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Have you ever noticed how many leaders walk around with
stooped shoulders? Not literdlly, of course, in most cuses...
dlthough some of them can’t stand up straight because of
limiting physicul conditions...In this report I'm talking ubout
“stooped shoulders” that result from fear, lack of confidence,
fatigue, Minimal preparation, underdeveloped skills, overwhelm,
job mismutch, poor behavior, mediocre churacter, ighoraunce,
tunnel vision, burnhout, und stugnution. We’ve dll seen exumples
of these in every environment we’'ve worked. Sometimes we
observe this “stooping” posture in the top tier of Mmunagement;
other times in the Middle; occusionadlly in both. No mautter
where it exists, we SEE it, right? We don’t have to be brilliant

to perceive, sense, or hotice if.

| want to beyin by asking YOU what leadership position you hold
right how. Are you u business owner, CEO, senior vice president,
depurtment head, teum leuder, or committee chuir? It doesn’t
redlly matter what you dare: everything in this report applies to you.
No exceptions. Why do | say that? | say it becuuse euch und
every leadership role, prestigious or smaill, is important. Each and
every leudership role impacts other people und the orgunization
at large. Whatever role YOU have is like u piece of u complex
jigsaw puzzle. Any puzzle is hot complete without every individudl
piece in its proper pluce—playing its uppropriate role to Muke
up the whole. So whatever role you play influences compuny
dynumics und results in ways you often cun’t imugine.

Where do you see yourself in the list of “stooped shoulders”
manifestations? If you're honest, you probubly know that you
show up in at least g couple of them. My concern is hot that
you show up in the list but rather what you decide to do dbout it.
Hiding, denyiny, und cousting are not options for leaders.

Your job, first und foremost, is to figure out how you cun increuse
your stature in your role. Exactly what do you have to do to burn
brighter? To feel better ubout your contributions? To stund tuller?

The purpose of this report is to provide you with seven secrets to
staunding tdller in leadership, wherever you dre in the orgunization.,
While these secrets are not the only secrets | could discuss, they
ure ohes | believe cun muke u huyge impuct ucross the bourd.
Think of them ds the "bigyest buny for the buck” secrets.

Even if you choose to focus on one und ighore the rest, you

will increuse your confidence, function more effectively, attract
opportunity, and inspire others to greatness just by implementing
that single secret. | cun prefty much guarantee it. Let’s take a look:
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1. Model the behavior you desire in others.

| vividly remember u forty yeur old mule CEO who prided himself on
running a medium sized professiondl orgunization with polished skill,
unusudl creutivity, and keen vision. He wore beuutiful, expensive suits
to work every day, was perfectly groomed, aund exuded significant
personal charisma, This man established cledr godls aund didn’t rest
until they were achieved. He enjoyed d hard working, seriously dedi-
cuted stuff. Unquestionably, he moved the organization forward over
the course of u decude, und his Bourd of Directors ute out of the pulm
of his hund. With that suid, you may wonhder where the problem lay.

The problem was exclusively behavioral. He screumed, bullied, and
thredatened his employees behind closed doors. His leadership style
wasn’t collabordative. It was punitive. That was how he got things done:
by scuring his people into doing whut HE wunted when HE wunted it.
He didn’t usk them whut they thought should happen. He told them.
He didn’t finesse; he forced. He didn’t respect them ds human beings;
he used them. This is how | see it many yedars later. It wash’t pretty.

If you desire thinkers who express ideus freely, stuff who feel valued
regulurly, people who view you us a willing resource consistently,
committee members who tuke action appropriately, then you’'ve
got to model behaviors that grow these traits. This type of modeling
has to be something you do naturdlly. All the time. It can’t be episodic.
It hus to be WHO YOU ARE ut the core.

Now the loyicul yuestion for you is this: exuctly whut are you modeling?
What are others observing in you? What do they think of you? How do
they feel towaurd you? You heed to find out what they dre observing
and thinking und feeling. Staying in the dark about it doesh’t help you,
your people, or your orgunization. It's risky to find out, thouyh, isn’t it?
Your eygo is ut risk. Your reputdation is at risk. Your job may be df risk.

But not learning the fruth is an even bigyer risk. | believe it’s always
eusier to dedl with redlity than fantasy in the long run. The price for
deuling with hard redlity is less than the price for continuing your fantasy.
Once you know the fruth, you caun do something ubout it. Knowing the
fruth opens the door to growth and development.

