “empowerment,” 
“inspiration,” “teamwork,” “communication,” “action-
enabling of others,” “follower ship,” “actions plans,” 
“high quality achievement”—these are all parts of the 
leadership equation. 

Leadership can be studied and learned in so many 
different ways. For the longest time, leadership was 
viewed as the domain of battle and sport fields. To 
learn leadership, we studied the great generals and ad-
mirals. We studied the inspirational coaches. Our gurus 
became Patton and Lombardi. 



 

 

Only within the last ten years has there been wide-
spread recognition that leadership can be discerned 
from many other endeavors and in many different ways, 
in addition to the world of military and sport! Now we 
turn to education, to voluntary service groups, and to 
the world of music to see additional vivid, concrete 
examples of leadership. 

For me personally, the American presidency has 
been a great leadership lab. Here we see—in ways most 
Americans can relate—stories of triumph and tragedy 
that illustrate classic leadership dos and don’ts. We 
have “the uppers” with the Mount Rushmore Presi-
dents: Washington, Jefferson, Lincoln, and Teddy Roo-
sevelt. The true heroic leaders pursuing vision, making 
things different and better, shifting the paradigms, and 
catching the new wave! Here, we also have FDR—a 
man confined to a wheelchair—offering the nation a 
sense of contagious enthusiasm and self-confidence 
during both the great depression and World War II. But 
we are also obliged to reflect on “the downers” of the 
nation’s highest office: Wilson’s frustration with the 
League of Nations, Hoover’s inability to stop economic 
collapse, and the scandal and shame of “failed” presi-
dencies. 

The modern presidency affords some sophisticated 
insights into the leadership process. Carter, the exces-
sive micro-manager, who needed bigger themes and a 
pruned agenda, who loved policy, but disdained per-
sonal politicking with Congress in support of those 
policies. Reagan, the consummate macro-manager, who 
guided with themes and slogans, loved politics but was 



 

 

disinclined to explore the nuts, bolts, and details of pol-
icy. (Oh, how Carter and Reagan needed a dose of each 
other!) 

And then there were Bush, Sr. and Clinton. Bush 
was a remarkable wholesaler who built a historic coali-
tion in the sand during Desert Shield and Desert Storm 
but who failed as a retailer, unable to relate to the wor-
ries of ordinary citizens and in the end receiving only 
37 percent support in his 1992 reelection bid. There is 
no greater leadership paradox than William Jefferson 
Clinton. Talented, politically gifted, extremely bright 
and able, pursuing with great national support and ap-
proval a “centrist” agenda, Clinton’s leadership was 
seriously compromised by flaws of character and hu-
man weakness. To paraphrase one of his closest aids, 
“Clinton was a good president who could have been a 
great president if he had been a better man!” 

Leadership can be observed, studied, dissected, and 
learned from so many sources, angles, and analogies. In 
this book at hand, William Jones makes a major contri-
bution to the unraveling of the leadership mystery. In 
this short, but most insightful leadership handbook he 
disseminates important leadership “golden nuggets, 
imaginatively imparting them with metaphors gleaned 
from America’s favorite pastime, baseball! 

Adeptly employing baseball metaphors, Jones offers 
many insights. Among my favorites: 

 
• The crucial importance of orientation programs for 

new employees. (first inning) 



 

 

• The need to profile the kinds of employees needed 
in the future, going far beyond mere job descrip-
tions. (second inning) 

• The imperative to understand individual as well as 
group needs. (third inning) 

• The crucial role of positive reinforcement as an ef-
fective retention strategy. (fourth inning) 

• The need to effectively develop and communicate 
organizational visions and a mission. (fifth inning) 

• The utility of measurable outcomes in providing 
organizational focus and tracking organizational 
achievement. (sixth inning) 

• How structuring the workplace as a learning envi-
ronment helps counteract “the Peter Principle” of 
rewarding incompetence. (seventh inning) 

• Develop a win-win workplace environment through 
teamwork and goal setting. (eighth inning) 

• How stress management, adroit conflict resolution, 
and a healthy lifestyle are important keys to suc-
cess. (ninth inning) 

• Ten point plans for success and excellence. (tenth 
and eleventh innings) 

 
Put these nine plus innings together with some excel-

lent references and suggestions for further readings, and 
you have an “all-star” leadership manual that is guaran-
teed to take you to the play-offs and help you win the 
big game. Jones is a “big leaguer” with this book. It 
constitutes a “home run” contribution to leadership lit-



 

 

erature. Championship caliber; “world series” quality. 
Read, enjoy, and learn!!! 

Dr. David C. Kozak is a professor of public policy at 
Gannon University in Erie, Pennsylvania, and Director 
of Leadership Erie. He holds a Ph.D. in public policy 
from the University of Pittsburgh. Previously he has 
served as a professor at the U.S. Air Force Academy 
and the National War College. He was the first recipient 
of the Preceptor Award given by the National Associa-
tion of Community Leadership. He is a published au-
thor, national lecturer on leadership, and a frequent 
television commentator. 



 

 

This page intentionally left blank.



 

 

 
 
 
 
 
 
 
 
 

Preface 
 
 

For the past thirty-five years, I have worked in a va-
riety of environments. My first job was in fast food, 
which was in essence an exercise in fast service. My 
first boss was a short, silver-haired, intense man named 
Frank. Frank would watch my slower than death stride 
and my general “deer in headlights look” and would 
cluck, apparently marking time leading to his booting 
me out the door. Frank would hold up his index finger 
and thumb indicating how close I was to unemploy-
ment, then take me aside and show me the steps to 
speedier service. At some point, everything began to 
click and Frank’s faith in me finally paid off. From that 
point forward, I acted with purpose. 

My next mentor came about ten years later. During 
my healthcare career years, I met a physician whose 
knowledge, skill, and talents went beyond medicine. 
Dr. William Adkins was the last of the “frontiersmen” 
breed of individual. He did everything from big game 



 

 

hunting to marathon cross-country ski races. The qual-
ity that made him special was how he wanted to get 
everybody involved and would teach, coach, and en-
courage success. 

Dr. Adkins was our group’s “Le Director Sportif,” 
whether it was cycling, skiing, rowing, sailing, or one 
of the many other athletic skills he enjoyed and pro-
moted. If you were a novice, he would immediately be-
gin to help you and show you how to do the activity 
properly and safely. He would show up at events sev-
eral hours before the start to help amateur athletes with 
their cross-country skis, their bicycles, or other equip-
ment that people would buy and not understand how to 
use it correctly. While the “weekend warriors” were 
prepping themselves for the event and putting a “game 
face” on, Dr. Adkins was working helping others and 
offering last minute advice. He would then go on to 
compete, usually finishing at or near the top. 

We would all cheer our champion because he was 
our leader. He made these events worthwhile and 
turned them into learning opportunities and social hap-
penings. At one time, Dr. Adkins’ merry bunch of fol-
lowers numbered nearly forty men and women trying 
new events and attempting to extend themselves further 
than they thought possible. Imagine novice cyclists rid-
ing two hundred miles in one weekend or skiing fifty 
kilometers in the dead of winter in the middle of Can-
ada! These are events most people ignore or shudder to 
think about. But with Dr. Adkins’ leadership, men and 
women with various degrees of skills would participate 
and be successful. 



 

 

Dr. Adkins was special because he was a leader. He 
was a leader who would share his expertise without res-
ervation with anyone. He challenged you to be better 
than he was. If you beat him, he was the first to con-
gratulate your achievement. Dr. Adkins created disci-
ples (after twenty plus years, many of us are still in-
volved with the sports he introduced us to) not by 
preaching but because he cared.  

The lessons I learned were to put other people first 
and genuinely care about their success. Further, by 
sharing my knowledge and skills, there was no need to 
worry about people abandoning me as I pushed ahead. I 
learned that the only power in knowledge is the gift of 
sharing. In today’s workplace, knowledge is power only 
when everyone benefits. Today’s hot piece of informa-
tion is tomorrow’s history lesson. 

The ideal leader is humble. Rarely does he or she 
fight or push his or her way to leadership. Followers 
elect leaders based on the qualities they observe: the 
leader cares, the leader shares, and the leader will al-
ways protect those who are learning.  

My philosophy will show throughout this book: 
teamwork, caring, sharing, and being humble. Life is 
too short to be controlling, deceptive, or manipulative. 
Corporate cultures may not endorse a political atmos-
phere, but it will exist. Unfortunately, too many people 
have not realized that positional leaders spend more 
time legislating and “fighting” with their employees 
instead of celebrating success.  

I hope you find this book enjoyable to read. I know 
that the references, stories, and exercises will help you 



 

 

maintain a level of success that will create many “disci-
ples.” Like my mentor, Dr. William Adkins, I hope you 
can put other people first and really enjoy watching 
them succeed. 

I will use customer service centers, sports metaphors 
and assorted other stories to illustrate how leadership is 
different from management. Many of us are managers 
or aspire to be a manager. A few of you will want to 
become leaders. To those of you that are leaders, the 
text of this book will seem like common sense. To 
those readers who choose to become leaders, you will 
find many valuable selections. 
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Warming Up 
 
 
Creating a winning team begins with understanding 

the skill positions. If you were the coach for a baseball 
team, would you put a slow, less mobile person at 
shortstop or first base? Perhaps you might use that 
player as a temporary solution, but for the long term 
you will seek a player that fits the profile for that posi-
tion.  

As a coach, if you do not know immediately what 
skills are needed for each position, you quickly learn by 
profiling championship teams or individuals. As a 
country, China was never known for its ability to pro-
duce Olympic level divers. Chinese coaches studied 
films of the great American diver, Greg Louganis, and 
constructed a frame-by-frame profile of every dive he 
performed as a champion. The coaches then instructed 
their students on the techniques, practicing the captured 
images countless times and perfecting every movement. 
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Today, Chinese divers are some of the best divers in 
Olympic competition.  

As a manager, have you profiled your best employ-
ees? If you tell someone that a certain man or woman is 
the best salesperson in your organization, can you detail 
why? Are you basing your opinion on accumulated 
quantifiable information from phone or sales statistics, 
customer satisfaction, or some combination of meas-
urement? Once you have found your best, what educa-
tion are you providing others to create more people 
with the same excellence? In your opinion, do you think 
the Chinese have stopped profiling their champions and 
will leave the next generation of competitors to excel 
through chance?  



 

 

 
 
 
 
 
 
 
 
 

Top Of The First 
 
 
Julianne read the newspaper ad with great interest. 

“Work for a progressive, rapidly expanding company 
offering on the job training, competitive wages, and 
benefits. No experience necessary. Our customer ser-
vice organization will train you to be a successful com-
pany representative. Join the future now and be trained 
in this rapidly expanding field. Call today!” 

Julianne could not believe job opportunities like this 
existed. Grandpa always said that “if it looks too good 
to be true, it’s probably too good to be true.” However, 
this was a major company right in her hometown. It had 
millions of customers and was successful. Why, even 
Helen down the street is now working there and 
Julianne thought that she would be a better worker than 
Helen could ever hope to be. Grandpa was wrong and 
the ad had to be true. 

Julianne was a high school graduate and mother of 
three almost grown children. She was a single mom be-
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cause an accident killed her husband, Tim, a couple of 
years ago. The insurance money took care of many 
family needs and Julianne worked at a variety of part-
time jobs. She felt these combined experiences would 
prepare her for the next step to full-time employment 
for a major company. 

The ad didn’t say anything about computer experi-
ence, only that training would be available. Julianne 
knew nothing about computers. She had taken some 
typing classes in high school years ago. While the kids 
wanted a computer, “adult stuff” concerned Julianne so 
she told them they received enough computer training 
at school. She didn’t like the idea of the World Wide 
Web. Tomorrow, she would go to the recruiting office 
and fill out an application. 

The recruiting office bustled with activity by office 
people scurrying back and forth. Important looking 
people with suit and ties were looking at bulletin boards 
filled with information. Other potential new employees 
were sitting with clipboards quickly writing as though 
taking a timed test. Julianne was glad she had worn a 
business outfit. Finally, she caught the attention of a 
busy girl behind a desk. 

“Here for a job?” asked the receptionist. 
“Yes, I am.” Julianne wanted to sound confident. 
“Here’s a clipboard and the application. Fill it out 

and be complete. If it’s not complete we can’t see you.” 
The girl acted like she said the same thing to people a 
hundred times a day. The girl reminded Julianne of the 
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cashiers at stores, who say, “Have a nice day” a hun-
dred times, never meaning it.  

Julianne took the clipboard and looked for a place to 
sit. On a loveseat sat two kids filling out applications, 
no room there. On a couch (strange furniture for such a 
huge company, she thought) sat two men. Not there. 
Finally, a person stopped writing, and offered Julianne 
her chair.  

“Thank you. It’s really busy and there aren’t many 
places to sit,” Julianne said. 

Julianne’s turn to meet with one of the office people 
was coming next. Working behind one of the desks she 
saw a familiar face in Brad. She hoped to see Brad, a 
kid her son knew in high school who had been over to 
her house for several meals. Brad would make her feel 
more comfortable. From behind came a voice, 
“Where’s Julianne?” someone asked in kind of slurred 
pronunciation.  

 “Oh, that’s me.” (Taken off-guard, Julianne nearly 
dropped her coat and purse on the floor. Not a good im-
pression!)  

At the same time, Brad spoke, “If you don’t mind, 
Jake, I’ll take care of Mrs. Muncie.” Relieved, Julianne 
thanked Jake and said she would wait. 

Brad was sharply dressed, almost to the point that he 
should be an executive. He apologized for the environ-
ment and the way people are treated in general.  

“People are coming out of the woodwork, Mrs. 
Muncie! We get overwhelmed sometimes.”  



The Journey From Manager to Leader 
 
 

24 

Julianne, wanting everything to go well, told Brad 
not to worry; it was okay for him to call her Julianne. 
This was Brad’s first job out of high school and he was 
diligent.  

“You know, Mrs. Muncie, the company is growing 
so fast, that with any luck I think I can be in middle 
management in a couple of years.”  

“That’s wonderful, Brad. I hope you make your 
goals.” 

“Now, what can I do for you today?”  
Julianne explained she was applying for a job at the 

customer service center.  
“Well, Mrs. Muncie, everybody gets a job here and 

the training is pretty good. I never heard about anybody 
getting fired because they couldn’t do the job.” Wow, 
what a relief those words were to Julianne!  

“You’ll pick up everything and learn your job faster 
than you thought possible. It’s not easy, but nobody 
seems to have any problems.”  

At some point, Julianne stopped listening to Brad 
once she realized her fears were not going to come true. 
The application process was over and the next step 
would be the interview. Brad assured Julianne the job 
was hers and the interview was just a formality.  

“The company is desperate. They’re taking every-
body who is breathing. If you don’t say anything stupid, 
you’ll get the job.”  

Julianne appreciated Brad’s openness to a degree. 
However, she felt a little insulted that everybody who 
can breathe gets hired. The “stupid” comment also con-
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cerned her. The interview would be in two days. 
Julianne went home. 

The events surrounding the interview were bizarre. 
The directions sent Julianne to a building on the West 
Side of town. She finally found the right building after 
searching the mismarked industrial park. Parking was 
tight and she hoped she hadn’t taken somebody’s spot, 
especially somebody important.  

She went inside and was stunned. The world she saw 
was unbelievable. A sea of cubicles and people were 
everywhere. It was a huge warehouse with no windows 
and big ceiling fans circulating the inside air.  

Julianne stood and watched for several minutes. 
Once in a while a person would “pop up” and hurry to 
another desk, talk to someone, then hurry back to his or 
her cubicle. Then another person would pop up; then 
someone would yell something across several rows. 
Julianne thought it was like something she saw in a 
prairie dog nature show. Little heads popping out of 
holes, looking around, and then disappearing back into 
the holes again. 

The endless activity created a chaotic atmosphere. 
Julianne felt concern building in her stomach and 
started questioning her presence. She started to doubt if 
she could work in this environment and do this job. 

“Do you need help?” The question snapped Julianne 
out of her thoughts. She turned around and smiled at the 
man with a big coffee cup.  

“Yes, I’m here for an interview.” 
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“Do you know who you are supposed to see? Three 
departments are located here and different people do the 
interviews. What job did you apply for?” He spoke 
quickly and Julianne had to focus on his words. 

“Just a call center job.” Julianne wasn’t quite sure 
what she and Brad had talked about. Panic started to 
build because she felt vulnerable. 

“Hang on and I’ll find out. What’s your name?”  
“Julianne Muncie.” 
“Okay. Just a minute. You know recruiting should at 

least give people a name before they send folks over for 
interviews. At least you wouldn’t feel so lost.” 

Pretty soon, the big coffee cup guy came back with 
another guy. “Julianne, this is Dick. He’ll be doing your 
interview.” 

“Yeah, I wasn’t expecting you until eleven or so.” 
Dick seemed nice, albeit a quiet type. 

“I got here early because I wasn’t sure where to go. 
I’m sorry.” 

Dick cleared his throat, probably out of necessity 
from the years of cigarette smoking. “I’m going to have 
you sit in our break room until I get a couple of things 
done.” Big coffee cup guy disappeared into the sea of 
cubicles.  

Dick led Julianne to the break room. “Help yourself 
to some coffee. I’ll be right back.” 

Julianne sat and looked over at the coffeepot sitting 
on the burner. Julianne could see the pot was almost 
empty and smelled a little burned. Dick would only be a 
couple of minutes, so she passed on the coffee idea. 
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An hour passed before Dick returned. He cleared his 
throat, and then continued, “I’m sorry. I got sidetracked 
and forgot you were waiting for me. I’d lose my head if 
it weren’t attached!” 

“That’s okay. I understand.” Julianne didn’t under-
stand but it seemed appropriate to say. 

Julianne felt uncomfortable throughout her meeting 
with Dick. He kept clearing his throat and talking in 
low volume. He constantly fumbled through papers, 
scratched his head and occasionally mumbled. Dick 
asked what kind of computer experience she had. 

“None. I don’t even own a computer.” 
Dick replied, clearing his throat, “Well, don’t worry. 

That’s why we got trainers. You’ll get it. Everybody 
else does. You ever think to take some computer 
classes? It is a high-tech kind of world now?” 

Julianne thought computers would make the job eas-
ier. She thought that’s why they’re everywhere. How 
hard could computers be? She had seen kids play games 
on them and they seemed to be having fun.  

The interview was over in fifteen minutes. Dick had 
other people to see and needed to make up the hour be-
cause he was behind. Julianne answered a few ques-
tions and felt okay about her answers. It was obvious 
Dick did a lot of interviews, which made him a hard 
read. Julianne left the building thinking this is what big 
companies are all about.  

One week later, Julianne got a job-offer letter in the 
mail. She was going start in two weeks as a service rep-
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resentative. An orientation program started that day at a 
nearby building.  

The orientation program was held in a small room 
with computers and desks. Julianne got the last chair. 
Due to a parking shortage, she arrived several minutes 
late. 

“That computer doesn’t work,” whispered the girl 
next to her. Great, thought Julianne. I’m the one with 
the least experience in the room and the only one with a 
broken computer. 

The trainer gave a program overview. She was not 
sure everyone would be ready with such an aggressive 
timetable. But the boss wanted people on the floor 
ASAP and thorough training would just have to wait 
until later. The scaled-back program included two 
products, their service related issues, and the five soft-
ware programs that support the products. 

Julianne was mortified! Multiple software programs 
plus Windows and the Internet! There was no way she 
could be ready. 

The first day ended and Julianne was exhausted. The 
instructor’s lectures went on and on. Julianne thought 
she’d be lucky to remember half of what was said that 
day. The broken computer didn’t matter because the 
instructor never even had them turn on the darn con-
traption. All she did was say what programs would be 
easy to learn and which ones would take months to 
learn. Months! How would she ever be able to help a 
customer when it takes months to learn the software? 
She was sure she was going to fail. 
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Each day the instructor droned on about the prod-
ucts, assignments, rules and procedures, and software. 
It was the end of the first week and no one had seen the 
software. Two weeks to go for something that takes six 
months to learn. 

The second week started with “side-jacking,” a term 
used to describe sitting with an experienced partner. 
The trainer told Julianne to sit with Karrie, a bubbly 
twenty-something who bounced around like a super 
ball! Karrie had been with the company for three 
months. Julianne was impressed. “Wow, you got all this 
down pat in three months and now you are teaching 
me!” 

“Don’t kid yourself. I hardly know what I’m doing. I 
just ask the people around me when I need help and try 
to remember how to do the same process again for the 
next customer,” Karrie said. 

“Aren’t you concerned about helping customers who 
call in?” Julianne asked. 

“Most people are as lost as we are about all this 
technology. We just give them a standard response and 
ask them to wait to see if the problem clears up and if 
not, call us back tomorrow. The problem is that there 
are so many situations we are not prepared for so we 
make things up or send it to a supervisor. We all try to 
do our best but there is just too much to remember.” 

Julianne was taken aback. She had a work ethic and 
this behavior seemed odd. She always tried to instill in 
her children the idea of hard work and dedication. But 
how could she meet her own standards of excellence 
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with so much unknown? Julianne wondered how a 
company could be successful with what she perceived 
as chaos and poor planning? 

Karrie got a call from a customer asking about their 
long distance service. “It looks like you are active with 
us, what’s your question? Did you call the toll-free 
number to see who your long distance carrier is? Some-
times people don’t get our service right away because 
they have a “freeze” on their line. Call your local com-
pany and they’ll fix it for you. They said to call here; 
well they were wrong. You need to call them. No, I 
can’t help you any further. Well, it’s company policy 
for us not to get involved if you have a freeze on your 
line. Okay, is there anything else I can help you with 
today? Okay, bye-bye.” 

