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THE ARGUMENT OF THIS CHAPTER IS SIMPLE TO STATE: If skilled managers are a major key to
an organization’s ability to overcome short-term temptations and stay true to the high standards nec-
essary for success, then how does an organization ensure that its managers are performing their role

to high standards?

When trying to get an organization to move, there is nothing more powerful than a manager who is

prepared to lead—Dby going first!

Instead of saying “Charge!” we need to say “Follow me!”

We cannot expect an organization to raise its game, change its direction or pursue new, ambitious

p & & & p
goals and strategies by saying “Charge! I want all of you, the troops, to climb out of your foxholes
and go put yourselves in harm’s way” Realistically, that’s unlikely to work. Instead of saying “Charge!”

we need to say “Follow me!” We must energize others through our own example.

A SPECIFIC RECOMMENDATION

There are four steps toward making yourself accountable, and in turn, improving your organization:

Step One: Examine the specific statements below, one by one, and ask yourself whether or not doing

well on each of these is an important part of your role—is it something you are supposed to be good at?
YOU, MY MANAGER...

e Act and live by the principles you advocate
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e Act as a role model that people want to copy

* Are a person of integrity

* Enforce the company values

* Are a “part of the team” as opposed to being the boss, separate and detached
* Cause me to stretch for performance goals

* Are concerned about long-term issues, not just short-term profits

* Provide constructive feedback that helps me improve my performance

Here’s my promise to you, right here, right now. If, in one year, | have not improved
my performance on the agreed-upon standards that are embedded in my role,
then | will step down from my role as the manager of the group.

Eliminate from the list any statements that you think are idealistic, unimportant or not part of your
role. Add statements (or criteria) that I have missed that you think you need to be good at in order

to performing your role effectively.

Step Two: Circulate the final questionnaire you develop, asking everyone you deal with in your orga-
nization to evaluate you on the criteria you have developed. Have the surveys returned to a disinter-
ested third party (inside or outside your organization) to give everyone the comfort and confidence

that the individual responses will be treated confidentially.
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Step Three: Publish the average ratings you receive to everyone in your organization. Everyone—ad-

ministrative staff included!
Step Four: Call a meeting of those you manage and give the following speech:

“Here’s what you think about me. Don’t expect me to be perfect the first time we try this. Perfection

is not a standard you can hold me to, and it’s not a standard anyone can hold any one of you to.

“What’s more, don’t expect me to be perfect a year from now when we repeat this, just as I will not

expect you to be perfect. I don’t think that’s a realistic standard for any of us.

“But here’s my promise to you, right here, right now. If, in one year, I have not improved my perfor-
mance on the agreed-upon standards that are embedded in my role, then I will step down from my

role as the manager of the group.

“You do have a right to expect that I will get better at the things that are my responsibility. And

that’s exactly what I'm going to ask of you!”

Now that’s going first! Can you imagine the impact?
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