How do you find out the truth? There ure severdl strateyies you cun
use. You cun ask open ended yuestions during individudl staff meet-
ings or feum meetings; you cun issue un unonymous survey; you cun
provide u suggestion box; you cun hire a consultant or couch to conduct
a 360 deyree ussessment that focuses on YOU. Any or dll of these dre
viuble gupprouches to uncovering truth. Putting these into practice
demonstrates that you care aubout what people think of you und the
way you do business. Trust me: d lot of good will come out of that!
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2. Manage yourself.

[t's fempting to limit this secret to the issue of ledrning to control your
emotions in a variety of situdations. While that is part of the dimension
of emotiondl intelligence known us “self munugement”, there is much
more to it. Self munugement demonstrutes personul competence in

u humber of areus. Examples include: ability to direct your behavior
positively regardless of the people und circumstances involved; dbility
to tolerate uncertdinty in life; ability to be flexible; und the dbility to
vdlue larger, more important gouls over inconseqyuential, momentary
heeds or desires. There is a close connection between self management
und good judgment,

Yedars ago | had a femdale boss who devoted more hours a day holding
private girl talk sessions in her office than she spent working her job.
Seriously. This thirty-something depurtmental manager cruved persondl
cohversution, gossip, friendship, und dpproval. She uneqyuivocully
heeded to feel loved and accepted by a small band of her direct
reports. Further, she heeded this “fix” onh a ddaily basis. It was d disuster.
As u result of these onygoiny ftete-u-tetes, everybody else’s work got
stymied becuuse she hadn’t completed her piece of the process.
Frowhing upon interruptions in her chats with favorite staff, she was
rarely accessible as d resource. The primary problem—outside of
relationship compromises—Iay in the department failing to meet our
billing und payment application yuotus us dictated by the organization.
Cledarly, this was an example of someohne in a leadership role who
could not self govern. Insteud, she gave in to her imMmediute heed for
socidlization at the expense of gyetting the work done on time. All of us,
both individudlly and collectively, puid a big price. And | couldn’t wait
to leave. Unfortunutely, this woman wash’t tferminated for years—not
unftil irreparable dumuage had been done.

How can YOU improve your own self management cupability?

You mauy want to fry things like: slowly count to ten; breuthe deeply;
sleep on d situdation before responding; smile and laugh more often;
recharge mentdlly; dlignh your emotiondl tone und body lunguaye;
und monitor your self tulk. Other ideus include: tuke time to solve your
problems rather than dllowing them to fester; visudlize success rather
than failure; leurn lessons from everything that happens; become
comfortdable with change; and focus on your freedoms instead of
your limitations. Perhaps the most important strategy is to do whatever
it tukes fo center yourself on a regular busis. You may want to reserve
certdin times edach day for inspirationadl reading, mMeditation, day dreaming,
prayer, exercise, yogu. Take responsibility for grounding yourself in
something solid.
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3. Tell memorable stories frequently.

Stories ure powerful. In fact, few thinys in life are us powerful us u
good, meuningful story. Think about it. When you listen to u speech
or uttend u workshop, what do you remember most ufter the event is
over? You probubly remember the stories the presenter told. Stories
uffect us at our deepest level. They cuuse us to feel und think and
ponder und wonder, don’t they? They teuch us important truths.
They stir our imaginations. They inspire us. Often, they temporarily

lift us out of our current circumstances to U pluce where we cun

see something “old” with fresh eyes. This is the beduty of stories.

| don’t recull many leaders in My life who told stories that stayed with me.
However, | do recdll a clergyman from childhood who used this strategy
very effectively. Story telling wus a large part of who he wus. Although
| don’t remember auny of the fancy exeyesis that accompdunied his
stories, | certdinly do remember lots of the bare bonhes tdles themselves.
Sticking with me over decudes, I've benefited immensely from the
points they relayed. There is power in that,

As u leader, YOU cun share stories that influence your staff, colleagues,
or committee members. You cun use stories fo change somebody’s
behavior, jump-start the flow of hew idedus, help people audjust to
chunyge, eyuip them to cope with crisis, and motivate folks to grow.
Uncomfortuble with this sugygestion? Why is that? Muybe it’s becuuse
you haven’t done it in the past. It's hot part of your repertoire of
leudership strategies. You know, you cun chunye thut, Start today.
Reygard it us un experiment. Identify an occusion where u well told
story fits. Then wautch the impact upon your listeners. How does your
story dlter the environment, the dynumics, the work, the results?

A findal piece of advice about the criteria for good stories in the
workplace: they have to be simple, direct, brief, and relevant,
Follow this formula, anhd miracles can happen.
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4. Talk like a true professional.