The customer hardly spoke. Karrie jumped to the 
conclusion that the local telephone company or the cus-
tomer was at fault. Julianne wondered how Karrie could 
be considered an appropriate role model? Were these 
the behaviors and responses the company wanted her to 
acquire? 

“Karrie, I can’t believe you would talk to customers 
that way. Aren’t you concerned someone will overhear 
you?” 

“No. The people who listen in to grade our calls are 
our friends and score us high. Plus, I was right and the 
customer was stupid. He should’ve removed the freeze 
on his phone and everything would’ve gone through 
without a hitch.” 
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So it went for the entire day. Karrie spent as much 
time wandering around looking for help as she did on 
the phone. Occasionally, she would shine and show 
some expertise; however, most of the time, she did her 
nails, looked upset whenever a call came her way, and 
ended calls abruptly. Karrie explained the computer 
systems are lousy and take way too long to get you the 
customer or for you to do the necessary documentation. 
Furthermore, she felt much of the documentation was 
busywork. She had little respect for the team leaders or 
supervisors. “They don’t know anything about our 
jobs.” 

The next day, Julianne sat in class thinking about 
Karrie’s attitude. My gosh, she has only been here sev-
eral months and she is already acting with indifference! 
Julianne wondered if this was her fate.  

Actually, her perceived fate may have been better 
than what did happen. Computer software training 
started. The instructor blitzed through the first screens. 
She used terms like “backspace,” “enter,” “spacebar,” 
and so forth. Julianne asked John what to do next. He 
seemed okay with the questions because the class was 
going too slow for his liking. It kept him busy and 
helped him pass the time. He didn’t teach her anything. 
He would just point to the keyboard or the monitor. 
Sometimes he would just take over and do it quickly 
himself. Julianne was caught up with the rest of the 
group, but had no idea how. 

Julianne spent the next few days listening to Karrie. 
The act was getting old, plus Julianne’s agenda was to 
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learn. Karrie went too fast and kept saying she wasn’t 
comfortable showing her anything because she wasn’t 
sure if she was right. Also, she said, “several people let 
the ‘guys’ know that if they wanted floor training to 
continue, they wanted a raise. Well, nothing had been 
done about the request at this time, so everybody was 
refusing to show the new people much.” 

At the end of the second week, Julianne was ready to 
quit. She felt extremely frustrated and demoralized. 

“Julianne, don’t quit. I think you can get this stuff 
and you’ll be good at this job. Everybody feels this way 
during training. Then you go out to the floor and people 
support you and you keep learning in leaps and bounds. 
Give it some more time,” the instructor said convinc-
ingly. 

Julianne did her best to learn the software. She 
would learn pieces of the routine, but then another 
product would come up and she would forget what to 
do. She knew she wasn’t always listening to the cus-
tomer. She was too concerned about the software. 

The class “graduated” and was assigned to a shift 
with a person from the group who was supposed to be 
his or her mentor. Julianne and John (the computer 
whiz) were on the same shift (Karrie fortunately was on 
another shift). Even though John was sharp, he didn’t 
have much skill on the phones. He would mumble and 
customers didn’t understand him. Julianne realized 
right away that she should leave him alone. Instead she 
thought she could use the team leaders. 
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Wow, what an eye opener. They seemed bothered by 
Julianne’s questions. They kept saying how useless the 
trainers were and why bother training people if this was 
the best that could be done. The manager asked 
Julianne if she could at least say hello over the phone. 
The manager had too much to do to baby-sit Julianne. 
She suggested she refer to her materials to learn what to 
do. “This job needs people who can think on their 
own.” 

This constant struggle continued for another month. 
Every afternoon, Julianne could feel herself getting sick 
thinking about the calls she would have to take and the 
general lack of support. Overall, the job was too stress-
ful. Her kids kept telling her to quit. Julianne hated the 
thought of being a quitter. 

The other people had no intention of quitting. They 
needed the job and the benefits to support their families. 
Their attitude was if the bosses don’t care what’s going 
on, why should they care? 

Brad was right: no one lost his or her job. The com-
pany kept hiring more people. Julianne moved to a day 
shift because the new people were taking over her shift. 
People joked that she could be a team leader in a couple 
of months. Julianne chuckled; she was so poorly pre-
pared for her job that she never earned a bonus check 
for any of the measurements that management tracked. 

Julianne needed to quit. The fact that she could not 
master the software bothered her. When she tried to be 
thorough in her assistance, the supervisors would tell 
her she spent too much time on the call. Occasionally, 
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irate customers would call, cursing and screaming at 
her like she had caused the problem. Everything was 
swirling around in her head: no support, poor training, 
supervisors who didn’t seem to care, people with no 
dedication to their job, and monitored breaks, like she 
was in kindergarten. The lack of trust upset Julianne. 

She finally quit. Julianne went back to working part-
time jobs. She was sleeping again every night like she 
used to sleep. She was amazed she was able to last as 
long as she did. She hated the thought that she wanted 
to quit!  

Julianne stayed in touch with some of her friends at 
the call center. They talk about all the new rules, who is 
getting promoted, and the people that left for other jobs. 
Her friends said she had courage to quit. Julianne knew 
her decision to give up the money and benefits was dif-
ficult, but the work was too stressful and there was 
other available employment. 

Julianne still didn’t know computers; other people 
would help complete her work. She started to laugh 
when she thought about how many times she had been 
written up for not knowing what to do. They were even 
going to put her in the team performance improvement 
program. More useless training in Julianne’s opinion 
since it didn’t address her real needs. She wasn’t taught 
properly from the start; so all the corrective training in 
the world wouldn’t make a difference.  

Julianne would never know if she could reach her 
potential. She never had a chance and no one seemed to 
care. Long ago, her interviewer Dick had stated, “eve-
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rybody is expendable.” His job was to put round pegs in 
square holes. If the peg became misshapen while trim-
ming, he would just go back to the barrel and get an-
other peg. 

 
COACH’S CHALKBOARD 

Success is a learned behavior modeled by successful 
people. In sports, championship teams talk about the 
importance of “clubhouse leadership.” Teams will ac-
quire seasoned veterans for a championship run because 
of their past experiences with winning organizations. 
The team is seeking successful modeling to show other 
players what it takes to achieve excellence. 

During a recent baseball season, the Houston Astros 
were picked by many analysts to repeat as divisional 
champs and possibly contend for the World Series title. 
During the off-season, several veterans were traded to 
reduce the team’s commitment to salaries and occa-
sionally because a player was thought to be “done.” But 
these players offered more than everyday baseball con-
tributions; they modeled leadership. The team suffered 
a horrible season and at one point had the worst record 
in baseball. The clubhouse leadership was missing and 
the proud organization tumbled mightily. The baseball 
club the veterans were traded to did make the play-offs 
that year. 

Simulation training can properly prepare new em-
ployees for the rigors of the job by modeling desired 
behaviors. Unfortunately, to create simulations takes 
time, money, and a talented educational team. If educa-
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tion is not strategically linked to the organization’s mis-
sion and vision, it is unlikely that the company will 
commit resources to create this kind of learning envi-
ronment. Companies that use simulation exercises to 
prepare persons for the work environment are difficult 
to find. It is ironic that when an employee gets stuck, 
his or her first move is to ask their neighbor how to ac-
complish the task. The neighbor shows them how it’s 
done; the employee logs the sequence and the result. If 
the result is successful (positive customer feedback), 
the event is internalized and practiced again in the fu-
ture. 

As you continue reading, think about Julianne and 
how the company introduced her into the customer ser-
vice world.  

 
How do you create more empathy, better prepara-

tion, and support?  
 
 
 
 
What do you think about caring, leadership, and re-

tention of employees?  
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Pick a process you think is necessary for success in 
the workplace. How do you prepare a simulation exer-
cise to model essential behaviors? 

 
 
 
 
 
BACKGROUND 
Recruiting and hiring employees is like bargain 

shopping: companies are seeking people with high 
quality for a low price. This is becoming a difficult task 
as the labor pool continues to shrink.  

Look at the following recent job data from the U.S. 
Department of Labor to understand how difficult it is to 
recruit employees in general: 

 
1. Between September and October 1999, the number 

of unemployed people declined by 70,000 and the 
number of retiring persons was 58,000; 

2. In the same period, the unemployment rate was 
4.1%; and, 

3. Non-retail services added 215,000 workers during 
October. 

 
Over 70,000 customer service centers are operating 

in the United States, creating fierce competition for the 
small number of available people who meet two crite-
ria: 
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1. A good job match and  
2. Long-term loyalty.  

 
The customer service center employee is the compa-

nies’ frontline representative to the customer. If com-
pany contact is to represent a true competitive advan-
tage over similar companies in the industry, choosing 
people carefully is paramount. Also, placing a person in 
a work environment geared for learning, success, and 
compensation is also important. 

It appears many companies “over hire” in an attempt 
to locate quality persons. Unfortunately, this strategy 
stresses a company’s limited resources, particularly for 
education and training. The most frequent result with 
over hiring is it reduces the opportunity to capture any 
return on investment, currently estimated at six to 
twelve months of continued employment. 

 
Management literature suggests that: 
• Dissatisfied employees are less productive,  
• Share their dissatisfaction with customers,  
• Work at a far less productivity level than their 

counterparts and,  
• Feel that their managers are powerless to moti-

vate them.  
 

Managers, held accountable for the outcomes in their 
work environment, feel the pressures of these negative 
attitudes and consequences. Providing quality leader-
ship, innovative work environment ideas, and a com-
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mitment to excellence seems unlikely when people 
struggle in day-to-day survival. 

Managers typically run the work environment by 
creating a status quo. Leadership challenges the status 
quo and asks the manager to become a catalyst for ex-
cellence and quality outcomes. A comical definition of 
insanity suggests it is the result of doing the same thing 
over and over again expecting different results. Manag-
ers are sacrificed when profits go sour (over a million 
managers lost their jobs in the early 1990s). Knowing 
that you might be the scapegoat for an organization’s 
downturn, why not challenge the system and create a 
workplace that seeks excellence by creating a learning 
environment for the employees? Why not create a 
workplace with caring, emotionally charged individuals 
working together to create a winning team? Will it hurt 
productivity to make the workplace more fun? 

Today’s customer already has high expectations 
about a product’s features and benefits. The intangibles 
they seek that will allow companies to prosper are: 

 
1. How well the employee gives meaningful advice 

about the product or the reason for the call and, 
2. The amount of interaction with the customer service 

representative that yields new learning or informa-
tion. 

 
Work environments need employees coached to see 

excellence as the norm. To reach this goal, the follow-
ing steps need to be taken: 
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1. Recruit talented individuals with the majority of the 
skills and knowledge the job requires,  

2. Have managers who embrace leadership and,  
3. Provide simulation education that creates properly 

prepared employees who can problem solve. 
 

Many people own dogs and have to deal with the 
summer flea infestation. Dog owners realize it is not 
enough to have the dog groomed and dipped in flea 
treatments. The owner needs to bomb the house with 
aerosols to kill the fleas and their eggs in the carpet, 
furniture, and curtains. Otherwise, the family pet only 
experiences momentary relief and the fleas attack again 
when the dog returns.  

Workplace changes are like the family pet’s fight 
with fleas. When recruiting brings in talented people 
and the educator prepares them for success, these ef-
forts will be sabotaged if the management team and the 
coworkers don’t support excellence. The new people 
will adopt the position of mediocrity. 

 
Leadership 

Leadership is not about cheerleading. Leadership is 
about creating focus through measurable objectives de-
signed to help each person to reach success. Leadership 
is about listening, inspiring trust, and fostering a com-
mitment to the workplace. Leadership is about helping 
others exert their influence on achieving excellence and 
creating a sense of community among employees. A 
leader takes responsibility for failure and lets others 
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claim success. People who follow a leader do so with-
out legislation. Leaders provide confidence to seek fu-
ture challenges. 

Leaders are challenged by the demands of the or-
ganization’s mission to achieve meaningful outcomes. 
If managers focus on outcomes and not the process, 
success will be intermittent and hard to replicate. Lead-
ers understand that people don’t fail; it is the process 
that fails people. It is imperative for leaders to simplify 
the complex. 

Demographic data suggests that the people available 
for employment will be at a disadvantage, be it from 
lack of education or experiences in the workplace. 
Many people that will be hired have never worked in a 
“melting pot” of cultural diversity. The manager as a 
leader will take advantage of the different age and sex 
groups and the various cultural backgrounds to form a 
championship team. 

Despite naysayers, it is not impossible to create a di-
versified workforce. Take a look at the rosters of base-
ball, soccer, or hockey teams. These teams all have 
players from different countries, different languages, 
and different customs. Yet, championship teams are 
comprised of this “melting pot” because each player 
knows his or her role and contributes to excellence. 
Language is not a barrier when the process is clearly 
defined. Excellence is a result of simplified processes, 
not a focus on the outcomes. Vince Lombardi is famous 
for having said, “Practice does not make perfect. Per-
fect practice makes perfect.”  
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Anybody can lead or manage when times are good 
and companies are profitable. The true leaders come 
forth when the times are tough. 

 
COACH’S CHALKBOARD 

Every environment is a reflection of the leader’s 
knowledge, attitude, and behavior. Moral standards, 
importance of family and friendship, support, and even 
humor develop from the persons perceived by the work-
force as “in charge.” 

 In the 1994 AFC Championship game, the Pitts-
burgh Steelers had the ball on the San Diego three-yard 
line with time running out. It was going to be a fourth-
down play to either win and move on to the Super Bowl 
or lose and go home. The Pittsburgh quarterback, Neil 
O’Donnell, called a timeout to talk strategy with head 
coach, Bill Cowher, a highly stressful moment as many 
players wondered which play would be called to win 
the game. Most viewers probably expected to see Cow-
her and his coaching staff looking worried with pene-
trating eyes and stiff lips. 

 Instead, Cowher was smiling and he was relaxed 
and confident. He brought his quarterback over to the 
sideline to help him relax and be confident. It was an 
amazing scene—a coach in the middle of a crisis with a 
big smile on his face and welcoming his quarterback 
with schoolboy enthusiasm. There should be a happy 
ending, but the perfect play was thwarted by a spectacu-
lar play by a San Diego linebacker who managed to tip 
the pass at the last second and preserve the victory.  
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Nonetheless, that moment defined the attitude and 
character of the next three seasons as the Steelers went 
to Super Bowl XXX and another AFC Championship 
game in 1997. Those four highly successful years de-
fined the team as a reflection of their coach: determined 
to win and working together as a team. 

This is the lesson for customer service centers: the 
job is important and essential for companies in this 
highly competitive environment. But, it is not brain 
surgery and certainly mistakes are not going to result in 
life or death scenarios. Leaders need to be humanistic 
and get the most out of the workforce through empathy 
and humor. 
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COACH’S CHALKBOARD 
To reduce the insanity, try the following steps: 
1. Start with talented individuals, 
2. Create a learning environment, 
3. Establish quality outcomes, 
4. Develop mentors and coaches, 
5. Provide the tools and information needed  

to complete tasks and, 
6. Develop career paths to maintain employee  

loyalty.  
 

Profiling 
Recruiters in sport programs demonstrate how effec-

tive profiling can be for reaching goals. If a school or 
team is recruiting a football player, a player must meet 
certain criteria before coaches will arrange an inter-
view. Physical size, demonstrable physical skills, and 
intangibles such as attitude and leadership are reviewed 
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about each candidate. Many times, teams don’t fill a 
position but take the best athletes available to help the 
team. Knowledge and skills can be taught; leadership, 
attitude, and quick assimilation are inherited talents. In 
the sports world, the difference between championships 
and last place may be one or two athletes. 

The workplace is not much different: one or two 
quality workers can have a championship impact for the 
overall organization. Focusing on the best will yield 
measurable excellence. Those employees who demon-
strate mediocrity (or less) need coaching and leadership 
from those who excel. Either coach people to make 
them better with your customers or have them support 
the organization in a different capacity. Managers and 
employees cannot always be right when selecting jobs 
in the workplace. It is not a mistake to admit a mis-
match has occurred; it is a mistake to continue trying to 
make it work. How many times in sports do you read 
about an athlete who was moved to a different position 
and blossomed into a star? This is what leaders and 
managers do: they help people become successful. If 
you don’t make these subtle changes in the workplace, 
poorly matched employees will fail to contribute ade-
quately and will hurt the overall outcomes. 

Many companies recruit for an open position instead 
of recruiting for the best talent available. Talented peo-
ple who have some of the knowledge and skills needed 
for the job will perform better than a person with equal 
knowledge and skills but with no talent for the job. 
Knowing whom to hire begins by profiling the best per-
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formers working in the customer service center. 
Knowledge and skills are improved through simulation 
training and “just in time” support (electronic or class-
room help). So, what talents are necessary to complete 
the position?  

Talents are non-trainable attributes like personality, 
creativity, and problem solving. A master chef can mix 
exotic ingredients to make outstanding soup. Talented 
employees can mix intangibles with knowledge to ad-
dress customer needs. This recipe creates a higher de-
gree of loyalty for both the customer and the employee. 
Both persons will stay with the company longer. 

A talented employee allows a manager to measure 
quality outcomes. The employee sounds confident and 
competent resulting in higher customer confidence. If 
the customer perceives quality, customer satisfaction 
rises. The true measure of quality outcomes is what the 
customer thinks of the service and how they present 
those impressions to others. 

Recruiting is responsible for finding new employees. 
A recruiter needs to know the profile necessary to 
match the person to the job. If the manager cannot pro-
file the person based on the best performers, recruiting 
will supply the wrong people. If the manager does not 
have a plan with measurable outcomes for the recruiter 
to use for matching people and jobs, again, they will 
select the wrong people. If a manager wants to change 
the hiring results, he or she needs to be active in the re-
cruiting process. The recruiter and manager need to 
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work as a team long before the interview process be-
gins.  
 
COACH’S CHALKBOARD 

To gain a better understanding of profiling and as-
sembling a championship team, join a fantasy league 
(baseball, basketball, or football, for example). Using 
the Internet, initiate your search with a search engine 
like www.yahoo.com to locate free fantasy leagues. As 
an “owner,” you will be given a budget and a selection 
of players to track throughout the season. You will be 
able to make trades or seek other players to add to your 
roster (depending on the rules of the league). You will 
track performances on-line using the statistics compiled 
by the league. It is a great way to learn how to manage 
skill positions to maximize benefits to the team. 

 
Orientation 

Once recruiting has been completed, it is time to 
bring people in for an orientation program. Orientation 
begins with everyone new to the company. It is one of 
the few times people from various departments are 
gathered together in large companies. What an opportu-
nity to lead the group through team-building exercises! 
It is easier to get a person from the finance department 
to help out a person from the customer service center if 
the two people know each other. 

Both the company and the new employee sometimes 
discount the importance of the orientation program. 
Companies may have a formal program and in many 
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cases this includes benefits and information culled from 
the current employee handbook. The program will run 
the gambit from dry to lively and may include a litany 
of “guest speakers” to review essential information, 
particularly how a person may lose their job (time card 
abuse, tardiness, and sexual harassment, for example).  

Consider a paradigm shift and make orientation the 
kickoff to quality employee involvement. For example, 
in colleges and universities, the orientation week is a 
celebration and a collection of activities designed to 
introduce incoming student to campus life. Loyalty to 
the university begins during this week as students are 
given mentors, introduced to people with similar inter-
ests, and immersed in the sights and sounds of higher 
education. The school provides tours, refreshments with 
the faculty, concerts and dances, and special luncheons 
and dinners. The school introduces procedures and rules 
by using mentors as part of the socialization activities, 
just talk between new friends.  

Students are immediately absorbed into the college 
culture. They shed their high school colors and adopt 
the new school’s colors and mascots. The students go 
from “deer in the headlights” looks to a swagger that 
says they are college students. Few freshmen feel the 
need to return home to see mom and dad anytime soon. 
They hardly resemble the sad boy or girl the parents left 
behind just days before. 

Consider your company’s history and image during 
orientation program. For example, colleges prepare tro-
phy rooms to share the success of their athletic and 
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sports fetes. Where is your trophy room? Surely com-
munity groups have presented plaques and recognition 
for the service provided by the company to the commu-
nity! 

At college, key buildings are made the centerpiece of 
campus with hallways lined with pictures of past presi-
dents and successful alumni. Parents are paraded 
through these hallways to inspire dreams of success and 
wealth for their children. The buildings literally drip 
with history and achievement. People stand in awe of 
the rich tradition. Have you ever been in the offices of 
someone like Joe Paterno (Penn State) or Tubby Ray-
mond (Delaware)? Competition for quality athletes is 
intense and giving athletes tours of key offices lined 
with trophies, successful athletes, and other memora-
bilia makes the young athlete’s eyes swell with desire 
to join the organization. In your opinion, do you think 
top high school athletes will be impressed with their 
dorm room or the study cubicle in the library? The only 
organization that makes a Spartan lifestyle part of its 
heritage and recruiting is the U.S. Marine Corps. 

Why would new employees see the orientation pro-
gram as a day away from the new job and a few hours 
away from their work cubicle? Perhaps they go because 
of the lure of free coffee and donuts to help ease the 
blasé dissemination of information? Should not orienta-
tion be a celebration of the company’s growth? What 
about a goal that everyone meets five new people and 
agrees to keep in touch with them at least once a 
month? 
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Orientation is an opportunity to build pride and a 
sense of belonging and caring in new employees. Team 
building activities that stress teamwork, communication 
skills, fun, and a sense of accomplishment are ideal for 
generating camaraderie among new people. Inviting top 
echelon managers to share refreshments and meet new 
people gives life to commitment. What a thrill for a 
new employee to shake the hand of his or her CEO! 
And, why not a picture of the CEO and of each team 
from the team-building activities that will be framed 
and given to each employee for his or her desk? A gen-
tle reminder for the new person that when times are 
tough there is a team of people he or she can call. 