Verbdl expression includes uttributes and characteristics such as word choice,
volume, inflection, pitch, clarity, speed, and tone. All of these together
help to muke us who we dre. People think of us in a certain way becuuse
of how we spedk. They judge our character, our intfent, our knowledge,
our skill, our generdl competence, our commitment, our godils, our heeds, und
our mental/emotional health. The way we talk determines u large portion of
our professionul imuge. That’'s why we cun’t take this lightly. We must con-
sciously plan how we want to come dcross to others. Often the way we think
others perceive us is hot ut ull how they do. A sobering thought, isn’t it?

In My opinion, lots of folks toduy consider themselves to be professional.
Maybe their educution, salary, experiences, offices, cars, clothes, und
job titles imply they are. But when you hedr them tulk, you get aunother
impression. These sume people curse, swedr, holler, whisper, and mumble.
They give you instructions you cun’t understand. They talk in circles.
They intimidate you. They interrupt you. They over-use slang. They don’t
say what they mean. They employ u filler word repedtedly like it's an
obsession. They sound false. These commMmunication faux pus indicate
something less thun professiondlity. In some cuses, u gyreut deudl less.

| once khnew g womun who sdid "ummm” and “you know” so many fimes
u duy that | could scarcely listen to her talk anymore. All of her credentidls
conveyed thut she wus u professiondl. Over u period of months | stopped
regarding her as professiondl, and | ho longer took her contributions
during meetings seriously. | found myself thinking of her as incupuble,
underdeveloped, und rough-edyged. That was my judgment, and | may
have been wrony. Nonetheless, | judged her in this way. | honestly
believe many others did too. While she wds a middle manager, she wasn’t
goiny to go uny farther, People put a lot of stock into how we talk.

How do YOU tulk? To find out, fry recording your end of a conversation
when you're on the phonhe. Then play it back ufferwards. Most likely, you
will be surprised to heur exactly how you sound. With few exceptions, dll
of us ure. We how have proof that we spedk too loudly or too softly, we
don’t finish sentences, we have an off putting high pitch, we rudely butt in,
we laugh offensively. The recording doesn’t lie. Test your elephant hide
before you try this, becduse you're going to need it. The odds dre you daren’t
yoiny to uppreciute how you sound. You're gyoing to say: “Is thut redlly ME?”

Another strategy you can use to learn how you sound to others is fo
usk them directly. Simply usk. Tell you boss or direct report (or both,
idedlly) thut you sincerely want fo know how other people heur you.
Ask them to comment on dll of the characteristics listed ubove und
ygive you cundid feedbuck. Make sure you help them feel sufe enough
to do it with the honesty it requires. You cun dlso ask them to give you
sugyestions for enhancing your speuking style. And tauke the time to
thank them for whatever they offer.
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5. Make decisions with bold confidence.

Leuders muke decisions every day. It doesn’t meun they like to make them,
and it doesh’t medn they Make wise ones. Frequently, leaders make mediocre,
hasty, or plain dowhn bad decisions timidly, apologeticdlly, and unwillingly.
They do it from a place of fear und weukness rather than a place of
confidence und strength. They second guess themselves Iater, This particular
secret to standing tdller in a leadership role recommends that leaders
muke decisions with courage, freedom, and d sense of adventure.

Wow! What a hovel ided! It's certainly hot how most dre used to doing it.

Buck in the 90s | had da supervisor who wus reqguired to muke d |lot of
important decisions for a lot of different reasons in a short period of
time. | hoticed that she wus uble to make dll of these decisions. | dlso
observed how she did it. She upprouched the process by guthering
as much information s she could, studying the potentidl impuct of
ohe choice over unother, obtdining input from her stuff, and then
implementing the decision. She wasnh’t always right, but this woman
could definitely muke d decision. In my opinion, she used u credible
process, und she stood firm in her choice. | admired that. The only
downside | saw wus that, on occusion, she had trouble admitting she
wdus wronhy ufter we wutched the fullout of u certuin decision.

How do YOU muke decisions? Cun you muke decisions eusily? Or do
you strugyle with them? Do you view yourself us cupuble of muking
good decisions? Do you doubt yourself while you're working through it
und then uguin later down the roud? Why? Where does this strugyle
and doubt come from? Think about how you made decisions ds d
child. Did your purents ullow you to choose your clothes for the day?
Whut you ute for meuls? What toys und gumes you pluyed? Which
friends to invite to your birthday party? Or did they insist upon making
these sorts of decisions for you? Your persondl history with decision-
making impdacts your ability to make decisions today. Absolutely.