 
Education 

When considering results, think about how a slinky 
works. You pick it up and stretch it out but its natural 
tendency is to return to the middle. If the slinky is not 
overly stressed, it will stretch and return to the center 
again. When the slinky is pulled apart, the greatest en-
ergy potential now exists. The slinky can take on a life 
of its own. 

People are much like a slinky. A heterogeneous 
group of new employees will posses a variety of skills, 
knowledge and talents that will stretch from high to 
low. Educators will focus materials and effort between 
the best and the worst. Because resources are limited, 
the top learners are given less attention and instead en-
couraged to self-instruction. Without the proper motiva-
tion, top performers tend to lose motivation and drift 
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back to the center. Focusing on the wrong end (even the 
middle) will yield a class of mediocre performers. The 
stretched slinky created the most potential for energiz-
ing the learning environment but, the top performers 
were not singled out to lead in a more challenging envi-
ronment.  

It is not suggested people are lazy and lack self-
motivation. People respond to their environment and 
they will seek a comfort zone to minimize stress. Prod-
uct and software knowledge and skills can dominate 
employee training. Ultimately, training will focus on 
the employee by repeating product features such as 
warranties and company policies while banging away 
on their keyboard. Soft skills such as listening, conver-
sational customer needs analysis and open-ended prob-
lem solving are offered as a sidebar with minimal prac-
tice time.  

Too many of today’s representatives say things like 
“It’s company policy” or “I’m not allowed to do that” 
or “I can’t help you.” These phrases are the result of 
knowledge and skill training emphasizing a limited 
course of action. Training also creates dependency on 
management for creative problem solving, leading to 
less efficiency, and less customer satisfaction. Skills 
and knowledge are important only as a foundation. 
Classroom time is best spent creating thinkers, detec-
tives, advisors, mentors, coaches, and future educators.  

Learning in adult education is rarely a linear event. 
Everyone has some history that lends itself to certain 
knowledge, skills, and talent. It is insulting to the 
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learner for the educator to provide the same training to 
everyone. The new century’s classroom is comprised of 
menus, designed to provide “just in time” segmented 
learning that the students picks to begin. Remember, the 
outcome is to meet the profile and objectives of the 
workplace’s best personnel. How students get there is 
their choice.  

Adult learning is more than the distribution of in-
formation and skills. It is about profiles that identify 
what is known and what is needed, otherwise called 
“gap analysis.” An educator who understands needs 
will keep the “slinky” energized by delivering material 
that challenges the top performers and appropriately 
leads the learners with significant gaps.  

The classroom becomes a “supermarket” where 
learners are free to choose the learning products that 
reduce the gap. The products are simulation exercises 
based on the actual experiences culled from top per-
formers in the organization. The computer becomes the 
individual’s coach, allowing the learner to try as many 
attempts as necessary to reach successful completion of 
the simulation. The human instructor is free to roam the 
room to offer challenges, coach possible solutions to 
unusual circumstances, and to offer encouragement to 
those who are struggling.  

Simulation training is not lectures and visual aids re-
formatted into a computer. The training is interactive 
based on storyboards constructed from actual experi-
ences. When constructed properly, the learner makes 
choices based on the information presented in the sce-
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nario. As levels of difficulty increase, the choices be-
come less obvious and solutions become less right ver-
sus wrong. Failure is a distinct possibility because it 
challenges the learner to think and retry in order to go 
on to the next level. Just like a video game, every level 
becomes more challenging and begins to consume the 
learner. Learning is now emotional as the person is 
driven to get to the next level. 

This type of classroom is not easy to construct and 
not many company educators understand how to build 
this type of learning environment. To begin the process, 
hire outside consultants who specialize in adult learning 
psychology, instructional design and computer pro-
gramming to develop your initial programs. The out-
come will be a sophisticated methodology that can be 
measured and replicated in each learner. Simulation 
training must work if you consider the outcomes dis-
played by pilots in the Gulf War, the success of the 
space program and the ability of airline pilots to avoid 
in-flight disasters.  

Managers should make the assumption that today’s 
jobs are more complex than the ones people had twenty 
years ago. Interactions with customers are difficult and 
much is expected.  

Using the Internet to support a company’s growth 
will be integral over the next five years. Interactive 
Web sites allow customers to connect with a “live” per-
son almost immediately and will be viewed as essential 
with quality as the norm. Companies will be spending a 
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great amount of resources developing phone consultants 
for their interactive sites.  

Companies use customer service centers as their 
visible commitment to quality. They will even chant 
quotes like “the customer is number one.” Yet too many 
times, the workplace objectives are answer the phone 
quickly, keep call abandonment to the minimum, and 
stay on the phone ready for the next call. The company 
offers bonuses for the manager’s ability to meet these 
quantifiable objectives. It is important to recall a phi-
losophy that suggests managers treat their employees as 
they want the employees to treat the company’s cus-
tomers. Employee retention will be the manager’s 
greatest challenge. Less than 10 percent employee turn-
over will be the operating standard. The employee is 
number one because he or she takes care of the com-
pany’s customers. 

Here is a simple test to learn if managers and others 
responsible for employee development grasp the impor-
tance of knowing customers. Once a week, have man-
agers write three things they learned from customers 
and three things they learned from employees. If the 
manager can list six or more things they learned per 
week, they are listening to the workforce and the cus-
tomer. What mangers learn each week will become the 
scripts for future simulation training events. 

 
COACH’S CHALKBOARD 

Many authorities consider Leonardo Da Vinci the 
greatest creative thinker of all time. Da Vinci addressed 
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everything from flying machines to medicine. What 
was the source for his inspiration? Nature, the environ-
ment, and people gave Da Vinci his creative genius. His 
“super human” power was based on observation and his 
ability to keep extensive notes on everything he ob-
served. His notebooks are filled with observations, 
drawings, and new thinking.  

In the movie, Indiana Jones and the Last Crusade, 
the item of supreme importance was the notebook be-
longing to the elder Dr. Jones (Sean Connery). The ma-
jority of the movie was devoted to the loss and retrieval 
of the notebook. The book contained necessary infor-
mation on recovering precious artifacts from the Cru-
sades. Without the book, the exact location of the arti-
facts was unknown and the many traps were impossible 
to navigate. This book was so valuable that everywhere 
it went, death and mayhem followed. Dr. Jones studied 
the Crusades, understood the secrets, and wrote his 
knowledge in the book. 

In medicine, physicians making rounds in teaching 
hospitals also use notebooks (albeit note cards held to-
gether with rubber bands) to review patient histories 
and create new thinking. As much as people want to 
think that medicine is a science, it as much an art today 
as it was one hundred years ago. Therefore, it becomes 
necessary for a doctor to remember his or her patient, 
the medical tests and results, and the previous strategies 
in order to try to help the person make progress. These 
notes are meticulously updated and become the source 
of new and important knowledge. 
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As a manager and a leader, what note cards are you 
carrying? Do you have file folders on individuals that 
may eventually justify no raise or termination, or fold-
ers that detail a person’s contributions, their objectives, 
and measured improvements? Are your notes and fold-
ers used for defense of an annual review or cause for 
celebration? Your observations will influence the 
workplace and help determine future growth. Are you 
adding to the bottom line by observing the environment 
and learning? 

The point of contact is the employee with the cus-
tomer. Preparing the employee with knowledge and lit-
tle else will create a consultant who will react in the 
following ways: 
1. Defensive posture by talking over the customer’s 

head,  
2. Defensive posture by patronizing the customer, or 
3. Defensive posture by hiding behind “company pol-

icy.”  
 
An employee who adopts knowledge and skill sets 

and implements them efficiently will have outstanding 
quantitative numbers. This person will answer many 
calls on a daily basis; they will have high occupancy 
time, and will contribute to a lower abandonment rate. 
For many managers, the efficient person is the handle 
for the next rung on the ladder. In the customer’s eyes, 
it could be another frustrating attempt to have their 
needs addressed. 
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Part of the solution of a new orientation and training 
model is to simplify. Create easily learned administra-
tive systems. Reduce the rules and procedures that add 
little to productivity and quality outcomes. Just because 
technology exists to monitor every minute an employee 
spends on the job, is it necessary? This monitoring has 
no relationship with quality outcomes. It gives people 
the impression they cannot be trusted to do their work 
without a “big brother” watching. It makes more sense 
to develop a support network and use the extra time 
gained from not monitoring to helping employees grow 
in their problem solving abilities. 

A manager who acts as a catalyst will identify the 
tools holding consultants at bay and work to eliminate 
those obstacles. Amid the 1980s management fads that 
passed, one strong point emerged: eliminate work du-
plication. Work to make tools efficient so employees 
have more time to spend with their customers. Allow 
the computer to do menial tasks and design programs 
that automatically reduce the work amount done by the 
employee. In the workplace, the employee is the master 
and the slave is the computer, not vice versa. 

Employees need to know the goals. Management 
needs to establish expectations and provide feedback 
based on stated objectives. Coaching is the process of 
identifying needs based on stated goals, performance, 
and the employee’s perception of what he or she needs. 
If the employee understands the components of quality 
outcomes, he or she can develop their own personal 
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game plan to reach those goals. Excellence and quality 
become the norm, not the goals. 

When expectations are not met in the work environ-
ment, many managers blame the workforce and the 
education they received. Poor results are a convoluted 
collection of poorly defined objectives, ideas, and proc-
esses that may or may not be in the control of the man-
ager. It takes great leadership and patience to turn a 
work environment that feels lost into one that produces 
positive results. 

 
Implementation 

Give your consultants the objectives and let them 
figure out the implementation. For less talented em-
ployees, create remedial training that is more special-
ized and less demanding than the top groups’ responsi-
bility. If new employees can experience success on in-
termediary levels, perhaps they can graduate to more 
challenging roles. Either way, create success and pro-
tect the company from inadequacy on the phone with a 
customer. 

Sparky Anderson, a baseball manager recently 
elected to the Baseball Hall of Fame, is the only man-
ager to have won the World Series title in both leagues. 
He held a press conference after the announcement he 
was being elected to the “Hall.” During this media con-
ference, he discussed the two types of managers in 
baseball. He stated managers are either “smart” or “stu-
pid.” Stupid managers were the result of believing they 
could take teams with little talent and lead them to 
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championships. They struggle with these unskilled 
teams until they are fired. Smart managers surround 
themselves with talented ball players. The smart man-
ager then sits back, keeps out of their way, and lets 
them perform. Sparky Anderson thought he was a smart 
manager because he had talented players and stayed out 
of their way. 

Another baseball manager, Jim Leyland, would 
probably say he has been on both sides of the 
smart/stupid managerial fence. In 1986, the struggling 
Pittsburgh Pirates hired Leyland as manager. The team 
had fallen on hard times because of drug scandals, poor 
trades, and a farm system that failed to restock the club 
with quality players. Leyland must have felt like the 
“sacrificial lamb” as the team was woeful during his 
first two years. 

Some talent started to arrive in Pittsburgh and in 
1988 the team challenged the archrival New York Mets 
for the division crown. By 1990, the Pirates were one of 
the best teams and dominated their division for the next 
four seasons. Was Jim Leyland a “stupid” manager in 
1986 and a “smart” manager in 1990? No, he was the 
same manager with a talented team. 

Fast-forward to 1997, Jim Leyland is now the Flor-
ida Marlins manager. The team was loaded with talent 
and marched into the World Series against the Cleve-
land Indians. Two powerhouse teams played an exciting 
series that the Marlins eventually won. Leyland was 
celebrated as baseball’s most respected manager. Then 
the roof caved in again. 
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The Florida owner satisfied with the one title dis-
mantled the team and the talent was gone. The Marlins 
lost over one hundred games and became the first team 
to win a World Series and be so deplorable the next 
year. Leyland was disgusted and left the Marlins for the 
Colorado team. Was Leyland “smart” in 1997 and “stu-
pid” in 1998? No, he lost the talent that propelled the 
team to greatness; he was the same person. 

The important lesson for managers is to surround 
themselves with talent and educate employees to the 
maximum. Then stand back and let them perform and 
excel.  

 
Listening 

Soft skill training should focus on conversational 
skills, particularly listening. If the employee is in sales, 
listening skills sharpen the identification of customer 
needs. If the employee is in service, listening skills 
sharpen problem identification and ultimately the 
resolution. Albert Einstein stated that identifying the 
problem is the problem. Training programs are focused 
on teaching quantitative information because it takes 
less time to train. Teaching listening skills is time-
consuming and requires an educator with teaching skills 
that reflect listening training. 

Listening skills include paraphrasing and reflection. 
Paraphrasing is a summary of what was said by the cus-
tomer helping clarify the need. By repeating the con-
versation in summary form, the consultant and the cus-
tomer agree on what has been said. The customer clari-
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fies any misinformation while the employee can con-
tinue to build an informational database to identify the 
problem. 

 
Reflection 

Reflection is a skill identifying emotion and reflect-
ing it back to the customer. A customer having a disap-
pointing experience with a product could express anger, 
disappointment, disgust, or perhaps inadequacy. The 
employee who identifies the emotion will go far in dif-
fusing a customer’s negative perception. Repairing cus-
tomer relations begins with a caring employee listening 
to the customer.  
 
Stress Management 

There once was a person in history nicknamed “Ty-
phoid Mary” who spread the deadly disease unknow-
ingly from person to person. Sometimes a manager be-
comes a “Typhoid Mary” by causing stress from person 
to person. It is not productive to manage minutia; it bot-
tlenecks creativity and new solutions and becomes a 
source of conflict. As a result, stress increases and 
growth is impaired. You need to state the organization 
goals, educate, and get out the way. 

A key skill set overlooked in the new-hire training 
process includes stress management. Stress manage-
ment skills allow employees to visualize quality out-
comes. Most professional athletes, as they prepare for 
game situations, use visualization. Allowing themselves 
to mentally train for the moment, athletes are mentally 
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conditioned to deal with stressful situations. Sports he-
roes are created long before the contest is held. Visuali-
zation is practiced daily because, like any skill, it can 
quickly fade. 

Think about situations “played out in the mind’s 
eye” that lead to positive outcomes. Asking for a raise, 
new job responsibilities, confrontation with a coworker 
or manager, and interviewing for new positions are sce-
narios visualization serves well.  

Use visualization to prepare for customers who are 
upset. Picture what the customer might say and how 
they may respond. Allowing the “camera to roll,” ap-
propriate wording can develop that will diffuse a bad 
scenario and establish the customer’s confidence once 
again.  

Stress management is also about altering reality per-
ceptions. Visualization can help people pick more posi-
tive outcomes but perception controls stress and allows 
increased productivity. Each person perceives situations 
differently; hence the same reality creates anxiety to 
some and no response to others. Defining the impor-
tance of the situation begins to address how to manage 
perceptions. To paraphrase Shakespeare, “the situation 
is not good or bad, but the mind makes it so.” 

Suppose you are driving on one of the many inter-
states or freeways that cross the countryside. As traffic 
begins to slow because of increased volume, you sense 
you will be trapped in your current lane behind a slow 
driver. At this point you are faced with two options. 
First, you can accept the situation and insert a music 
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CD you enjoy. You’ll chalk this time up as necessary to 
relieve stress or time to prepare for the daily meetings.  

The second choice is to get angry and begin scream-
ing at the driver in front of you or just at drivers in gen-
eral. You start pounding the steering wheel and get an-
gry at the radio for too much talking and not enough 
music. The situation is the same (time was not an is-
sue), yet two responses are made by thousands of com-
muters every day. The first is to relax; the second is to 
be irate. Your reality perception is the key to control-
ling stress. 

 
COACH’S CHALKBOARD 

Provided you won’t hurt anybody or yourself, make 
yourself mad. Think of some situation or person that 
can get you to the point of frothing and spewing ob-
scenities. Do you feel your pulse quicken, your palms 
get sweaty, or your face get flushed? You would if you 
were actually mad. It’s the body’s natural response 
known as “flight or fight.” At one time, stress manage-
ment was to either stand and fight or run for the hills. In 
today’s workplace, it is not appropriate to do either re-
sponse. Do you recall the scene from A League of Their 
Own where the baseball manager played by Tom Hanks 
tells a distraught player that there’s no crying in base-
ball? In the workplace there is no room for fist or tears. 
Hence, stress builds because there is no energy release. 

Physical activity is a positive way of controlling 
stress and disposing of the negative energy. Walking, 
running, cycling, and weight lifting are outlets that cre-
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ate a positive result. Not only does the day’s stress dis-
solve, but also you are now in a better position to resist 
future stressful events. Eating can relieve stress but the 
extra weight can be detrimental to overall health. 
Smoking seems to relax some people, but again the 
health outcomes can be disastrous. Alcohol is definitely 
a relaxant, but can only be used sparingly and certainly 
not at work! So, exercise is the best choice to satisfy the 
need of fight or flight. 

Stress is also a response to fear, or not having suffi-
cient expertise or information. Simplifying support sys-
tems builds people’s confidence and by sharing job in-
formation the company alleviates the unknown. As an 
acronym, fear stands for false evidence appearing real. 
Fear is a real enemy in a learning environment. The late 
educator W. Edwards Deming identified the removal of 
fear as one of his fourteen points for creating a more 
productive environment. 

 
Organizational Skills 

Organizational skills are necessary because the new 
workplace asks the consultant to quickly seek answers. 
One sidebar issue employees must deal with is speed. A 
customer may have initiated the call, but once he or she 
clears the queue, they want results. The complexity of 
the call may take twenty minutes to resolve. The man-
ager wants it done in less than six minutes. It seems ab-
surd that there would be an “occupancy” standard (on 
the phone instead of “logged off” to complete support-
ing work). This standard forces the phone representa-
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tive to keep the customer on the phone while they re-
solve the problem. This wastes the customer’s time, 
gives the company a bad image for inefficiency, and 
wastes money (toll-free cents per minute). 

Many times the workplace establishes a hierarchy 
creating dependency on the next supervision level. The 
consultant asks the team manager who asks the supervi-
sor who asks the general manager who asks the director 
and so on. By the time the employee has an answer the 
customer is gone. Create independent thinkers who 
problem solve using the company’s resources. Teach 
people how to find these resources. 

 
COACH’S CHALKBOARD 

In the game of football (both college and the pros), a 
clock measures time between plays. From the end of 
one play to the hike of the next play, a quarterback has 
less than thirty seconds to successfully call a play, 
change his mind, reset the team, and initiate the play. 
This need for quick and decisive action is the difference 
between success and failure.  

The ability to accomplish quick decisions is a result 
of excellent coaching, practice, and game interactions 
with the coaches. If your workplace has the need for 
speed, create a game plan, practice its implementation, 
and use computer simulations to provide “just-in-time” 
learning modules. It is not likely that the employee has 
only thirty seconds, but most centers want the call to 
end in three minutes. Speed is a result of clearly defined 
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objectives and people with sufficient experience to im-
plement a plan of action. 

 
Problem Solving 

Problem solving is another skill set that needs atten-
tion. Talented people know how to solve problems, just 
give them the resources and stand back. People need 
guidance on how to use resources productively. It is 
like watching two students studying for a test. The A 
student seems to know how to organize his or her 
thoughts. The resources become instruments for fine-
tuning. They have also figured out what the instructor is 
looking for in terms of understanding. Add these com-
ponents together and the student never fears an exami-
nation. 

The B student works much harder, spending more 
time trying to capture the material. The B student has 
not learned how to refine their thinking to be more pro-
ductive in a shorter time period. They know the instruc-
tor somewhat and cannot always estimate what the ex-
amination may cover. It is frustrating and stressful to 
know the B student worked harder but achieved a lower 
mark. 

Teaching problem solving is not as efficient as 
teaching facts, features, and benefits. It requires more 
classroom time and an instructor who understands the 
need for experiential learning. Time in real life with 
experienced coaches is necessary to teach problem 
solving. Many companies do not expend resources on 
developing such labor-intensive training to accomplish 
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moderate success. They are locked into the training 
model that there will be winners and losers (just like 
school) and that there are limited financial resources 
available.  

Customers want personalized service and a long-
term relationship with the service provider. This rela-
tionship depends on employees who are responsive, in-
novative, and can adapt to a number of situations. This 
environment type needs leadership more like a partner 
than a boss. The value is to create, not to control.  
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To be successful, it is important that people care. 

Caring is the cornerstone of responsibility. When peo-
ple care about their loved ones, they take responsibility 
for their health and well-being. When people care about 
their job and the people in the workplace, they will take 
responsibility to achieve quality outcomes. Responsibil-
ity cannot be legislated or increased through incentives. 
Many managers use their positional leadership to force 
responsibility on their employees; they call it empow-
erment. Most people see through this 1980s buzzword 
and passively resist because they do not care about em-
powerment or their manager. Remember, people don’t 
leave a company, they leave the manager. 

For those companies that wish to empower their 
workforce, consider that empowerment is a personal 
choice. Show the employee the plan, the objectives, the 
incentives, and his or her role. Empowerment results 
when that individual chooses to implement the plan as 
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designed. The people who reject the plan should find 
another project or a different company. They will be of 
no use to the company or to the company’s customers if 
they reject the mission and vision.  

Caring is an individual effort. Talented people seem 
to know this and display genuine caring for the work-
place. This caring attitude will guide them to a leader-
ship role. From a manager’s perspective, caring is treat-
ing people as individuals. Group rules tend to punish or 
inhibit talented employees. This leads to frustration and 
people leave. Any change in organizations requires a 
paradigm shift in corporate culture, particularly a 
change from groups to individuals. 

The word paradigm comes from the Greek word 
paradeigma, meaning model or pattern. Paradigms are 
rules and procedures that form boundaries and outline 
what it takes to reach a goal within the boundaries. So-
cial paradigms allow us to interact with people without 
being offensive. Approximately forty years ago, Rosa 
Parks challenged the southern social paradigms by sit-
ting near the front of the bus.  

In medicine, a paradigm shift occurred in treating 
high blood pressure. Before the advent of the blood 
pressure control pill, physicians told their patients to get 
bed rest to control their pressure. Clearly, rest was not 
the right solution and medications were the best choice. 
Reality changed for thousands of physicians who 
needed to alter how they treated high blood pressure. It 
was a significant emotional event for both the doctor 
and his or her patient.  
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In business, “it doesn’t work that way here” or “that 
is not part of the corporate culture” are paradigm reali-
ties. Creating a caring and responsible workforce will 
lessen the chance that these growth deterrents will have 
a long life. When an employee cares, he or she returns 
more calls, answers more emails, puts in extra effort in 
seeking solutions, and looks to help others become suc-
cessful. 

A tennis coach understands the value of individual-
ity. Tennis is an individual sport where creative ap-
proaches to the game are displayed. The game strategy 
changes based on the playing surface, the opponent, the 
fatigue factor, and sometimes — plain silliness. A ten-
nis coach understands sport individuality and knows 
they would fail if they tried to impose structure. Imag-
ine a tennis team where everyone plays the same strat-
egy because of one person!  

Employees are like a tennis team and require indi-
vidual game plans. A successful manager regularly in-
terviews his or her team to define goals, objectives, mo-
tivators, and needs. A plan is then built around this dis-
cussion enhancing the employee’s chance for success. 
In this scenario, what are the chances the employee will 
be passive about their work in the future? 

 
Mentors 

Mentors are important because they extend the circle 
of caring. They demonstrate how to be successful in the 
workplace. They offer tips on efficiency, the corporate 
culture, problem solving as it relates to the position, and 
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consistently model quality outcomes. Mentors also 
model intangibles such as stress management, humor on 
the job, control when placed in argumentative positions, 
and networking among employees and management 
personnel.  

A mentor gives the new employee a friend and con-
fidant. To help retention rates, it is important during the 
first few days for new employees to have someone to 
talk with. The mentor also begins to understand and 
learn the new person’s needs for the future motivational 
process.  

Choose mentors that display the behaviors necessary 
in the workplace. The mentor should be knowledgeable, 
articulate, thorough, and have a track record of consis-
tent quality outcomes. The mentor should earn financial 
incentives for the training process that would also in-
clude residuals for the new person’s work and their 
length of employment. When not mentoring, the person 
blends back into the workforce. This keeps the mentor 
current with customers’ needs. 

 
Coaches 

The coach is the next expertise level helping the new 
employee. The mentor on the other hand provides 
“macro-education,” the coach will provide “micro-
education.” Micro-education fine-tunes knowledge, 
skills, attitude, and intangibles solidifying excellence. 
Coaching is a new intervention level building im-
provement plans based on the employee’s perceived 
needs. Coaching continues to work on the fundamentals 
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as they relate to quality. Even the great Michael Jordan 
had a personal coach throughout his illustrious career.  

Coaches are not “doers” but work from the learner’s 
perspective. Again the process is not laced with effi-
ciency because discovery learning can be time consum-
ing. Coaches who “do” will speed up the process in the 
short-term but in the long run slow the potential growth 
of the learner.  

Quality coaches are talented individuals. They un-
derstand the goal and the necessary requirements for 
reaching the goal. They recognize talent in others and 
know how to use it effectively. They can also express 
themselves clearly to others on how to reach the goal.  

Championship sports teams are not only well 
stocked with talented athletes; they also have quality 
coaches. The loss of a coach to another team can have a 
ripple effect, lowering the overall team performance. 
The late Weeb Ewbank, head coach of the Baltimore 
Colts and New York Jets won only one Super Bowl 
(Joe Namath was the quarterback). Some of his coach-
ing “off spring” included Tom Landry and Don Shula, 
arguably two of the best coaches the sport has ever had. 
Imagine the expertise the Jets would have enjoyed if 
Landry and Shula had stayed with Ewbank? How many 
Super Bowls might a team have won with that trio as a 
coaching staff? By the way, that Super Bowl win came 
against one of Shula’s best teams ever in Super Bowl 
III. 

With coaching as a mainstay in so many facets of 
life, it is amazing how many companies fail to embrace 
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this concept in the workplace. Of course, those same 
companies would argue their management staffs are the 
coaches. Managers are not usually trained as coaches. 
Management people often have a different agenda that 
includes efficiency and occupancy time, not coaching. 
Managers can be catalysts with their employees by 
making sure that the right tools are available and that 
company politics do not slow the team’s quest for ex-
cellence.  

 
Summary 

Mentors attempt to take the new employee from the 
training room to the customer. Mentors are the incuba-
tors for applying learning and using problem solving 
skills. Coaches identify needs, create improvement 
plans, track motivational factors, and apply advanced 
skills to the learning process. Both coaches and mentors 
are responsible for the new employee’s integration into 
the workplace. 

It is ironic that everyday people lead complex lives 
making vital decisions affecting their futures; yet, at 
work they are treated like children. Managers set limits 
as to what decisions are appropriate; other decisions are 
escalated to the next person in the chain of command. 
The extent and quality of customer satisfaction is lim-
ited by a fear of making a mistake. 
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COACH’S CHALKBOARD 
Retaining talented people is a major issue for com-

panies in today’s marketplace. Retaining the right peo-
ple has a two-fold positive outcome: 

 
1. The company realizes significant return on invest-

ment by reducing the need for new-hire orientation 
and training. 

2. The customers are better served, thereby increasing 
their loyalty and word of mouth marketing. 

 
Talented people need recognition for their contribu-

tions to the organization through better pay, praise, in-
dividual benefits (motivational items discovered by the 
manager and coach), and increased responsibility. 

Statistically, in a large group, the group tends to 
form a normal, bell-shaped curve where the middle (or 
average) is defined. If you plot a group on a bell-shaped 
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curve and have at least thirty subjects, a manager would 
see approximately 60 percent of the group is around the 
midpoint. If knowledge and skills are the barriers, train-
ing may be able to address the needs of this population. 

The real worry is the lower 10 to 20 percent. These 
employees are killing your customer service center. If 
your center has two hundred employees, as many as 
forty people are draining the energy out of the work-
place and ruining the company’s image with your the 
customer. Move these people away from your custom-
ers and give them support jobs. Theoretically, you 
should not miss these people in the lower 10 to 20 per-
cent. 

Another statistical oddity suggests that 20 percent of 
your employees will do 80 percent of the work. On this 
end of the curve are your top people. Do everything 
possible to retain these employees. They have knowl-
edge, skills, attitude, efficiency, effectiveness, and other 
intangible qualities (such as leadership) that other com-
panies covet. These are the people you want your CEO 
to call when he or she has a service problem. These are 
the people you ask to be on display when someone 
makes a site visit. This group is so good that you will 
weep if they decide to leave you for somebody else! 

In the movie Wayne’s World, when the main charac-
ters saw a media idol, they fell to their knees, bowed to 
the floor, and stated, “We are not worthy.” While such 
extremes are comical, the point remains, how often do 
managers praise their best employees with open dis-
plays of gratitude? Managers labor over the lower half 
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hoping they can be salvaged. As a result, two groups 
lose. The lower half cannot close the gap and the upper 
half slides to the center. Now the customer service cen-
ter is mediocre and the best will leave to pursue work-
ing with true leadership. 

Resource expenditures for education are limited so 
why not offer education as a perk to the best employ-
ees? The return on investment of moving a poor per-
forming group from low to middle is not as great as in-
vesting in excellence. What about those intangibles, 
such as leadership, that energize a workplace? It’s not 
likely to be generated by the lower half of the curve. 
The lower half of the curve likes micro-management 
because anything that goes wrong is the manager’s fault 
and they are quick to point this out in public. As a 
group, it cares little about the workplace and shuns re-
sponsibility.  

Quantitative evaluations focus on averages. It is 
simple math any manager can perform with a calcula-
tor. After all, not many people enjoyed college statis-
tics! So the manager takes the highs and lows, adds 
them up, and divides by the number in the group. This 
is an exciting fourth grade project! Unfortunately, the 
whole workforce is now measured against mediocrity. 

Imagine instead of a normal, bell-shaped curve, you 
are looking for a positively skewed curve. This means 
your staff is several standard deviations above medioc-
rity and the competition is for the part of the curve (the 
tail) moving closer to perfection. What kind of cus-
tomer impact will this scenario produce? 
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Research has never shown that customers leave a 
company because of long wait times to have their call 
answered. They leave companies because when some-
one did answer the phone—no quality existed. Your 
call center may have fewer people, but those that re-
main are excellent. The money saved by reducing the 
workforce to quality employees is used to pay those 
people not to leave. Education, mentoring, and coach-
ing are now used to increase each person’s stake in 
quality outcomes.  

The people you terminated will be hired elsewhere, 
probably by the competitor’s service center. As a result, 
you have an excellent staff and your competition is 
bogged down with trying to educate people to medioc-
rity. As a manager, your chances for success rise con-
siderably. As a company, your customers will love you. 

Retention of the right people is not always about 
money. One of the premier home-run hitters in major 
league baseball recently signed a contract for 36 million 
dollars less just so he could be closer to home. Recogni-
tion and praise are excellent alternatives to money. 
People enjoy a challenge and they like to be recognized 
for their achievement attempts. Failure should be cele-
brated as much as success to reinforce the idea that at-
tempts to reach excellence are not always going to suc-
ceed. Thomas Edison failed hundreds of times before 
creating the light bulb. When his house burned down, a 
reporter asked if he was upset about losing all his re-
search. Edison responded it was a chance for a fresh 
start. Failures are learning experiences that help point 
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people in the right direction. Managers need to cele-
brate every effort as much as positive results. 

Behavioral research indicates that to change a sub-
ject’s behavior requires four statements of praise for 
each critical statement. Business studies indicate the 
ratio of praise to criticism is 1:2! Imagine the results if 
mentors, coaches, and managers worked on an 8:1 ratio. 
Caring is sharing appreciation with people. If responsi-
bility is linked to caring, what is the point of holding 
back praise? 
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Several years ago, Robert was hired to manage a ma-

jor customer service center—one of several owned by a 
national company. The center’s purpose was to provide 
a variety of service requests; sales opportunities were 
limited. Robert was in charge of approximately two 
hundred service representatives. As the year progressed, 
the company continued its substantial growth. This cus-
tomer service center was the crown jewel for the com-
pany’s quest for success.  

Upper management’s opinion was that service calls, 
which dominated in call volume, should be a potential 
for more sales. After all, once a customer has had their 
problem solved, it should be easy to segue to other 
communication products. Upper management called 
Robert and suggested that more sales were possible. 
The company gave Robert the directive to produce an 
increase in sales. 
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Robert, believing upper management was right, went 
about determining what it was going to take to reach the 
goal. After crunching the numbers, Robert determined 
the percent increase that upper management desired 
would take an additional six sales per person per day. 
Well, that didn’t seem unreasonable at all. Six sales 
from the eighty or so calls received daily by each per-
son would be easy. Some people would even exceed 
that number producing even more sales and recognition 
for Robert.  

Robert envisioned great possibilities from this 
opportunity. He was being given a chance to show he 
had potential for a vice-president position, if not with 
the current company, certainly with someone else. They 
would be banging the doors down trying to recruit him. 
He was sure the other customer service center managers 
were envious of his assignment. 

Robert called a staff meeting and announced his pro-
gram to the supervisors and team managers. Upper 
management needed more sales and this center was se-
lected to lead the charge. Everyone should be honored 
and Robert was sure everyone in the room appreciated 
the assignment implications. The sales numbers were 
not unreasonable: only six more sales per day per per-
son.  

Robert felt, and so did the management staff, that the 
numbers were achievable. The reasonable goal, coupled 
with the attractive discounts, should get everybody ex-
cited. In the sales matured areas, heavy marketing 
would be used to generate even more interest, so the 
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sales should blossom. The managers were excited and 
prepared to deliver the necessary numbers. The man-
agement team went to the workforce to deliver the mes-
sage after the meeting. Robert retired to his office to 
crunch more numbers and prepare a trend line. 

After three months, sales had reached 50 percent of 
the goal. Robert was upset. How could these representa-
tives not meet such an easy goal as six sales per day? 
Robert called a meeting with the management team for 
their input. The supervisors responded that a number of 
issues on the floor were causing problems. First, the 
representatives didn’t feel it was their job to sell. 

Second, the representatives didn’t feel they had suf-
ficient training to sell the products. They were not com-
fortable talking to the customers about additional items. 
Third, the representatives saw their job as providing 
service to customers.  

The supervisors had done their job by “getting on 
them” to sell more aggressively. They felt the training 
department had let the organization down because the 
representatives were no better today in sales as com-
pared to three months ago. Everyone agreed that most 
of the representatives would have met their goals if they 
had been provided with better training and incentives. 

Robert was less angry at this point and began to 
chart a new course of action. He still felt the goal was 
fair, particularly with marketing’s aggressive cam-
paigns and lower prices. He would contact upper man-
agement for incentive money to support increased sales. 
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He would talk to training about a more aggressive train-
ing program.  

He asked the managers to deliver “pep” talks about 
the importance of the sales quota and the center’s role 
in the growing realm of the company. All that was 
needed was a little more incentive, a clearly defined 
goal to “shoot for” and trainers who understood the im-
portance of the program. The meeting ended upbeat. 

The third quarter ended and the numbers tallied. 
Robert was in disbelief. Despite an increase in incentive 
dollars per sale, regularly scheduled training programs, 
and constant prodding by the supervisors, sales never 
reached the goal. The best month only hit 85 percent of 
the goal! Robert was obsessed with finding an answer. 
Upper management was getting impatient and some of 
the other centers were beating his group, despite a 
lower call volume. The other centers overshadowed 
Robert’s “crown jewel” vision. 

A meeting was called and Robert announced his ul-
timatum. He was no longer going to be “Mr. Nice 
Guy.” Things were going to be different starting today. 
He had a poor performers list. They would all be placed 
in the center’s Team Improvement Program and they 
would have two months to meet the goals or face termi-
nation.  

The training department was going to be revamped 
by terminating several people and replacing them with 
vendors that know how to produce sales people. By 
year’s end, the center would be meeting its goal or there 
would be new faces everywhere! 
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The plan now had two essential points. First, upper 
management would be contacted and told about the in-
competence of the training department. Robert would 
recommend the group be eliminated except for one per-
son. He would also like to contract with an outside 
source for sales training.  

Second, he wanted to “thin the herd” and rid the cen-
ter of its poor performers and improve the center with 
fresh people. Robert sent upper management a plan and 
proceeded without a formal response from manage-
ment.  

The supervisors would “crack” down. If a person 
made the daily goal, they would push for more. They 
were told to act even tougher on those people going to 
the Team Improvement Program. The goal was for 
them to shape up or get out. The supervisors were also 
expendable and if their teams failed to reach the goal, 
they would be demoted or terminated. 

The word got out and the representatives were told 
they would meet the goal (which had been increased to 
eight sales per day in order to make up for the poor per-
formers) or lose their job. The reaction from the repre-
sentatives was much different than expected. 

First, a few people immediately put in their resigna-
tions. These were not the poor performers; the group 
represented some of the best service representatives in 
the center. A competitor immediately hired them. Sec-
ond, the remaining representatives notified a local un-
ion they wanted intervention. 
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The thought that the union could dictate how the 
company runs its customer service centers made upper 
management queasy. The organization’s crown jewel 
was now in turmoil with people quitting, getting termi-
nated, and a union threat. This was not acceptable to 
upper management. 

The first step was for the CEO and upper manage-
ment to visit the center. The possibility that the repre-
sentatives would vote in a union was real and had a 
good chance of succeeding. The CEO was the first to 
go and speak with the representatives. 

During the first few days, the CEO called meetings 
and discussed the representatives’ concerns. They never 
saw their role as sales people and they felt betrayed. 
They were excellent service representatives with a good 
track record of taking care of customers. The represen-
tatives never had input. They knew if they passively 
resisted the goals would not be met and the plan would 
fail. They thought the company would get rid of Robert; 
they never expected to see their friends leave or be ter-
minated. Their resistance had backfired and they 
wanted to get even by calling in the union.  

The CEO knew he had little time to act, as the union 
vote was only several weeks away. He had to act deci-
sively to win back his representatives. In a scene remi-
niscent of the French Revolution, heads would roll.  

Whack! Management fired Robert.  
Whack! Two supervisors with “notorious” reputa-

tions were fired.  



Top Of The Fifth 
 
 

87 

Whack! No more sales quotas were required for this 
group.  

Whack! An immediate one-dollar per hour raise for 
everyone.  

Whack! The Team Improvement Program was 
eliminated and new trainers would be hired from the 
existing group of representatives.  

The CEO handpicked a manager who would report 
directly to him. There were no repercussions for the 
representatives who wanted the union and those who 
were terminated were offered their job again. 

The union vote lost by less than ten votes. The com-
pany prevailed and “dodged the proverbial bullet.” Sac-
rifices and a large amount of money were spent to cor-
rect the course of the organization to make everything 
right again. A new manager, Carolyn, was selected 
from a lengthy search that took almost eight months. 
Carolyn, whose personality was the opposite of Rob-
erts, reported directly to the CEO. No sales quotas were 
required and people “from the ranks” were promoted 
into management and training jobs. 

The call center has since gone over many months 
with no further incidences or talk of a union. It is no 
longer the “crown jewel” of the company. Other centers 
have surpassed its value to the company. Carolyn is 
Milquetoast and people have no opinion as to her value. 
The company may look at the center in the future and 
question its continued operation. 

Robert relocated and took another job as a service 
center manager. He still feels betrayed by his old com-
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pany; he was just following orders. When he needed 
upper management to support him, they terminated 
him. As a result, he had to take a pay cut, uproot his 
family to a new location, and lost money on the sale of 
his original house. It was a bitter experience. 

 
COACH’S CHALKBOARD 

A leader does not choose followers. Followers 
choose leaders based on the mutual respect and accep-
tance of the leader’s mission and vision. This was the 
crux of the problem with Robert and his ultimate fail-
ure. The “trickle down” chain of command met with 
resistance from the workforce because they didn’t ac-
cept the mission or want Robert’s vision. Robert as-
sumed people were on his team because they worked in 
the environment. Taking the need to reach new sales 
goals to the frontline representatives would have poten-
tially yielded a productive outcome. This is the organ-
izational mistake made by “Roberts” everywhere. It is 
necessary to treat your employees as though they were 
your customers. 

Robert failed to meet with people at every level. The 
group never betrayed him; they just didn’t see sales as 
their mission. Since Robert never received the group’s 
approval, hard-line tactics only created more distance. 
Robert sacrificed his job because he failed to be a 
leader. 

Did Robert deserve his fate? His vision of success 
was at the expense of others. His motivation was driven 
by personal recognition and the potential that others in 
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the organization would be envious of his success. This 
is not leadership and the workforce will reject this kind 
of leader. 

In any given sport season, you will read about man-
agers or coaches who are fired. The primary reason 
given is that the person lost his or her effectiveness in 
communicating with the team (players learning of 
coaching decisions through the media, for example). 
Hence, the team fails to respond and underachieves 
against opponents. As a fan, won’t you agree that man-
agers deserve their fate when the team is losing? 
Robert’s upper management had to terminate him in 
order to restore the confidence of the workforce. 

Recently, the Pittsburgh Pirates fired their general 
manager following nine straight losing seasons and the 
team is now well on their way to a tenth losing season. 
In his press conference, the general manager stated that 
the club would not likely find anyone who worked as 
hard and put in as much time as he did over the past 
nine years. Just like Robert, this person missed the 
point: It is not about time or instilling a sense of ur-
gency. It is about achieving quality outcomes using a 
plan and leadership.  

 
What will you do if faced with similar circum-

stances? 
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List several ideas about how you would get accep-
tance for a new idea or campaign?  

 
 
 
 
What would be your plan? List some of your key 

thoughts: 
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A medical surgical laser uses light to cut or vaporize 

human tissue. Unlike Dr. Evil who planned to use a la-
ser to destroy Washington, D.C., in a recent movie 
comedy, medical lasers are precise instruments using 
minimal light focal lengths for effectiveness. Lasers are 
such a fine-tuned point of light that “lasers are to light 
as music is to noise.” 

Laser light begins in a tube activated by an electrical 
pulse. The pulse reacts with a gas or inert material 
(crystals) to create a population of photons. At each end 
of the tube, a mirror reflects the bouncing photons back 
and forth until a beam of light is formed. The beam in-
tensity is a result of the synergy of wave-like patterns 
building on each other, creating a powerful medical or 
industrial tool. 

The beam of light is then passed through a series of 
mirrors that maintain the intensity and small diameter 
(measured in microns). In medicine, the beam is fo-
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cused on the tissue and activated and then the light pro-
ceeds to cut, vaporize, coagulate, or be absorbed (kill-
ing unwanted tissue cells over time). If the beam is 
aimed at a surface several feet away, it loses its power 
because the beam begins to divert again. 

You can compare laser light to people in work envi-
ronments. Light begins as scattered, multi-directional 
harmless beams. The mirrors in the laser tube stimulate 
and amplify the light waves to create a powerful in-
strument. Light is created when an electron releases a 
photon as it returns to its original orbit around the nu-
cleus. Everything dynamic will seek to return to its rest-
ing state. 

In work environments, it is easy to have people not 
focused. Employees worry about software, continuing 
education, their families, irate callers, and so on. Man-
agers need to keep the workforce focused on the cus-
tomer’s needs (just like the laser’s mirrors). Also, if the 
workforce is stimulated and produces energy, eventu-
ally that momentum will relax and seek to return to a 
less dynamic environment. Energy has been released; 
therefore, the key is what did management do to make 
progress during this time frame? Understand that this 
relaxation is natural and necessary before the next surge 
can occur. 