As d person in d leadership role, you must learn to make decisions. In <
single duy you muy huave to make scores of them: whether or not to con-
front a colleague, what office supplies to order, which emdils to answer
before hoon, whether or hot to interview a fifth job applicant, how to
respond to your boss’s voice mdil request, what tfime to leave work that
afternoon. Muke no mistake: every hour is filled with decisions. You have
to get comfortuble with making them since hot muking them isn’t usudlly
un option. Constuntly | um umuzed und suddened to heur leuders suy
they dislike making decisions. | find myself wondering how they can hold
leudership positions and be crippled in this way. Actudilly, it scares me.

The onhly way you get more comfortuble muking decisions is by making
more of them. Lots of them. Little ohes und big ones. Short term und
lony term. Minor and mujor impuct, Mundune aund extraordinary.
Duily. Weekly. Monthly. Ahnudally. Just do it. Trust yourself.
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6. Grow your staff to their full potential.

In My late thirfies | was lucky to land a boss who encouraged me to
do ygreut things. Under her leadership and guidance | blossomed like
u flower opening its petuls in Spring. As a result of this exceptional
experience my entire career moved in unexpected directions. | tackled
tasks | had hever tried. | learned new skills. | offered my opinions. | reached
a hew level of self confidence. My boss praised me generously and
criticized spuaringly. Though dlways redl with me, she was gentle. Thus,
| felt sufe to spread my wings. The environment she cultivated provided
fertile soil for heulthy growth. Quite frankly, it inspired me. Becuuse this
person stood tdll, | stood tuller than | ever had before. | cannot tell you
how happy | was during those years of unique community service.

This type of work environment is rare. Do you know that most employees
leuve U job becuuse of their boss? It's sud, but tfrue. Bosses drive yood
people out the door. What a waste of talent when this happens!
Bosses dre supposed to enerygize und support people, hot drain or
discourage them. So how cun they inspire the folks they supervise?

While there dre aun unlimited humber of possibilities, here dre severdl
strategies that are guaranteed to yield excellent results: desire to
exceed expectations; simplify processes aund procedures; remove
unnecessury obstucles; discover individuul ledurning styles and uppeudl
to them; invite reusonuble risk tuking; yive people permission to find
their pussions. You can dlso incorporate motivationdl lunguage into
every form of communicution, design a culture of mMutudl frust, credate
Mmemoruble experiences, und demonstrate genuine belief in each
person. Implement even u couple of these sugyestions, und you will
be astonished at what takes place. No kidding.

You'll withess changes in reldationships, shifts in beliefs, improvements

in project quality. You'll experience more meduningful, comprehensive
conversutions, see evidence of greuter initiutive, benefit from expunded
buy-in during times of chunye, und enjoy the fruits of deeper loydlty.
Investing in your people is u win-win-win situation. You win, the employees
win, und the entire compuny wins. Nobody loses in this.
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7. Manage your relationships in all directions.

The seventh secret to stunding tdller in your leudership role is
munayging your relationships ubove, below, und dlonyside you.

This meuns caring ubout the gudlity of the relutionships you have
with bosses, Bourds, employees, and peers. When you show people
that you cun successfully manage your relationships, you actudlly
demonstrate sociul competence. This type of competence includes
handling interactions with others appropriately, making lemonade
out of lemons occusionully, und building bonds solidly.

This isn’t always easy.

Remember that stress plays d role. When you dre tired, frustrated, ill,
or overwhelmed, your dbility to manage reldationships decreuses.
Diminished cupucity looks like any or dll of these: terse responses,
inaccessibility, lack of emputhy, avoidunce, poor manners, or excessive
displays of emotion. Can you relute to ohe or more of them? How do
they impuct your relutionships when you find yourself exhibiting them?
How do you feel when you redlize that your tedrs caused d colleague
to leave u meeting, your tightly closed office door for two days fright-
enhed your stuff, or your unusudlly sharp reply anhoyed your supervisor?
Here’s the redlity about human reldtionships: they cun be marred in

g moment. Trying to repuir them could tauke months or years. Thus,
learning to deul with various sources of stress is U huge investment in
your relutionships both ut work und at home.

The best ways to build, hurfure, und secure positive relationships
include the following strateygies: show genuine interest in others and
share informution about yourself; communicute with people uccording
to their dominant communication style; acknowledye feelings; observe
verbdl und honverbul cues; be courteous. It's dlso wise to curtdil your
anger and diffuse anger in others; face challenging conversations
head-on; expluin your decisions; avoid giving mixed sighdls when

you tulk. The boftom line? do whatever it tukes to develop mutudl
frust. You cun’t go wrony. Perhaps forging trust is the number one
thing you cun do to stund tdller us u leader.
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