While technology struggles to be more consumer 
friendly, customer service centers have become the 
education center in addition to service issues. To build 
customer loyalty, companies are turning to their service 
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employees. If the telephones were as complicated to use 
as computers, people would still be using Morse code. 

Customers are not spending time in a service queue 
for a simple answer. Customer’s questions revolve 
around the information they need the most: 

 
1. More education to maximize product use, 
2. Innovative ways to broaden product use and, 
3. Why the product is not working to their expecta-

tions. 
 
It is employee availability, a live voice in a high-tech 

world that makes the difference to a customer. People 
answering phones are the company’s most important 
resource and will generate greater profits. Retention of 
talented employees is so important that in some compa-
nies managers are sent to training programs to learn 
how to increase retention. 

Consultant is an appropriate term as these phone 
agents are educating, advising, and troubleshooting. 
Customer loyalty is built by how well they learn multi-
ple uses for the product and the ultimate value it offers. 
Many companies, including car manufacturers, are in-
cluding videotapes to help the customer learn efficient 
and safe product use. Videotapes cannot beat the live 
voice of a consultant, even if it is over a phone line. 
Top-shelf companies put their best people in these 
front-line situations. 

Top-shelf companies realize customer service center 
positions are a career opportunity and not simply entry-
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level. To educate a customer over the phone takes a 
special set of skills like visualization, clear diction, ap-
propriate speed of instruction, and listening for under-
standing. Less talented service consultants read from an 
instruction sheet without a clue as to how their message 
is received. Less talented consultants fail to see the im-
portance of having the consumer product in their home 
so they can sense what the customer is saying. 

Layering the customer service center can help de-
velop the quality outcomes a manager is seeking. Ini-
tially, mentors are the best people to work with new 
employees. As the first group graduates, some mentors 
take over as coaches. Some of the best new employees 
are elevated to training as a mentor and the process con-
tinues until the center is fully supported. Having em-
ployees involved in the education process is the surest 
way to help them understand what needs to be learned. 

Another approach is to create teams that will address 
service components. A team may include a coach 
and/or mentor, a person skilled in educating over the 
phone, a software expert, an order-entry person, and an 
informational resource person. The team takes calls and 
the call is directed to the person best suited to a quality 
outcome with respect to the caller’s problem. 

Forward thinking will move companies from con-
structing facilities for customer service centers to con-
tracting with people to work from their homes. In addi-
tion to the savings from not having to maintain a build-
ing, companies will save money by having less man-
agement and benefit issues such as sick time, vacation 
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time, day care centers, or parking problems. They will 
also use locally based representatives that will save on 
the toll-free number expenses. The Internet and virtual 
private networks will enable millions of people to work 
from their home office. This decentralization move is 
the critical point behind hiring leadership instead of 
management. 

 
THE FUTURE ACCORDING  
to the BUREAU of LABOR STATISTICS 

If the Bureau of Labor Statistics is accurate for the 
period through 2008, customer service centers will be 
inundated with people seeking training for appropriate 
skills in the new workplace. Some of the key points 
made by a variety of research documents include: 

 
1. A 14 percent growth in employment through 2008 
2. Over 50 percent of the growth will be the result of 

current workers retiring or transferring to other oc-
cupations 

3. The need for workers in service related organiza-
tions is expected to increase much faster than the 
average growth across all industries 

4. Short-term, on-the-job training will be the norm for 
60 percent of the occupations with the largest nu-
merical growth 

5. Women in the workplace will reach 48 percent satu-
ration by 2008; additionally, nearly half of this 
group will be forty-five years or older. 
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6. Nearly half of the available workforce will only 
have a high school diploma and more than one-third 
will lack the reading, writing, and math skills 
needed for the workplace. Further, with respect to 
educational attainment, high school graduates are 
twice as likely to be unemployed as compared to the 
same age group with a bachelor’s degree. 

7. Finally, the workplace is becoming more complex. 
From 1996 to 1998, the American Management As-
sociation reported that the failure rate of reading 
and math skills increased from 19 percent to 36 per-
cent. The report attributed the failures to more com-
plex job skills instead of schools’ failure to teach 
the necessary skills. 

 
For further reading, use the following links: 
http://stats.bls.gov/ocohome.html (Occupational  

Outlook Handbook) 
http://stats.bls.gov/pub/ooq/ooqhome.htm  

(Occupational Outlook Quarterly) 
 
http://stats.bls.gov (employment, occupation and  

related information) 
www.ajb.dni.us (America’s Job Bank) 
www.acinet.org (America’s career infonet) 
www.alx.org (America’s Learning Exchange) 
www.bls.gov/opub/mlr/mlrhome.htm (Monthly Labor  

Review) 
www.amanet.org/research (American Management  
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Association survey info regarding basic reading 
skills) 

www.nelc.org (National Employer Leadership Council) 
http://stats.bls.gov/cghome.htm (Career Guide to  

Industries) 
http://stats.bls.gov/oes/msa/oessrch1.htm (Occupational 
  Employment Statistics, earnings data) 
http://stats.bls.gov/compub.htm (National  

Compensation Survey) 
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Many companies claim they have a learning organi-

zation because they do orientation, training, and offer 
on-going seminars or classes. A learning organization is 
more than classes and instructors. It is an environment 
where learning occurs spontaneously from every em-
ployee level. A learning environment flows with ideas 
that solve organizational needs from a variety of direc-
tions. Several teams may be working on the same prob-
lem from different angles. At the same time, other 
teams are wrestling with other needs. If a roadblock is 
encountered, the teams move in different directions, 
perhaps tackling new problems, but there is always en-
ergy from learning. The teams do not shut down be-
cause of political roadblocks. Leadership addresses the 
issue of company politics. The teams gain strength from 
the fact they are trusted. The workplace is dynamic, 
filled with creative energy, and has little resemblance to 
the traditional linear (step-by-step) approach to learning 
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found in many companies. Teams find ways to “leap-
frog” to solutions and are proactive, like a surfer riding 
the crest of a wave. 

In a learning environment, the boundaries are con-
stantly shifting but the goal is always in sight. The 
manager as a catalyst keeps the workplace focused and 
provides insight to the company direction. He or she is 
the communication arm of the learning group and keeps 
upper management excited about potential outcomes. 

The company’s mission helps provide focus in a dy-
namic workplace that always has a touch of chaos. The 
mission is the goal line and is definable regardless of 
the surrounding milieu. The workplace vision provides 
motivation to the group as they work to create quality 
outcomes. A workplace without a mission and vision is 
like music is to noise. 

A learning environment maximizes communication, 
interaction, participation, shared information, and re-
sources at all levels. The idea of the “silo hierarchy” 
with its turf mentality is lost in a learning organization. 
Creative employees busy popping corks don’t have 
much time to play corporate games. A learning envi-
ronment creates excellence and winning attitudes be-
cause it is not designed to create winners and losers. 
Talented people have no time for losing and are not in-
terested in competitions where losers are created. They 
don’t want to see their coworkers and friends labeled as 
“losers.” 

A learning environment is fun. A learning environ-
ment will attract additional talented people. Opportuni-
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ties will draw talented people to the company. Leader-
ship is practiced and those who want to be leaders come 
to be mentored. This explains why sports camps are so 
popular. If the camp has recognizable coaching names, 
the waiting list creates a name backlog that may take 
years to fulfill. 

A learning environment embraces failed attempts as 
part of the learning process. Excellence is the retention 
of working ideas. This commitment to an experimental 
approach leads to innovation and greater success. It also 
speeds up the process to make the workplace more re-
sponsive to the customer’s needs. 

 
Minimize the Peter Principle 

Some people learn at an early age that cigarette 
smoking can be pleasurable. As they grow older, the 
pleasure becomes an addiction and quitting is impossi-
ble. People believe the “bad” things that happen to peo-
ple who smoke will happen to someone else. Smokers 
believe the research is slanted to get them to stop and 
everybody dies of something anyway. Rationalization 
of facts and justification of continuing with a habit or 
thought pattern is known as “cognitive dissonance.” 

People use cognitive dissonance for a variety of rea-
sons to justify their actions. Lottery players believe they 
can beat the odds and win substantial amounts of 
money. People will buy additional accessories for an 
expensive automobile because of cognitive dissonance. 
Managers believe they should be promoted and they 
can do the job because of cognitive dissonance. People 
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will justify any action they believe is right. This is hu-
man nature and this is why the Peter Principle exists. 

The idea that the only way to be successful is to 
climb the corporate ladder has led to the Peter Principle. 
Traditional company models are structured like pyra-
mids, with the highest salaries near the top. The battle-
ground is in the middle where managers and talented 
employees vie for the allotment of dollars in that organ-
izational sector. If the company’s mindset is that man-
agers will always make more than the frontline consult-
ant, the potential of retaining key consultants will be 
minimal. This causes people to seek promotions even 
when they lack the talent to be successful at a new 
level. 

Promotions usually occur because somebody was 
strong at something. If it is sales, they become middle 
management in sales. If it is service, they become mid-
dle management in service. It is ironic that when a per-
son is initially hired, orientation and training follow, yet 
when a person is promoted, training does not seem to 
be part of the package. This system implies that manag-
ing is intuitive, a skill that might be acquired after only 
several weeks of experience. As a result of poor transi-
tional strategy, talented people become frustrated in 
their new role because it is poorly defined and sup-
ported. 

Promotions can cost the company and the work envi-
ronment in several ways. First, the aforementioned Pe-
ter Principle will lead to a person losing or leaving their 
job. Second, the promotion removes talented individu-
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als from contact with the customer. This is so critical to 
the companies’ future and appropriate replacement 
people are difficult to find. 

Third, the leadership and resources the person pro-
vided to coworkers may be minimized because of their 
new job role. Fourth, conflicts can arise between the 
promoted individual and the manager if the manager is 
a positional leader. Open hostility will create “sides” 
and demoralize the workforce. Fifth, promoting quality 
people leaves openings and less-qualified people taking 
calls. This will require more hiring, more training 
classes, and less chance for return on investment (fi-
nancial loss for the company). 

And sixth, if scheduling is arranged by seniority, 
promoting the best people will leave openings for poor 
performers to begin interacting with customers at the 
most critical timeframes of the day. Once again, promo-
tion because of past performance and the individual’s 
need for more compensation creates an ill fit and the 
company and the person both lose. 

The alternative is to compensate people for their 
value, not their position. Next, develop career paths 
within the workplace that will allow talented people to 
continue to be challenged. Mentor, coaching, and crea-
tive positions such as group consultant keep the person 
in contact with customers by interacting with several 
consultants. The idea that people burn out is a myth; 
rather, boredom and lack of recognition that drive dis-
content employees away. Creative environments can 
keep people energized. 
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Govern the Individual Instead of the Group 
Positional leaders fixate on rules and apply them to 

the whole group. This person will experience less and 
less success with the current job market. Successful 
coaches and managers in sports treat star athletes dif-
ferent than the rest of the team. It is hard to replace a 
star performer. Consequently, that person is given more 
latitude. If an athlete fails to keep him or herself ready 
for competition, he or she is no longer a star and they 
lose their status. A faded star becomes expendable. 

A recent movie about Howard Stern (Private Parts) 
illustrates the point of star power. Regardless if the 
movie is fact or fiction, the movie’s media executives 
scorn and censor the main character because he had no 
audience for his show (i.e. no profit). Once Stern devel-
oped a persona that attracted an audience, he had crea-
tive control. Stern would do outrageous stunts that were 
in “poor taste.” This made corporate executives nerv-
ous, but he made lots of money for his company and he 
was a star. Management treated him differently from 
other radio personalities. As the audience tires of his 
program, he will lose star status and will be forced to 
follow the rules like everyone else or leave. 

Companies are in business to make a profit (yes, 
even non-profits want to make a profit). Highly talented 
people, “star athletes,” will make you money. A middle 
management, positional leader is expendable. He or she 
does not make the company money. That person is go-
ing to micromanage your star performers right out the 
door. To add more insult, before the star performer 
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leaves, they will passively resist the manager and create 
discord among the employees. Star performers need 
quality leadership to maintain their output. 

To define quality leadership, include caring about 
the person. A quality leader is concerned foremost 
about the other person. The success of a leader is a re-
sult of the success of the people being led. The success-
ful leader provides vision, a navigational plan, and al-
lows the star performers a chance to excel. Sitting with 
each person and mapping a series of objectives, both 
people know when success is achieved or when the 
course needs to be altered. 

Successful leaders are great communicators. They 
deliver bad news and take the brunt of complaints. They 
meet with people to discuss an action plan and seek 
their input. Communicators do not rely on third party 
people. Communicators make sure they share knowl-
edge. 

Quality leaders are unassuming and humble. Yet 
each quality leader leaves behind a legacy that is im-
possible for someone else to maintain. Who were the 
people that replaced Winston Churchill, Bear Bryant, 
Mother Theresa, or Colin Powell? How hard will it be 
to replace Jack Welch, Reverend Billy Graham, or Nel-
son Mandela? These individuals exemplify leadership 
and their legacies are enormous. 

 
THE FABLE OF OL’ RED 

Ol’ Red was a fabulous egg-laying producer. The 
hen easily outdistanced the other hens in productivity. 
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Ol’ Red loved her job and took great pride in her ap-
pearance and attitude. She was a model hen. 

The other hens always started very productive, but 
would soon lose their enthusiasm as they aged. The rea-
son: the Old Man terminated the hens after several pro-
ductive years no matter how productive they were. 
Needless to say, the hens counted their days and even-
tually they were gone. 

Ol’ Red was getting close to that date. The hens 
would whisper reminders and encourage her to take it 
easy and enjoy the time she had left. But Ol’ Red 
pressed on with an attitude that never waned, setting 
new records. 

The barnyard was not quite sure about the exact date 
or details, but during the week Ol’ Red was to be termi-
nated, the Old Man told Ol’ Red that she would be 
spared if she coached the other hens to be more produc-
tive. The Old Man appreciated her effort and he thought 
that this opportunity would be a good way to say 
“thanks.” 

Ol’ Red was flattered. She had accepted her fate but 
was determined to do her best and leave a legacy of ac-
complishment. Ol’ Red went to work coaching the 
other hens on how to increase production. Diet, exer-
cise, rest, and an attitude adjustment were the first fun-
damentals she addressed. 

As productivity increased, more hens were spared. 
The fear that gripped the barnyard slowly disappeared. 
The next few months were euphoric with a level of pro-
ductivity that was unparalleled in the industry.  



Top Of The Seventh 
 
 

107 

One day, the Old Man came to the barnyard, picked 
up Ol’ Red and left. The barnyard’s enthusiasm went 
down like the Titanic. All that productivity and it didn’t 
seem to matter; all hens are eventually terminated. The 
fear that had been contained and disappeared was now 
back stronger than ever. 

As the hens sulked around the barnyard, a news up-
date was broadcast. Ol’ Red was now in charge of a 
new barnyard across the other side of the farm. It was 
bigger and had three times more hens. Because of the 
outstanding productivity, the Old Man had enough re-
sources for expansion and he rewarded Ol’ Red with a 
fabulous promotion. 

Lil’ Blue was promoted to handle the coaching 
chores of the old barnyard. Her job was easy, as several 
dozen hens could have been named coach. The hens 
went back to the business of building an empire, stead-
ily increasing productivity. 

Production over the two barnyards was so great that 
the Old Man gained enormous wealth. All of his hens 
lived long and fulfilling lives. Termination was a thing 
of the past and a scary story told to the chicks. Many of 
the hens retired with full benefits afforded by the barn-
yard. 

Ol’ Red eventually retired and later died peacefully 
in her sleep. She gave the barnyard a legacy of produc-
tivity, positive attitude, and a legion of leaders that car-
ried on for generations. 
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Legacy 
Companies seek leadership at the top that can lead to 

a legacy. Leadership can be everywhere if the climate 
encourages growth. If employees embrace the vision, 
they will seek excellence and quality outcomes. In a 
customer service center, each consultant is like an en-
trepreneur. He or she will adopt a leadership position if 
they know what the plan seeks to achieve. They will 
treat each customer as though it was their company. 

It is impossible to find one person to be a primary 
leader. This “John Wayne” persona is too hard to de-
velop with the enormous complexity of today’s work-
place and job market. Having a leadership throng pro-
vides unlimited expertise and potential solutions. 
 
COACH’S CHALKBOARD 
Developing Your Players 

If you are an owner of a major league team and have 
designs to win championships, you build through your 
minor league system. You hire coaches who teach fun-
damentals and will be patient with future superstars as 
they make mistakes. The coaches cultivate a learning 
environment that features open communication and 
constant knowledge and skills improvement. 

Coaches realize that every player in the minor 
leagues cannot make it to the big leagues, but they con-
tinue to teach and inspire. Even if the player must give 
up on their dream to become a big league ball player, 
they still need to develop a work ethic that can support 
them in the future. Coaches build from within, each 
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year promoting those players displaying the talent and 
leadership necessary to take the next step.  

Companies spend a great deal of money and time re-
cruiting upper level management people for their com-
pany, searching for someone who can bring the neces-
sary experiences and leadership to take the organization 
to the next level.  

What about middle management positions? If a 
company takes the time necessary to cultivate a learn-
ing environment and identifies potential leaders, would 
you agree that the return to the company is greater than 
taking a chance on an unknown recruit? Consider this: 
would you rather place your company’s future with 
someone who has been with the company for a period 
of years and has roots in the community, or someone 
passing through?  

Just as baseball prepares for the future through its 
player development, so too can your company. Give 
people a chance to learn new knowledge and skills to 
complement the talent he or she brings to the work-
place. Provide coaches to help people learn from his or 
her mistakes and build a repertoire of experiences valu-
able to your company.  

As a sidebar, naysayers will point to the New York 
Yankees as the current champions of baseball and sug-
gest its ownership “bought” the World Series titles. 
Naysayers will scoff at the idea of building through the 
minor leagues. They will say that money buys 
championships and companies should go out and buy 
what they need. But, consider the reversal of fortunes 
experienced by the Oakland Athletics, Chicago White 
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enced by the Oakland Athletics, Chicago White Sox, 
Cincinnati Reds, Florida Marlins, San Francisco Giants 
and, yes, the competitive teams from Pittsburgh, De-
troit, and Anaheim. 

Also consider the following two stories: 
In 1972, Commissioner Bowie Kuhn and several 

owners declared baseball to be dead, killed by free 
agency. Owners and fans still echo those sentiments 
nearly thirty years later in the wake of mega-contracts. 
Yet, baseball thrives as evidenced by the construction 
of new stadiums and attendance throughout the season. 
Why? The minor leagues continually supply new super-
stars to capture the fans’ imagination and adoration. All 
the current superstars are the products of minor league 
instruction and nurturing. 

Second, through the Ruth, DiMaggio, and Mantle 
eras, the New York Yankees appeared invincible, hav-
ing the best talent of each decade. Then came a dry 
spell of fifteen years where the Yankees were defeated 
in their division. Championships in 1977 and 1978 
seemed to herald the return to glory, yet the current run 
did not start again for over a decade. Eventually, the 
cycle will begin again and Yankee fans will have to 
wait for the next round of superstars to surface. Com-
panies cannot afford such drastic swings between highs 
and lows. They need to maintain a consistency through 
time in order to stay competitive. Developing employ-
ees through the “minor leagues” creates the depth nec-
essary for long-term relationships with customers. 
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COACH’S CHALKBOARD 
Web Sites that Promote Leadership 
 
www.eep.com (Executive Excellence Publishing) 
www.leader-values.com 
www.lead-edge.com 
www.changedynamic.com/index.html 
www.leadingconcepts.com/homepage.htm 
www.srg.co.uk/ 
www.roberts-institute.com/home.html 
www.dynamicleadership.com 
www.leadership-dynamics.com 
www.ccl.org (Center for Creative Leadership) 
www.lmisf.com (LMI San Francisco) 
www.enleadership.com 
http://leadershipmanagement.com 
www.leadershipiq.com/testlead.html 
www.leadership_development.com/ 
www.leadershipcatalyst.org 
www.trans-act.com/forms/leadership.htm 
http://advanced-leadership.com/training.html 
www.leadership.org.uk/index.html 
www.leadership-online.com 
www.theartofleadership.com 
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COACH’S CHALKBOARD 
When a person trains a puppy, it is important never 

to make the dog feel as though it lost when playing a 
game. To earn the puppy’s respect, the trainer ends the 
game and rewards the dog for its behavior. The owner 
offers praise and physical contact (a hug or handshake) 
to reinforce the idea that the important part of the game 
is not winners or losers, but the activity. 

This concept of creating a win-win scenario is the 
failure of the pro-sports metaphor. Pro sports are about 
winning and creating losers. Fortunately, pro sports do 
not practice a consumptive attitude about winning; at 
least the losers do earn a salary. 

Amateur athletics is about sportsmanship and play-
ing for the admiration and respect of sports. It is about 
the men and women participating in 10K running 
events, triathlons, and softball or volleyball leagues. 
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Over time, no one remembers the specifics of winning 
or losing; they just remember that it was fun. 

Work is like amateur athletics. Employees attempt to 
be winners and contribute to the company’s success. 
Managers who practice strong leadership, caring, and 
respect help make the employees feel like winners. 
Employees like the feeling of responsibility, making 
contributions, and having fun. Over time, no one can 
remember exactly what happened during a given day of 
the workweek. But, they will only remember the day 
the boss made them feel like a loser. 
 
An American Company 

An American Company hired Jim as its latest person 
with star potential. Jim came to the company with out-
standing credentials and the company immediately 
named him general manager for its growing customer 
service center. 

Jim used his strengths in computer science and te-
lephony to gain the confidence and respect of those 
around him. Jim was a good fit in the company’s plans 
because of his technical background. It was an addi-
tional plus that people liked him and he seemed to fit 
comfortably in a variety of social settings. 

The building process began and Jim started adding 
staff. He needed three components for his budding de-
partment so he hired from within as well as from the 
outside. With the core people in place, it was time to 
start servicing. 
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As with many managers seen as rising stars, Jim 
asked to be involved with different committees. Over 
the next months, he moved from a silent observer to an 
effective contributor. 

Jim networked successfully and carefully cultivated 
his service staff. However, because the company 
thought it needed more customer service expertise, it 
hired Rachel as its vice-president for customer service 
center operations. Management asked Jim to report di-
rectly to her and use his technical expertise and experi-
ence to guide her through the operational processes. 
Unfortunately, Rachel’s hiring moved Jim down one 
notch on the chain of command and eliminated his 
presence on several committees. 

Rachel had no experience in communications, but 
had a strong background in customer service center 
management and operations. From the first meeting, 
Rachel and Jim collided. Jim’s drive to the top had been 
derailed, but more importantly, he could not control 
“his” customer service center. Plus, Rachel had no ex-
perience in his field of expertise. Jim got some strong 
needling from his buddies about having to report to a 
woman and she knew very little about telecommunica-
tions. Rachel also resented Jim because of his reactions 
to her over the first several days, plus the fact he was 
withholding information. 

Jim would talk at length to his peers about Rachel’s 
lack of experience and “flighty” ways. Rachel was a 
person who attacked problems differently and saw 
“gray” areas while Jim saw things as “black or white.” 
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The level of cynicism and distrust continued to grow 
between them. 

Rachel had more to do than just deal with Jim. She 
needed to travel to the other customer service centers 
and discuss their plans. She enjoyed these trips because 
the other managers were more receptive. She appointed 
a person to stay at the corporate level to be her commu-
nication link while she was on the road. Jim would 
seize these opportunities to schedule meetings with up-
per management in which he emphasized Rachel’s 
behavior and lack of knowledge. 

Rachel did have an abrasive side because of her im-
patience to prove her worth to the company. Being an 
“outsider” kept her in a defensive posture. It also an-
gered her when she heard about Jim’s meetings with 
upper management while she was out of town. She was 
sinking fast. 

Rachel decided to take her ideas directly to the rep-
resentatives. This would allow her to influence more 
people and achieve results with her service philosophy. 
Rachel started meeting with the staff. Jim often called 
subsequent meetings in which he contradicted what Ra-
chel had proposed. The workforce was now splitting 
into two camps. The first supported Rachel because she 
had new ideas and carried a higher rank. The other 
group supported Jim because they knew he had greater 
political clout and could eventually win. 

Jim was quick to recognize his camp of followers. 
He designed new job titles and pay increases for his 
loyal followers. Rachel never countered because she 
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never measured the impact of the continuous undermin-
ing. Rachel had a creative mind, but lacked political 
savvy. 

Rachel was terminated at year’s end. She was given 
a substantial separation package to get her by until she 
found another job. Jim was given carte blanche to run 
the organization the way he wanted. Jim was also given 
a significant raise, direct access to upper management, 
and an invitation to attend as many committees as he 
wanted. 

Jim was never going to be a “victim” to an outsider 
again. He surrounded himself with loyal followers that 
never challenged his decisions. He had “fall guys” to 
take the blame when situations did not match upper 
management’s expectations. He worked to create com-
plicated routines he knew would intimidate anyone 
“looking over his shoulder.” Whenever questioned 
about his decisions or programs, Jim developed an 
elaborate techno-speak language that caused others to 
not ask additional questions. Jim’s star was rising again, 
at least from his perspective. 

The quantitative results spoke volumes. Turnover hit 
a staggering percentage. Call volume increased, but so 
did wait time and call abandonment. Sales, now part of 
the service center, per day per person were lower in 
spite of a financial incentive system. The representa-
tives seemed not to care anymore. 

Many representatives passively resisted Jim’s plan. It 
had little to do with Rachel or the company. They re-
sented the fact that Jim had become too fixated on the 
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concept of winners and losers. At first it seemed like a 
harmless series of games designed to spark enthusiasm. 
As time went on, it became clearer that part of the fall-
out from the struggle between Rachel and Jim was a 
loss of camaraderie. “All for one and none for all,” was 
the twist on the familiar rallying cry. 

Jim’s plan was reminiscent of the dialog spoken by 
actor Alec Baldwin in Glengarry Glen Ross: “First 
place sales gets a Cadillac, second place gets steak 
knives and third place, well there is no third place.” The 
representatives got tired of seeing their friends humili-
ated because they were in “third place.” They were feel-
ing defeated with no support. 

Jim remains as the general manager. Jim is a politi-
cal machine and is firmly entrenched. The quest for a 
new vice-president for the customer service centers has 
yielded no new person willing to walk into such a situa-
tion. 

Jim lost the respect of the people he needed to help 
him be successful. The best people left and those re-
maining were afraid to express their opinion. The 
incentive program fails to reward much of the 
workforce in any given month. 

Jim is as much a victim as the people he manages. 
He didn’t start his career with this mentality. He learned 
this behavior through his political maneuverings. Jim’s 
winner and loser mentality began with Rachel’s hiring. 
When Jim found politics could advance his position, he 
used the winners and losers mentality to strengthen his 
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position. Having a loyal following is part of the politi-
cal process. 

 
The Top Ten List of the Companies  
that Support Winners and…Winners  

#10 It is a company that seeks excellence without a 
chain of command mentality.  

#9 It has downplayed personal domains and does 
not have turf issues. 

#8 It consists of two-way communications and 
ideas that flow in every direction. 

#7 It has decision-making that attempts to involve 
everyone. 

#6 It supports a team concept and never pits people 
against each other.  

#5 It has a greater concern for employees’ welfare 
while still meeting customer’s needs. 

#4  It is always truthful when selling or servicing 
products. 

#3 Its employees are offered pay and incentives 
based on his or her contributions to defined outcomes.  

#2 Its process of customer care is based on the rep-
resentative’s decision based on the collected facts in-
stead of rules and procedures. 

And number ONE: 
Everyone understands the mission and vision, and 

everyone contributes to quality outcomes. 
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Pyramids 
In traditional companies, the closer a person is to the 

top point of the pyramid, the higher the income. This 
position also corresponds with more responsibility and 
political influence. The higher position in the pyramid 
is also related to office space, privacy, and additional 
company perks. The inverse relationship is the higher 
the location in the pyramid, the lower the time spent 
with customers. Perhaps this is the origin of the phrase 
“Ivory Tower,” denoting a mythical private space 
within the pyramid has little contact with the outside 
world. 

The pyramid shape should have something to do 
with employee value. The lower a person is situated, 
the less expendable he or she becomes. In construction 
parlance, the wide base is necessary for support; hence, 
companies would see this as their least disposable area. 
In customer service centers, the base is the point of con-
tact for the company’s customers. 

This is where the stars should reside. When talented 
people are allowed to leave, the company has the prob-
lem of sustaining growth on a crumbling foundation. 

Think of a car racing across a desert. Unlimited 
speed, open territory, a full tank of gas, and the stereo 
cranked to high; can you feel the rush? As the car goes 
on its journey, there are no fueling stations, only speed 
and momentum. But, the car is running out of gas and 
despite the fast start and the high speed, it will not make 
its destination across the desert. There weren’t any gas 
stations to keep the car going. 
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People are the fuel for companies. Only people can 
maintain substantial growth. If too few talented people 
are recruited and retained, the company will run out of 
fuel. Many positional leaders never realize this until it 
is too late. 

The company had great speed in heading toward its 
destination. It ran out of fuel because of the pyramid. 
The fuel is brainpower and it is the company’s greatest 
asset. Yet the greatest asset is buried on the bottom with 
little chance of affecting change because of the hierar-
chical structure of the pyramid. 

The pyramid needs to be reconfigured to look and 
act more like a globe. A globe is round and can be eas-
ily navigated because a person can travel in a variety of 
directions and still get to their destination. A globe can 
also spin and travel in an orbit at the same time, allow-
ing it to deal with change and chaos. A globe has a 
place for everyone. Another interesting feature about a 
globe is people in multiple locations are thinking about 
similar problems with potential solutions. Even though 
the people may not speak the same languages, have the 
same backgrounds, or report to a manager, they work 
passionately to achieve results. When completed, eve-
ryone embraces the answers all over the globe. And the 
globe just keeps spinning and orbiting, waiting for the 
next group to create the next solution. 

The industrial age may have created pyramid struc-
tures as a way of responding to the new efficiency of 
the assembly line. Today’s complex workplace has no 
relationship to an assembly line or a pyramid. 
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John C. Maxwell’s book, The 21 Irrefutable Laws of 
Leadership, has as its lead chapter, “The Law of the 
Lid.” Maxwell describes a situation in which managers 
select managers whom they view as less than equal to 
their perceived talent. For example, a leader who sees 
him or herself as a seven will most likely hire people 
who are a six or below. Jim’s selection of managers 
based on loyalty and not talent or leadership will be a 
problem. On the flip side, it is unlikely that a person 
who is greater than seven will want to work for Jim as 
he would offer little in their personal growth. The result 
is a company that will suffer from mediocre leadership. 

Professional sport franchises illustrate the “Law of 
the Lid” every year. Managers or coaches are fired and 
new leaders are hired with the thought they can elevate 
the leadership potential and help the team achieve its 
goal. Teams are looking for a nine or ten so the coach-
ing staff will be at least an eight. Even talented teams 
suffer when the leadership is lacking. Look at the dif-
ference between the Los Angeles Lakers in 1999 versus 
2000. It is the same team with a different coach, Phil 
Jackson. He was hired because he was a leader in the 
sport of basketball coaching. He can lead talented teams 
and keep them focused on the goal of winning champi-
onships. Perhaps, if Sparky Anderson’s theory is cor-
rect, Jackson would be a failure as a coach if not for 
Michael Jordan and the great Chicago Bulls teams of 
the 1980s. After two consecutive NBA championships 
Phil Jackson is the smartest coach in professional bas-
ketball. 



Top Of The Eighth 
 
 

123 

COACH’S CHALKBOARD 
Of the many reasons that may lead to Jim’s job loss, 

the Law of the Lid will stand out. Jim could have been 
a great mentor for Rachel. He had no reason to be hos-
tile; upper management had confidence in his ability 
and wanted him to take this role as mentor. His devel-
opment of Rachel would have been seen as the best ex-
ample of team player and he would have been a model 
for future star performers. 

Jim’s undermining of Rachel is reminiscent of the 
Watergate scandal of the 1970s. Nixon was going to be 
re-elected by a large margin of votes. Concern over the 
opposition was not justified and any action toward a 
clandestine operation yields little benefit and great risk. 
In hindsight, everyone now knows how stupid those 
decisions were and acknowledges that the risk was 
greater than the benefit. It cost Nixon his presidency. 

Jim was faced with the same choice: undermining 
Rachel or supporting transformation. Supporting her 
would have solidified his political position and pre-
vented the split camp. Both people become winners. 

The split camp will lead to a coup. The high turnover 
rate will not be tolerated. The workforce will grow 
weary of seeing their friends hurt. The managers will 
tire of being labeled as winners or losers. 

Jim will eventually move on to a new company. The 
remaining question is “how much damage has he 
caused?” 
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Strive to Instill Pride and Caring 
As stated in the Introduction, it is amazing how 

graduates from colleges and universities are brimming 
with pride and loyalty to their school years after 
graduation. They buy school shirts and lamps, attend 
campus functions, donate to the alumni fund, and en-
courage their children to attend the same school. Some 
people swear that if they get cut on the hand they would 
bleed the school colors! 

Colleges and universities go to great lengths to build 
pride and loyalty. Much of the graduate’s commitment 
comes from learning and obtaining a degree that leads 
to a job. It is also a result of quality educators that act as 
mentors for young people. Other factors include physi-
cal and social activities like sporting events, dances, 
and possibly meeting a future spouse. Memories are 
created, and even though the homework is hard and 
sometimes has no applicability to the future, the student 
remembers the positive. Attending school was magical 
for almost everyone. 

So where’s the magic in the workplace? Does it end 
because dress codes force people to become something 
different? Is it because people are no longer students 
and they are told to grow up (i.e. corporate culture)? 
Why do people shrug or answer in short sentences 
about their job (while the same question about school 
will elicit a dissertation)? Perhaps the answer to these 
questions is that these people no longer have an iden-
tity. 
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Managers need to handle human resources like they 
are precious metals. Every person represents an invest-
ment that can someday pay back dividends (hence the 
term, human resource). Yet, when people quit, they 
leave because of a manager, not the company. The new 
millennium manger may need to earn a bonus on his or 
her ability to retain people over the long term. Indeed, 
many customer service centers have set a goal of less 
than 10 percent turnover per year. 

Schools get students involved from the first day. 
They assign upper classman to guide freshmen through 
the first week and campus tours. Fraternities and sorori-
ties vie for new members; the athletic department looks 
for walk-ons to fill out their rosters. The school book-
store sells trinkets and other items giving freshman a 
sense of belonging. School functions include the dean, 
college presidents, and faculty members in an attempt 
to shorten the distance between the student and the col-
lege staff. 

Businesses can respond by having mentors and 
coaches; CEOs and administrative leadership meet peo-
ple one-on-one in company sponsored social settings 
and by distributing shirts, mugs, notebooks, and other 
paraphernalia build company identity. If a company is 
growing, it is important not to let the person feel unat-
tended. If a university with over fifty thousand students 
can figure out how to welcome people, why can’t a 
company with one thousand or ten thousand employ-
ees? Answer: it has to become a priority. 
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Once people sense they are the company’s priority, 
they will respond by assuming responsibility. A com-
pany that cultivates a family atmosphere of “working 
hard and playing hard” has to be certain the entire man-
agement team understands the objective. The manage-
ment team has to accept the philosophy is constant, not 
just at the company picnic. 

For a globe concept to develop, “freshman” employ-
ees are shown how to navigate to various managers or 
departments. Any manager, who states they are too 
busy to help someone be successful, is just too busy 
(i.e. they didn’t get the corporate message). Doors are 
open because the person in the doorway is a leader, a 
person whose brainpower will ignite the next round of 
growth. 

Will the new work environment be more chaotic, 
noisy, and harder to manage? Absolutely, because in-
novation is noisy. In many schools today state-of-the-
art computer labs are going underutilized. The main 
reason is computer learning allows students to acceler-
ate at their own pace. Having students all over the place 
in teaching modules is just too chaotic for most tradi-
tional classroom teachers. Plus students tend to be noisy 
when they are excited about learning (keyboards 
pounding, mice clicking, feet tapping the floor to 
imaginary music). The room is energized and it can in-
timidate. Instead, the lab is used for study hall, where 
the good kids can go and surf the net for an hour. 

The workplace will experience energy and positional 
managers will experience intimidation just as the out-
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of-touch teacher. Just as schools should not dismantle 
their computer labs because the right teacher doesn’t 
exist today, companies should abandon the thought that 
it is too hard to find a better way. The right teacher may 
be hired next year. The next number one company in 
may be yours. 

 
COACH’S CHALKBOARD 

When a company recruits, interviews, and hires a 
person, a contract agreement is made. The company, in 
an effort to meet its needs, wants employees to: 

 
• Work forty-hour weeks and/or a minimum of an 
eight-hour workday. 
• Practice promptness and adherence to schedules 
and avoid workplace disruptions. 
• Be committed to the workplace and provide the 
best results. 
• Offer due respect to appropriate people. 
• Provide the talents necessary to grasp the job and 
implement the tasks while exceeding the set stan-
dards. 
 

In return, the company provides an hourly wage, bene-
fits, training, and a safe work environment. This is the 
essence of the initial contract. 

The contract gets refined when the employee attends 
orientation and training. Company-wide orientation 
usually discusses benefit packages and company perks 
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and balances the good against what might get a person 
terminated (sexual harassment, stealing). 

Training then focuses on the products and support 
resources that each person is expected to learn. Even if 
all the training is not completed, an agreement between 
the instructor and student is reached as to what will be 
added in the future. The contract is now complete. The 
company’s perceptions and the employee’s perceptions 
about the contract contents need to be in synchroniza-
tion. 

Trouble and dissent begins when, in the employee’s 
eyes, the contract terms are violated. Employees are 
sensitive to fairness issues and whether proposed 
changes are going to be fair to them. The changes in 
question revolve around managerial decisions about 
how employees spend their time. Written laws or labor 
standards are not violated. It is the employee that feels 
violated. 

Managers, under pressure to build growth, some-
times forget business’ golden rule: employees are cus-
tomers too. If a manager adds this idea to his or her phi-
losophy inventory, changes will be made when unilat-
eral input and a negotiated agreement are made. 

Companies have the right and the need to change the 
way they do business. Usually, companies conduct fo-
cus groups to send up a test balloon for their proposed 
changes. If the test balloon passes the focus group mus-
ter, it is rolled out on a larger scale. Customers are noti-
fied and offered a chance to discontinue their relation-
ship with the company or accept the new terms. If the 



Top Of The Eighth 
 
 

129 

customer drops out within acceptable means, the com-
pany retains its new policy. Otherwise, the company 
may need to redesign its proposed changes. 

Top-shelf companies treat changes in the workplace 
in a similar manner. Meetings are held to discuss 
changes and solicit feedback. The feedback is reviewed 
and massaged into a new working model. A pilot group 
is formed and the objective and subjective evaluations 
are measured. If the proposed changes continue under 
scrutiny and are embraced by the pilot group, the new 
procedures are issued to everybody. 

This model works when trust exists between man-
agement and the workforce. The strategy is not an idea 
that appears to be a bone thrown to the dog once in 
awhile so management feels they solicited input. For 
employee focus and pilot groups to work, they must be 
part of the support network. 

Negotiations with the pilot group also need to be 
genuine. Writing new ideas, comments, and concerns 
that never appear again will shut down the process. 
Employees will spread the word that the process is bo-
gus. 

Companies and management always reserve the right 
to proceed ahead in the company’s best interest. Future 
conflicts will be minimized if the workforce believes 
the company in its leadership, mission, and vision. 
Even if employee input has to be placed on reserve for 
the immediate future, the workplace will be satisfied if 
they are told the reasons why. 
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The golden rule is simple and bears repeating: 
employees are customers too. In this economy, it is 
difficult to find talented employees. Retaining talented 
people is not only fiscally sound, it is also necessary for 
survival of the company. 



 

 

 
 
 
 
 
 
 
 
 

Top of the Ninth: 
Avoiding Burnout By Creating 

Balance In Your Life 
 
 
United States businesses lose billions of dollars 

every year in lost productivity as a result of employee 
fatigue. More importantly, a long-term study revealed 
that people who sleep less than six hours per night had 
a 70 percent higher death rate than those who slept 
seven to eight hours per night.  

The cause of fatigue is a product of lifestyle choices. 
People feel rushed so they drink high doses of caffeine, 
smoke cigarettes, eat on the run (usually high fat and 
high salt foods), consume too much alcohol, eliminate 
productive activities such as exercise or reading, and 
fail to deal with stress. If you add jobs that are seden-
tary, anxiety provoking, and constantly changing, you 
may begin feeling like an over-filled balloon.  
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Sleep 
The first part of your lifestyle plan is sleep and re-

laxation. Sleep and relaxation are not the same so tak-
ing a nap is not a form of relaxing. Relaxation includes 
reading, being entertained by some kind of media (mu-
sic, movies, TV, audio books), meditation, gardening, 
and even your daily walks can be a form of relaxation. 
Relaxation is not a daily event but multiple events daily. 

According to research at a leading university, lack of 
sleep leads to daytime drowsiness that produces de-
creased performance and reaction time. Sleep-deprived 
people actually experience short bursts of sleep where 
they will dose for seconds at a time without realizing 
what has happened.  

Sleep needs to be productive, allowing your body to 
reach deep sleep, or REM. To maintain productive 
sleep, develop routines that the body learns to expect. 
Go to bed around the same time and get up every day 
around the same time. To illustrate how important rou-
tines are, speak to someone who works rotating shifts. 
Their ability to function decreases with every rotation. 
Initially, the person appears to function great, but over 
time their performance deteriorates. It is important to 
teach your body when to shut down and when to get 
started.  

Studies indicate that people who do not practice 
sleep routines find themselves staying awake longer 
than they can afford and oversleeping the next day. 
Granted, you will have nights that you are not tired or 
will wake up too soon. Use this time for relaxation, 
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carefully picking activities that will allow you to return 
to sleep. Physical activities will stimulate your body 
and you will be more likely to be tired later in the day. 
Instead, try a warm bath or light reading in a comfort-
able chair. Even a short nap will allow you to refresh 
and feel more rested than a night of fitful sleep.  

Be careful not to make your bed your enemy. As 
strange as it may sound, many people who find them-
selves very tired go to bed and immediately wake up. 
Over time, they begin to treat the bed as an enemy, 
thinking that as soon as their head touches the pillow, 
they pop awake. If you do wake up, get out of bed and 
do something else. If you find your mind racing be-
cause the bedroom is quiet, create some productive 
noise like background music or nature sounds. Eventu-
ally, you can overcome this temporary bout of insom-
nia. 

Naps are productive, but usually not practical. Few 
companies in the United States encourage their em-
ployees to take a nap around mid-shift. Because com-
panies don’t condone napping as productive does not 
mean it should only be reserved for young children. As 
people grow older, their ability to sleep is compro-
mised; the best years for sleeping are between the ages 
of eleven and fourteen. Therefore, naps are a logical 
alternative to a full night of sleep. If you find yourself 
in a streak of poor productive sleep, attempt to schedule 
several nap times. A suggestion is to set aside twenty 
minutes, but take what you can get. 
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COACH’S CHALKBOARD 
What Is Sleep Apnea? 

Sleep apnea is a serious medical problem that can be 
life threatening. The term refers to a deprivation of 
oxygen during sleep. Sleep apnea is usually associated 
with snoring, or thick necks due to obesity, and affects 
both men and women. Typically, people with sleep ap-
nea feel tired and sleepy throughout the next day be-
cause they cannot achieve deep sleep.  

What usually happens when a person suffers with 
sleep apnea is the neck muscles relax, closing down the 
windpipe and creating an obstructed airway. This is 
more likely when the person has a large, fleshy neck, as 
the neck muscles are not able to support the additional 
weight, although weight is not always the problem. 
Snoring results when the soft tissues vibrate because of 
the air passing through a narrowing throat. Snorting or 
gasping when sleeping is a good indicator that the per-
son may need to see an ear, nose, and throat doctor to 
determine the extent of passageway closure. The next 
step may be to see a pulmonary doctor, who may pre-
scribe a sleep test where the person is monitored for at 
least one night. 

So why does the person feel sleepy even though he 
or she spent seven or eight hours in bed? As the person 
relaxes and reaches a deeper state of sleep, the body 
relaxes. The airway passage narrows, lowering the 
amount of oxygen to the body. The initial defense 
mechanism is the snort or gasp, which startles the per-
son to a more awakened state, and oxygen levels are 
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restored. If the snort doesn’t wake the person, the body 
will protect itself by tensing the muscles and awakening 
the person to a more conscious state thereby allowing 
more air through the passage. In either case, the person 
may be awakened by body defenses hundreds of times 
per night. Thus the person fails to reach deep sleep, and 
failure to have productive sleep leads to fatigue and 
sleepiness the next day. Over time, this deprivation of 
deep sleep creates a person who cannot concentrate and 
minimizes productivity. It also creates a dangerous po-
tential of sleepiness on the roadway or while perform-
ing high-risk work tasks (like working around electric-
ity). 

A sleep test will require the person to spend a night 
in a sleep lab. The person will be monitored for oxygen 
saturation throughout the night. Brain waves will be 
recorded to determine the stages of sleep and the 
amount of peaceful sleep. If the diagnosis is sleep ap-
nea, the alternatives may be behavioral changes such as 
losing weight and physical activity to strengthen the 
neck. A machine called the c-pap may also be used to 
fix the problem or a dental device can also be pre-
scribed. Surgical intervention may be offered to reshape 
the inside of the throat by a laser to allow for more air 
passage. Finally, counseling may be offered that may 
include sleep positioning such as keeping the head 
higher than the chest.  

For more information, visit the following Web sites. 
Seek medical help and discuss your options with a phy-
sician if you feel that you may have sleep apnea. He or 
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she will recommend a specialist to be sure to rule out 
other related problems such as asthma or allergies. 
www.webmd.com (use “sleep apnea” in search box; 
over 100 entries are available) 
www.webmd.com/content/article/1680.51516 (“Toss-
ing and Turning No More”) 
http://asda.org (American Academy of Sleep Medicine) 
www.journal.sleep.org 
www.drkoop.com (use “sleep apnea” in search) 
www.myprimetime.com (see sleep) 
www.mayoclinic.com (use “sleep apnea” in search) 
www.personalmd.com/index.html 
www.ibionet.com (use alphabetical index, “S”, and  
locate sleep disorders; provides online assessment 
forms) 
http://medlineplus.gov/ (a service of National  
Library of Medicine) 
 
Stress Reduction 

To begin making changes, think about stress and 
how stress controls your day. Many times, a person 
starts the day in a rush by ignoring the alarm clock and 
then trying to catch up over the next hour. Sleeping past 
the first alarm or having trouble rising because of fa-
tigue gets you off to a rough start. Stress creates a vi-
cious cycle of uneasy rest, the need for more rest, and 
the feeling that you are never fresh. 

And how does stress gain control over your life? It 
starts innocently enough when you take on added re-
sponsibilities like a job or raising children. This inno-
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cent start snowballs as more demands are made at work 
and at home. Then you feel like there should be more to 
life than just working or raising a family so you try to 
squeeze in a social life, thereby reducing free time on 
the weekends or evenings. Initially there seems to be a 
balance between work, home, and social life, but soon 
that balance is lost. 

Workplace demands don’t usually end at the close of 
the workday. Today, to have job success, it is necessary 
to take personal time to develop new skills and increase 
knowledge. Overtime work may be necessary to com-
plete time-related tasks or to compensate for downsized 
departments. Upper management seems unreasonable, 
which at times creates uneasiness and lack of focus. 
This leaves you wondering about your competency, 
thereby challenging your confidence. Companies may 
promote the workaholic, forcing others to rethink how 
much time they devote to their family. Any of these po-
tential scenarios affects your ability to manage stress 
and contributes to fatigue. 

Once the work issues are put aside, then the family 
issues start. Children need nurturing, educational needs 
have to be addressed, and shopping for food and clothes 
has to be scheduled. Clothes and the house need to be 
cleaned and either the grass needs to be cut or the snow 
needs to be plowed. There are always tasks to finish at 
home. The completion of these tasks may take you well 
into the evening hours leaving you exhausted and look-
ing at the clock to suddenly realize that it is midnight. 
Your time for exercise and relaxation has passed and 



The Journey From Manager to Leader 
 
 

138 

now you must quickly wind down, fall asleep, and re-
spond to the six o’clock alarm. You wake up, struggle 
to get out of bed, and immediately gather your wits so 
you can motivate the family to get going. 

So goes the workweek in today’s business world. 
The workweek may be any combination of days of the 
week and hours in a day. This schedule rotation is also 
a leading factor contributing to stress as people have a 
difficult time developing routines to help increase their 
efficiency at home and at play. 

As a result of work, family, and social life, the first 
challenge is to create balance. Managing stress is the 
first step to creating balance. Notice the word manage 
and not the words reducing or eliminating. Stress will 
always exist because it is a perception of reality that an 
individual records in their mind. Stressful situations be-
come reality when your mind makes it so.  

People panic when activities begin to pile up. Per-
haps because the person has no plan, which results in 
everything looking important. People who think 
through the day’s needs have a plan and know what 
task needs to be done first. The activities themselves 
did not create the stress; it was the person through his 
or her reaction to the activities.  

Perhaps this idea of perception sounds too simplistic 
to be believable. Consider this: unless you experienced 
a significant emotional event like a birth, death, birth-
day and so on, what happened to you last Tuesday? 
What happened to you last month on the 14th? Or, what 
happened to you last year on October 12th? You proba-
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bly cannot recall specific details, but there’s a good 
chance that on that particular day, there were several 
activities you deemed to be stressful. But, days, weeks, 
or months later, those activities are forgotten and you 
are dealing with a new set of activities that are causing 
you to react with stress. This is what is affectionately 
called “putting out fires.” Fires are ongoing daily bat-
tles that distract people from quality outcomes and re-
duce success, thereby increasing stress. 

And what about job-related activities that are stress-
ful? Is it a lack of talent, knowledge, or skill that cause 
the stress, or is it your perception of what is needed? If 
lack of talent is the problem, get out and find a job that 
requires your talent. If knowledge or skill is the prob-
lem, get training to reduce those deficiencies.  

If your job lacks direction or focus, your days will 
always be stressful. You don’t know what to expect; 
therefore, you go in too many directions with no sense 
of accomplishment. You may need to weigh the alterna-
tives and decide if your job is worth the stress you ex-
perience.  

As individuals we sometimes forget that companies 
do not revolve around us. Companies were established 
before we started and they will survive after we leave. 
Our job is to define our workplace role and create posi-
tive outcomes. You can choose to become politically 
active to reach for new positions, or you can choose to 
be successful in your current position because your tal-
ents are matched suitably to the tasks. Just as you 
choose to become emotionally involved with your job, 
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you can choose to be productive and a mentor. This is 
balance. Remember that it is not reality but your per-
ception of reality that manages stress.  

People and tasks can upset your stress management. 
You now accept that workdays can be poorly defined 
and wasteful. Therefore, work with your supervisor, 
manager or team members to plan activities in order of 
importance. Properly managed multiple tasks can be 
accomplished without creating uncontrolled stress. 

Next, how do you address home life and the stress 
created by the family? As with work, when there are 
multiple needs for the family, it is important to decide 
what to attack first. What needs to be done, when does 
it need done, and is there anyone else who can do the 
task? Many years ago there was a television character 
named Edith Bunker. Edith would dote over her hus-
band, Archie, and her family. Edith would literally run 
from room to room trying to meet the demands of the 
family. The other people were not handicapped. Edith 
never delegated any household chores to them and they 
were willing to be served at every turn.  

It doesn’t matter if you are male or female because 
today’s parent roles make it tough for everyone. The 
point is to keep your perspective on what is important 
and let other family members play a role in everyday 
household needs. 

In review, you are going to identify what you can 
control at work. If you cannot control it or it is not 
yours to control, let it go! Your manager or supervisor 
will encourage you to leave your personal problems at 
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home. You also need to leave your work problems at 
work.  

Next, sit down with your family and delegate work. 
Not only is it helpful to you, but it also helps develop 
necessary skills (like sewing and laundry) and respon-
sibilities (taking care of the dog for example) in your 
children. 

These changes will not occur overnight, but are a 
progression to a positive outcome. As a society, we all 
have access to many opportunities not afforded to peo-
ple in less developed countries. These opportunities can 
be a great source of stress if not managed properly.  

Another factor contributing to fatigue is people’s ac-
cess to entertainment and the Internet. Television has 
grown to twenty-four hours a day and hundreds of 
channels of entertainment. Premium channels and pay-
per-view movies have led people to stay up longer on a 
work night than they originally intended. Even channels 
such as shopping networks capture the imagination of 
an audience and keep people addicted for too many 
hours. Lack of productive sleep affects our judgment 
and can lead to serious consequences such as injury or 
job loss. Lack of sleep will also negatively affect our 
ability to manage stress. 

The Internet is now a major entertainment factor op-
erating worldwide, uncensored, and with a base of over 
five hundred million sites to visit. Chat rooms, e-mail, 
music and video channels, and many other activities are 
causing adults to get less sleep and rest. You have 
probably read or heard about people who are now being 
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treated for Internet addiction. As with many life 
choices, it is not the activity but the excessiveness of 
the activity that creates the problem. 

If this scenario is not your problem, then skip ahead 
to the next paragraph. If you find television or the 
Internet is consuming large chunks of time, address this 
issue as you would any addictive behavior. First, find 
quality alternatives to the TV or computer and slowly 
implement them into your daily plan. For example, a 
brisk walk every evening instead of the world news 
program. Or, use your VCR to tape a variety of pro-
grams to watch later (or a different day) so you can 
manage your time better (just think about eliminating 
all those commercials!).  

The problem is not TV or the computer; the problem 
is managing the time effectively. Only watch programs 
you really enjoy and skip over the other programs. 
Place a time limit for the computer and decide what en-
tertainment value you want from each session. 

 
Exercise 

Exercise is the next lifestyle need to be addressed. 
Even though this choice is considered a positive, taking 
exercise to the extreme is not productive and can even 
lead to injury. To begin an exercise program, it is a 
good idea to see a doctor and get a physical. While you 
know you are fine, the physical can help define your 
physical limits (maximum target heart rate) that will 
allow your exercise program to be of quality value.  
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Exercise is synergistic, meaning that it adds up to 
greater benefits. You can walk in the morning for a 
short time and walk again in the afternoon to get your 
quality thirty to forty minutes. Other activities like gar-
dening, yard work, dancing, and weight lifting are ex-
amples of activities that contribute to the overall fitness 
routine. Using low impact activities as the base for your 
program, it is possible (and recommended) to do some-
thing everyday. You will be impressed how fast your 
physical presence will improve, thereby changing your 
whole outlook and ability to manage stress. Your 
physical activity will burn calories and create a pleasant 
tiredness that leads to a productive night of sleep. This 
is the value of synergy: one plus one now equals four 
because the benefits are greater than the effort. 

As you see from the preceding paragraph, it is not 
necessary to buy expensive workout equipment or join 
a workout club. An added benefit from the aforemen-
tioned activities is that other family members can be 
involved because anybody can do them and it is afford-
able. Soon, the entire family can see the activities as 
productive and all of you will be sleeping soundly 
throughout the night. 

To review, when building a commitment to exercise, 
first see your doctor to help define the guidelines for a 
quality program. Next, see if you can plan time in the 
morning and evening hours to create a cumulative pro-
gram that will take advantage of a variety of activities. 
Finally, do not overdo the activities because soreness 
can be a factor. Soreness prematurely stops many peo-
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ple from continuing their program (the “weekend war-
rior” syndrome). Start slowly and under control, limit-
ing your exposure to injury and increasing the potential 
for success.  

 
Nutrition 

Next address your diet and nutritional needs. Amer-
ica has an abundance of food; recent grain harvests are 
so productive that thousands of tons of grain will rot 
before they can be used. The problem in America is that 
despite access to every imaginable type of food, people 
choose convenience. Thinking back to the earlier dis-
cussion of pressure to do more in less time, conven-
ience makes sense. Unfortunately, convenience foods 
are heavily laden with fats and empty calories that do 
not support an active lifestyle. Foods heavy with fat 
lead to people heavy with fat. 

Many foods and desserts taste good. The problem 
becomes one of metabolic reaction. Flooding your body 
with an overabundance of calories causes the blood-
stream to become laden with sugar. The pancreas at-
tempts to maintain balance by releasing additional insu-
lin to bond to the sugar and use the source as energy. 
The insulin falls behind in its work, opening the door 
for another metabolic action to occur, the storage of 
sugar energy as fat energy. Meanwhile the pancreas is 
still pumping out insulin to meet the original need. Now 
the excess sugar has been stored and there is too much 
insulin in the blood.  
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A diabetic knows that too much insulin causes fa-
tigue (sometimes to the point where it can be life 
threatening for a diabetic). Too many calories have cre-
ated a double whammy: fatigue and the creation of fat 
cells! 

Food throughout the workday should be treated as a 
supplement, not a main course. To stay sharp at work, 
eat less at work. To prevent loss of energy, have healthy 
alternatives such as fruits, pretzels, crackers, or energy 
bars. Drink plenty of water because your body will be 
burning calories to create energy. The water aids the 
bloodstream to carry the nutrients throughout the body, 
thereby maintaining balance. To keep your brain func-
tioning at its maximum, eat carbohydrates because the 
brain uses this food source for its energy supply.  

The brain cannot use fatty foods until the body con-
verts that energy into sugar. You can increase your 
body’s efficiency by eating foods in the basic carbohy-
drate group (fruits, vegetables, breads). Energy reaches 
the brain faster and you reduce your fatigue. Save your 
big meals for holidays. 

 
In summary, people seem more tired today than peo-

ple from other generations. This fatigue factor hurts the 
person, the company they work for, and places pressure 
on the family through stress. Success for overcoming 
fatigue begins with a plan, both personal and for work. 
Focus your energies on those parts of the plan that have 
the highest priority. Look to achieve balance every day 
by including time for family, work, meals, sleep, and, 
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most importantly, yourself. The results will accumulate 
over time and next year you will still be busy, but you’ll 
feel more successful. 



 

 

 
 
 
 
 
 
 
 
 

Top of the Tenth 
Extra Innings 

 
 
Leadership is about navigating an organization 

through calm and rough times. Here is a suggested list 
that every manager needs to consider as he or she be-
gins to strive for excellence: 

 
1. Define your plan, based on your company’s stated 

goals. Everyone in your organization needs to know 
what it is going to take to make or keep the com-
pany successful. No details are too sensitive. In fact, 
the more sensitive the information shared, the more 
trust you show your workforce and the more they 
will respond. 

 
2. Construct a timeline for the plan and use bench-

marks to measure success. People do not respond to 
open-ended plans; they like to see closure.  
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3. Based on the timeline, design measurable objectives 
that will create roles for the workforce. As these ob-
jectives are reached, take time to celebrate. If an ob-
jective is not reached, hold team meetings to discuss 
what happened and what was learned from the ex-
perience. Placing blame is irrelevant; discovery and 
learning are essential. 

 
4. Know your workforce and what motivates them in-

dividually. The word “me” is in team! You will not 
compromise teamwork by respecting the individual. 
In fact, the team will be stronger as each role is de-
fined and molded to produce maximum results. 

 
5. Set individual objectives that build on the plan’s 

global objectives. Monitor progress at least twice a 
month and provide timely feedback to the person 
with respect to how well he or she is meeting the 
objective(s). Waiting to do a yearly review is mean-
ingless. 

 
6. If possible, consider whether objective(s) cross over 

to allow as many people as possible to have in-
volvement in the workplace global objectives. Peo-
ple need to see the final product to appreciate qual-
ity outcomes. If you cannot provide the real world 
conclusion, provide simulation of the outcome(s). 

 
7. Get feedback from every employee on a weekly ba-

sis. You will learn at least three new ideas per week 
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from each person! If you have a workforce of just 
ten people, you will gather a minimum of thirty 
ideas a week or over 1500 ideas a year. Given the 
statistical probability provided by a normal curve, at 
least 5 percent of ideas will be top quality. That 
means you will have seventy-five quality ideas per 
year. With a little refinement, you will get another 
150 ideas that can be implemented. Human capital 
is your life force for a successful future. 

 
8. Design incentives, including continuing education, 

to keep your best employees from leaving. Turnover 
is more than just a financial penalty. You could lose 
the cornerstone for your employee’s morale and 
motivation.  

 
9. Your employees are not clairvoyant! If you do not 

communicate with them, they will not respond in 
the direction you want them to head. Don’t ask 
them to be creative and then be critical of the out-
comes (“constructive criticism”: what an oxymo-
ron.). Use coaching to guide them through the crea-
tive process. 

 
10. Finally, stand up for your employees. It is never 

easy to feel the wrath of an upper management in-
dividual who does not understand your leadership 
style. It will be real tempting to place blame on per-
sons or technology for failure to reach a goal. Be 
prepared to discuss how the objective failed and 
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what you are doing to improve outcomes during the 
next benchmark period. Be sure to get upper man-
agement’s “buy-in” for the updated plan. 

 
If managing were easy, there would be no job cate-

gory for manager. You stand in the worst possible posi-
tion. Managers are the insulation in the hierarchical 
pyramid; they are the ones sacrificed when the team 
fails. And, everyone has his or her chance at failure; it 
is the bridgework to success. With this in mind, take 
your best shot at being a leader. 



 

 

 
 
 
 
 
 
 
 
 

Top Of The Eleventh 
 
 
Profit is not a process. Profit results from a well-

executed plan. The purpose of a quality-oriented work 
environment is to create customer satisfaction. The 
process that leads to profit is the selection, develop-
ment, involvement, and retention of talented employ-
ees. The ten-point summary is for managers who be-
lieve excellence is the norm. 

 
One: Have A Plan 

Even if your job is to drive Miss Daisy to the Piggly 
Wiggly, you need a plan. The route you will take under 
normal conditions and an alternate plan because of con-
struction, traffic jams, or sudden storms. You know the 
goal and you know the routes that will take you there. 
Miss Daisy has confidence in you because you planned 
a route, carried it out, and were successful. Not once, 
but over and over again, you were successful. As Yogi 
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Berra would say: “If you don’t know where you are go-
ing, you’ll end up someplace else.” 

A plan charts a course and enables you to measure 
success. A plan allows for minor “fine tuning” that lim-
its turmoil and keeps the workplace from “wild swings” 
of emotion. A plan builds momentum and maintains it 
through navigation. It is much easier to steer a ship 
once it is moving than when it is motionless. 

The plan uses a company’s mission to keep its focus. 
Turbulence is to be expected; you are not a sailor until 
you have navigated through rough water! A lower pri-
mate can manage a workplace when times are prosper-
ous and people are efficient and competent.  

The plan gets its energy from the company’s vision. 
The workplace is a series of peaks and valleys. The 
roller coaster effect can discourage people, because the 
lows seem too long and the highs are too short. It takes 
an experienced manager to guide people through the 
daily grind and coach them to expect success. The best 
managers coach people not to get too high or too low. 
When things go well, enjoy the moment. When things 
are sour, expect better days ahead. A plan allows the 
manager to coach the simplified philosophy because he 
or she can show people the past progress and the future 
rewards. The manager’s confidence is a role model for 
others. 

Identify the talents and traits of those employees 
who provide the best customer satisfaction. Discover 
what makes them effective for achieving quality out-
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comes. Start matching people to the call center objec-
tives rather than filling slots on a roster.  

Once you have defined job talents, identify the nec-
essary skills and knowledge each person will need. This 
list comes from the plan. Without a shopping list, it is 
difficult to pick the right people, offer the right training, 
or measure effectiveness. Coaching and mentoring be-
come “chat sessions” instead of learning tools. 

The plan you develop is not a single person effort. 
Have input from everyone as to how the work environ-
ment will develop its route to excellence. Everyone 
needs to agree that the vision is his or hers and the mis-
sion is meaningful.  

The plan will not be a linear document that has 
checkmarks. To complement the structured efforts, the 
plan will have free-flowing elements. The outcomes 
will always support the vision. Some free-flowing ideas 
may stall or fail. This will happen in a creative envi-
ronment. Help the team learn from the failure and en-
courage them to continue pursuing answers. At least the 
failure eliminated one idea that is not going to work at 
this time. 

 
Two: Identify Barriers to Success 

With the diversity existing in today’s workplace, it is 
the manager’s role to be a catalyst, a politician, and a 
defender. As a catalyst, the manager takes a person and 
a problem and creates an interaction leading to a posi-
tive outcome. 
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As a politician, it is the manager who sells the envi-
ronment and the employees to upper management who 
may question the logic. The manager negotiates the 
tools and facilities necessary to keep the employees 
successful. The manager sells ideas by networking to 
gain the votes necessary to make changes. The manager 
serves as the sensory input to those who supply the 
budget (the eyes and the ears of upper management). 

Taking calls in today’s service center environment is 
a complex task. The number of calls coming into a cen-
ter may decrease, but the time on each call will increase 
due to the complexity of maintaining customer satisfac-
tion. Most consumer electronics work as expected and 
95 percent of the customers will not need a service cen-
ter. For those that have problems, providing necessary 
service can be a nightmare. Most consumer goods are 
made to be disposable in several years. Troubleshooting 
is a difficult task and has a limited number of steps to 
correct the problem. When these steps fail, it will be the 
talented service representative who keeps the customer 
satisfied as they pack the merchandise to return it to the 
factory for repairs. 

It is the manager’s responsibility to keep the service 
representatives’ tools simplified. Inefficient software 
cannot consume the consultant’s time. Tedious paper-
work cannot consume the consultant’s time. Rules and 
procedures that do not support customer satisfaction 
cannot consume the consultant’s time. The environment 
needs to be kept clean from frivolous and non-



Top Of The Eleventh Inning 
 
 

155 

productive ideas. The manager must keep the environ-
ment simplified, not simple. 

The manager keeps the consultant focused on the 
customer. The computer was supposed to be the slave 
for the workplace, not the other way around. Remember 
the process generates profit. 

 
Three: Train for Success 

The orientation program has a limited time frame 
and focuses on knowledge and skills. The orientation 
program also has limited value. Labor statistics suggest 
that the people available to staff service call centers are 
going to have limited work and educational experi-
ences. In adult education, people will apply learning 
once they realize the need. Hence, the orientation pro-
gram needs to be a combination of knowledge, skills, 
and application.  

The orientation program goal is to build confidence. 
Activities and support materials give people confidence 
to complete the call center objectives. 

Consistency between the training room and the work 
environment is essential. New employees cannot be ex-
posed to one set of ideas in the training room and a sec-
ond set in the workplace. Choose mentors and coaches 
who subscribe to the company’s mission and vision and 
are in concert with the trainer. If students receive mixed 
messages, what will the customers receive? 

As a manager, it is important to be involved with the 
trainer(s) to be certain the materials reflect the work 
environment. If the structured chaos challenges the 
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most talented of your consultants, imagine the impact it 
will have on the new employee. The trainers need to be 
sensitive to help people understand that the constant 
changes and flow of the workplace are normal. The 
trainers need your plan as much as you need your plan. 

Training focuses on experiential learning. Today, not 
many people book learn. The more senses involved in 
learning (see, hear, feel), the better the chances for suc-
cessful adaptation. Construct simulation training to rep-
licate the behaviors you feel essential for excellence. 
Using a computer as an instructor allows the new stu-
dent to take as many tries necessary to be successful. 
The learner determines the time frame; the subject mat-
ter is determined by gap analysis; and ongoing educa-
tion is a combination of short learning modules and 
team meetings. 

Learning is not a linear process. Like the improve-
ments on problem solving explored in the work envi-
ronment, learning will also have various time frames. 

Once the new employee achieves the minimum ac-
ceptable level of expertise, he or she will begin working 
with their assigned mentor. The mentor is responsible 
for new employee’s integration into the workplace. The 
mentor enhances knowledge and skills and helps the 
person discover his or her talents and strengths. The 
mentor demonstrates how and why the skills apply to 
customer satisfaction. 

Coaches have the responsibility of continuing new 
employee development by discovering the person’s mo-
tivations and what they can contribute to workplace ob-
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jectives. Coaches also plan the new employee’s educa-
tional needs and work improvement plans. These plans 
are then submitted to the manager who uses the infor-
mation to complement membership on teams. 

Mentors and coaches are proactive measurements for 
new employees. They help identify individual needs 
and help the manager develop teams, goals and objec-
tives. They determine what combinations are necessary 
to create a winning atmosphere. Gone are the days of 
winners and losers. 

 
Four: Keep People Involved 

The essence of a learning environment is everyone is 
involved. Teaching is not just the responsibility of one 
person. Adding creative components to the organiza-
tional plan is not just the manager’s role. The responsi-
bility for quality outcomes is not just the “quality 
group.” Sharing is the norm in a learning environment. 
Every person contributes as often as possible. 

The support network development fosters creativity. 
It is important to develop creativity before it is needed. 
People need to feel free to use the network to get an-
swers and support for their problems and for guidance.  

The workplace not only has people dedicated for 
knowledge and skills development, but also employee 
assistance counselors. The service call center is a mi-
crocosm of our society. This means people who are 
substance abusers, abused by their spouse, going 
through divorce or death in the family, struggling to 
maintain a quality home life while working unorthodox 
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shifts, and people who never had to deal with irate cus-
tomers will be in the mix. The employee is as much a 
customer of your company as the person on the phone. 
As a manager, show you care and help your people 
maintain their emotional balance. 

Keeping everyone involved is not a matter of assign-
ing busy work. Tasks need to be meaningful. The em-
ployee working on the task must feel they have compe-
tence and confidence to achieve a quality outcome. 
Teams are constructed with people who share enthusi-
asm for the goals and who complement each other’s 
strengths. Create and maintain feedback loops not as 
much for management’s benefit, but for the work-
place’s benefit. 

The team or individual success must be celebrated. 
This celebration includes upper management individu-
als who originally set forth the mission and vision the 
consultants implemented. Full recognition of the team’s 
accomplishments is the fuel for the next line of success. 

 
COACH’S CHALKBOARD 
What is Meaningful Work? 

Any decision made exclusively by the manager may 
be perceived as busy work or dumping. It may also 
threaten the employee, as he or she cannot finish the 
request because they lack knowledge, skills, or talent.  

Two approaches a manager can try are: 
 
1. Send out a project or work list that needs to be 

done and have employees bid on the job(s), or 
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2. Gather ideas for projects based on the employ-
ees’ stated motivators and talents. 

 
Either way, the job will be more palatable, accom-

plished without grumbling and in a timely fashion.  
 

Five: Retain the Best By Creating Futures 
Incentives motivating employees are not always 

measured in dollars. Recognition and praise motivate 
many people. Employee surveys from many sectors re-
veal that perks such as flexible scheduling, self-
improvement classes, and a casual work atmosphere 
offer better motivation than financial rewards. Money 
always sounds like a great motivator, but the riches are 
fleeting. Long-term perks are better for reinforcing em-
ployee loyalty. 

Offering classes as a perk improves a person’s 
knowledge and skills. Companies are no longer in a po-
sition to offer life-long employment. The changing face 
of business is too rapid for companies to commit long-
term. Companies that care will try to make their em-
ployees “bullet-proof” to downsizing by helping them 
become more marketable. A person’s security is one of 
Maslow’s basic human needs and a company that offers 
people a “security blanket” receives loyalty in return.  

 “Click and brick” companies are creating many jobs 
and there is concern about their lasting ability. Only one 
company that existed in the 19th-century Dow-Jones 
still exists today (Give up? It’s General Electric). Offer 
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your employees security by giving them the flexibility 
to survive turmoil.  

Employee retention is also reflected by a company’s 
innovative pay structure. A one-size fits all mentality 
for pay scales makes it difficult to keep the best people 
in your organization. Using a staircase of financial im-
provement will encourage people to stay in your work-
place instead of leaving for fifty cents an hour more 
elsewhere. It also reduces the potential of the “Peter 
Principle;” where people seek promotions not because 
they will enjoy the position or because they are quali-
fied, but because they want a few more cents per hour.  

As part of the plan developed in point one, the finan-
cial staircase is also presented. The armed forces have 
always used a system that alerts soldiers what the pay 
scale will be at the next level. He or she will still be a 
soldier, but now their knowledge, skills, experience, 
and talents are appropriately compensated. 

In a hierarchical organization, hourly or salary wages 
keep people in their place. Look at the difference at a 
company like Microsoft where one out of every ten 
workers is a millionaire. Depending on the stock value, 
it is either the first, second, or third richest company in 
the world. Microsoft management realized unprece-
dented growth and wealth, which would not have been 
possible with traditional methodology. So why do com-
panies continue to cling to the industrial age with re-
spect to positions, job descriptions, and compensation? 
Perhaps that is why hundreds of companies disappear 
yearly. 
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Six: Use Leadership, Not Control, to Stimulate  
Responsibility 

Positional leadership is found in grand titles (Re-
gional General Manager, Northeast United States, 
North America, Earth). Positional leaders do their best 
to legislate responsibility (sometimes using fear), moni-
tor numerous quantitative measurements tied to finan-
cial incentives, and manage a host of middle manage-
ment whose job is to police the work environment. Em-
ployees respond using passive resistance and demon-
strating an “it’s just a job” attitude. Dilbert cartoons de-
pict these business attitudes. Employees see their own 
situations in the cartoons, making this strip one of the 
most popular. 

Leaders know that you fine-tune a racing car, not 
govern the speedometer. Any fine racing machine needs 
wide-open spaces for full throttle excitement.  

If customer-centered quality outcomes are not the 
goal, then hire anyone to run and work in the environ-
ment. If quality is the goal, find leaders, plan and meas-
ure carefully, train to the maximum, identify talents, 
then stand back and open the throttle.  

Trust is the cornerstone to superior leadership. Trust 
is not an earned token. When a company hires an indi-
vidual, trust is part of the package. Any manager who 
operates by asking people to earn his or her trust 
doesn’t trust people. Since trust is not an incrementally 
earned trait, the leader sends a message that people 
can’t be trusted, so keep an eye on them. 
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Leaders need to adapt a position Peter Senge refers 
to as “open and broad.” Be prepared to change yourself 
to fit the need of the workplace and the employees. The 
adage of “my way or the highway” is an old movie cli-
ché. Today’s workforce responds to managers who look 
for participation in problem solving and refuse to cate-
gorize solutions within a black or white philosophy. 

Leaders never stop learning. The beauty of learning 
after you finish school is that you learn to fill your 
needs. It is no longer necessary to learn for the purposes 
of regurgitating answers to satisfy an instructor’s ten-
ure. Learning is meaningful and will be applied to your 
workplace needs. 

 
COACH’S CHALKBOARD 
Timing is Critical for Success 

The problem with storing ideas or creating long-term 
folders is that managers use that information as em-
ployee feedback months after the fact. These items may 
turn up on sheets of paper in an employee’s file and 
will ultimately be used for the annual performance 
evaluation. These items tend be negative comments or 
concerns about the employee and may not be objective. 

The business world’s greatest oxymoron is the term 
“constructive criticism.” Criticism is rarely construc-
tive. A plan to address the employee’s perceived needs 
is constructive. Being critical lacks respect for employ-
ees and will create turnover. 

Instead of this traditional look at annual reviews, 
why not discuss items as they occur? “Just in time” type 
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of feedback not only alerts the employee that something 
is amiss but also alerts the manager to small problems. 
A top-shelf company that says “here’s the goal, now go 
get it” will have employees miss the pathway or get lost 
on the path. These are not fatal mistakes unless the is-
sue goes unattended for months at a time.  

If you are training a new puppy and leave the house 
for several hours to take care of some business, the 
puppy may also take care of some business on your 
carpeting. Some people will come home after several 
hours, see the mess and begin scolding the puppy 
(maybe even rubbing their nose in the spot). Now pup-
pies do not have a sense of time or reasoning. Scolding 
is counter-productive with the puppy. After all, urine is 
used to mark their territory and if a person rubs the nose 
in the spot, the puppy may think that the behavior 
should be repeated. 

Employees should be much better equipped to han-
dle situations that happen within several hours. They 
should also be able to explain the reasons behind their 
decision. The manager who senses the need for inter-
vention may uncover a good idea that will enhance the 
workplace. Simply documenting an event for future 
discussions may lead to clouded memories and a situa-
tion where learning opportunities are missed because of 
poor timing. 

 
Seven: Show People You Care 

It is easy for employees to become complacent. The 
daily workday routines consume as much as 50 percent 
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of their time. Toss in sleep, daily living activities, 
meals, and other family needs, the average person has 
less than one hour of personal time, five days a week. 
In addition, the days off become cram sessions to catch 
up or get ahead. 

The results of this brutal seven-day week is to rele-
gate work as a place to relax, socialize, and do enough 
work to keep the “floor police” at bay. In hierarchical 
organizations, managers, supervisors, and team leaders 
are hired and trained to minimize complacency. Fear, 
criticism, and de-incentives are used to coerce increased 
productivity.  

This should not shock anyone as our society has re-
sponded this way for decades. Our culture asks people 
for the right answers or you get negative feedback. The 
best managers are the ones who deliver the negative 
feedback without alienating the employee. He or she 
makes the person feel good as they criticize the indi-
vidual for not being clairvoyant and anticipating the 
right outcomes. 

Genuine caring is not about fair disciplinary actions 
or tough love. This is an adult world in the service call 
center and people expect respect, not patronizing feel 
good talks. Caring is knowing the people in the work-
place, their hopes and dreams, their motivations, fears, 
and what they expect and need from you. Caring is the 
proverbial two-way street: you get what you give. 

Once a person adopts a caring attitude, the responsi-
bility of avoiding complacency will follow. As a man-
ager, you will not need to devote valuable resources to 
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enforce quantitative measurements. Instead, the disci-
plinarians can now be teachers, coaches, and mentors. 

Caring is honesty and giving people feedback about 
their work based on predetermined objectives. Timely 
feedback constructed around the organization’s needs 
allows employees to build appropriate skills to reach 
quality outcomes. Feedback is not about past weak-
nesses, but future contributions. Does this sound like 
something addressed once a year in a performance ap-
praisal? Is it necessary to find fault with people in order 
to get them to work harder? 

 
Eight: Leaders Are Politicians Negotiating Winning 
and Success for Both Sides 

An excellent leader does not seek credit or glory. 
People will follow an excellent leader anywhere. Good 
leaders are idolized and their reputation precedes them. 
Remember any leaders you are fond of from the past or 
present and study why that person has legions of fol-
lowers. The successful leader has an immediate goal to 
make everyone around them as successful as they want 
to become. The leader is the negotiator creating win-
win scenarios. 

The idea of creating a winners and losers environ-
ment is self-defeating. What purpose does it serve a 
manager to know that as many as 75 percent of his or 
her workers are a failure? If the goal is to build confi-
dence and competence, what has been achieved having 
even one person labeled as a loser? Every person is 
spending at least 35 percent of his or her awake hours 



The Journey From Manager to Leader 
 
 

166 

in the service call center. Little opportunity exists for a 
person to be successful outside of work to balance the 
loser tag your environment brands on them. Unkind and 
unjustified branding demoralizes and lowers self-
esteem. It is tough to make excellence the norm when 
people don’t feel competent. 

If a person is incompetent, then be fair and terminate 
that person. Harassment and discrimination lawsuits are 
the result of managers and corporations who don’t work 
with an employee. Not everyone will fit your objectives 
or contribute to excellence. These people represent your 
company to your customers. You are better off without 
them, but do the next step legitimately. Base decisions 
on performance measurements and failure to achieve 
work plan objectives despite continuing education. Of-
fer the person job counseling and show you care. 

Once you have your core of talented people, work 
with recruiting to bring in more. Look for the “eights 
and nines” in leadership because they will help your 
work environment achieve new levels of progress. De-
cide what activities will make winners out of everybody 
and build those ideas into the workplace. Find roles for 
people to be successful in. It is not a sign of weakness 
to encourage people to admit the job is a poor fit and to 
try something else. Work environments have a multi-
tude of needs that can utilize almost any talent.  

The expansion or contraction of your workplace will 
be directly related to your courage. Outside your envi-
ronment, negotiate with other managers to provide the 
tools necessary to help your people be more successful. 
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Negotiate with upper management to embrace the new 
environment and supply incentives and performance 
scales to keep employees. If truth and honesty are miss-
ing ingredients in your organization, be wary because 
you are also being lied to.  

 
Nine: Be Creative and Innovative  

Progress in a linear fashion worked well in the last 
century. Today’s customer’s expectations are mounting 
because they live in a “big promise” business and ser-
vice world. Linear progression will cost companies 
their customers. Customers will seek innovators and 
service groups with a high level of responsiveness. 
Having a staff devoted to quality outcomes is necessary 
for survival. Customers will still respond to the human 
voice that is knowledgeable and caring.  

Because the information and call complexity is 
growing faster than available talent, create response 
teams. These teams each own a component of the solu-
tion and together they become a better problem-solver 
than the parts. Involving these teams in creativity exer-
cises will enhance their skills and build on their 
strengths.  

Creativity activities are not hastily put together when 
the company senses trouble is afoot. Creativity is a skill 
that needs practice just like tennis or golf. Creativity is 
not a knee-jerk reflex discussed in a one-hour meeting. 
Hastily assembled ideas created a management team 
that feels the need to say something to avoid wearing 
the stupid tag will be the proverbial goose chase.  
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As part of the environment and network, schedule 
creativity classes to keep people sharp. Brainstorming is 
a learned technique requiring trust within the groups. 
People are less likely to contribute if their ideas are 
judged and challenged in front of their peers.  

Innovation can occur from any source. This is the 
important concept of getting people involved. Today’s 
manager cannot know what the employee or customer 
needs. He or she depends on feedback from the staff to 
help determine the next sequence of problem-solving 
events. Then assemble teams to test and evaluate the 
new solution to determine effectiveness. A manager 
will not get support and growth without a group that 
cares about their jobs. 

Stimulate the workplace to get the corks out of the 
bottles. Create an atmosphere energized with the ex-
citement of discovery. Consider the following: there are 
two hundred people and each person is asked to gener-
ate 15 to 25 ideas or more. This will yield around 450 
new ideas. Approximately 5 percent of those ideas 
(twenty) are “restaurant quality” and need little polish-
ing. Another 10 percent will need teams to develop into 
a polished idea. By the end of three months, you now 
have 65 new ideas being implemented or evaluated. 
You may have one hundred ideas that could be sup-
ported by the advancement of the original 65 ideas. 
Now, synergy has been established and the workplace 
will no longer wait for one person to come up with a 
good idea.  
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Ten: Introduce New Skills Often 
Stress management, problem solving, financial plan-

ning, health and wellness and listening techniques are 
skills that enhance people both on and off the job. 
Regularly scheduled programs, even on the employees’ 
own time, demonstrate the company commitment to the 
employee. Connecting people with outside vendors who 
can offer continuing education credits will also increase 
a person’s commitment to the company.  

Much of the effort a company receives from its em-
ployees is directly related to how people see them-
selves. A positive self-esteem is conveyed to customers 
and customers sense the employee’s attitude (just like 
the study that showed customers could detect a dissatis-
fied employee). Developing a positive self-esteem is 
not a lecture and a couple of slides. Remember the re-
source pool demographics that the person is represent-
ing. Building self-esteem will be an on-going commit-
ment by the company to the employee. 

Call center jobs are sedentary and perfect for devel-
oping three side effects: overweight, out-of-shape, and 
stressed representatives. It is unlikely that people know 
anything about lifestyle changes other than what they 
read in popular supermarket magazines. Teach people 
how to choose what they eat and stress that how much 
they exercise is related to controlling stress and having 
more success as an individual. People will eat fast food 
for lunch or dinner only to find they require a nap when 
they finish. A nap is not possible, so they are forced to 
struggle through the hour or so until their energy re-
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turns. That hour can be the busiest part of a workplace 
day and you just had forty to sixty calls answered by 
people feeling pretty dull.  

Physical fitness is important on any job. Again, peo-
ple talk about getting started but do not have any qual-
ity information to guide them. Instead, they buy in-
home equipment, overwork on the first day, and suffer 
from soreness for the next week. So much for the in-
house exercise program and the thought of getting in 
shape. A recent study suggested a person should walk 
five thousand steps daily to maintain fitness. This trans-
lates to five miles of walking and would include time 
spent walking around the workplace. Less than 3 per-
cent of the people studied covered that much area walk-
ing daily. Exercise is not magical or difficult to start. 
The problem is getting started and staying dedicated. 
Companies offering fitness programs thought the effort 
might reduce insurance claims by minimizing chronic 
illness. The best benefits came from the increased pro-
ductivity, camaraderie, and commitment to the com-
pany. 

Stress reduction is more than closing one’s eyes and 
visualizing a happy place. Stress is environmental and 
self-induced. Divorce rates in the United States are ap-
proaching 50 percent, so it is easy to appreciate how 
difficult it is for people to be together. In the workplace, 
personality clashes, broken relationships, and other in-
terpersonal relationships can wreak havoc on a man-
ager’s best-laid plans. It is a great source of stress that 
can affect many people (they may take sides, for exam-
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ple). It is important for your employee assistance per-
son to mange turmoil. 

Self-induced stress includes such lifestyle choices as 
smoking cigarettes (and other substances), alcohol 
abuse, drug abuse, caffeine addiction, and lack of sleep. 
Any lifestyle affected by substance abuse will require 
outside help. Fatigue is a major contributor to produc-
tivity loss. In fact, injuries and deaths attributed to lack 
of sleep cost companies billions of dollars yearly. Peo-
ple have been observed falling into micro sleep, a con-
dition triggered by fatigue where the person doses off 
for several seconds and recovers without realizing what 
happened. 

Many suggestions have been made for enticing 
employees to stay, improve, and help recruit talented 
people to work for your company. Whatever steps may 
be taken next, just remember, you are taking steps. 
Changing an organization is a journey and has no 
endpoint. Do something small involving a fraction of 
the workforce. Allow people to sell the ideas to others 
and then begin increasing the number of teams and 
personnel involvement. Eventually you will get the ship 
moving in the right direction. 
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