





























Properly timed and never overdone, grenade lobbing can be very
effective... and it should be in every leader’s toolbox, including
yours! Don’t be so concerned with ruftling feathers that you miss the
chance to drive radical improvement.

As a business leader, manager, parent, or coach... upsetting the
applecart on occasion... is your job. Have the courage to drop a
bomb now and then.

GE’s Jack Welch said “Willingness to change is a strength, even if
it means plunging part of the company into total confusion for a
while.”

Mions [or Youi

Be an “insultant” as Keith McFarland says in his best-seller “The
Breakthrough Company”... someone who masterfully changes
people’s thinking without really insulting.

An example: If someone’s leaning too heavily on you to be savior
and solve the problem for them (employee? team mate? teenage

kid?), try this...

“I think I'm the problem here. I'm going to back away and let you
run with this on your own. You figure it out, round up the resources,
find the money, and execute. I'm out.”

That’s a wake-up call.

The best grenades are revolutionary, unexpected, have shock value,

create fear or uncertainty, are often the opposite of what people think
you’ll do, and have jarring impact.
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One caution: Never suggest something you aren’t truly willing to
do, or you'll be seen as crying wolf.

Oh, and if it doesn’t inspire action, you've got a totally different
problem on your hands. And you know exactly what you're dealing
with.

Here’s a closing Power Thought from Mike Basch, a founding
officer of FedEx: "The best leaders are not problem solvers. They
are problem posers. They pose the problem to be solved, and let the
team chew on it, wrestle with options, and resolve it. It you solve
everything yourself, you might as well hire robots.”

Leadership Principle #4

Every once in a while, to wake your team up out of its
lethargic laziness... lob a grenade and rock their world.
Drop a bomb and shake things up. A little well-timed fear
can stimulate positive action.
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As a Eeader getting buy-in is critical to
organizational success.

See if this story resonates with you:

Four adults are sitting around a West Texas house on a scorching
104° Sunday afternoon. One suggests: “Let’s drive to Abilene and
eat dinner at the cafeteria.” Each voices agreement, and oft they go,
53 miles into a dust storm, in an un-air conditioned 1958 Buick.

Four brutal hours later, hot and exhausted, they’re back home
slouched under the whirling ceiling fan, cooling off.

To break the uneasy silence, one remarks: “Great trip, wasn’t it?”
More silence. Then another remarks how she didn’t really want to
go but went along because the others were so enthusiastic. Another
agrees.

One by one, they all admit - including the grandtather who
suggested it in the first place — that they didn’t want to go and would
rather have stayed home. Each blamed the group — or another

within the group - of pressuring.

Four mature, clear-thinking adults. Each went along. None wanted
to. In fact, they all did the opposite of what they REALLY wanted.

Ever been guilty of something similar yourselt?
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If you recognize that story, it’s college protessor Jerry Harvey’s gem
“The Abilene Paradox”. And it illustrates a common flaw in groups:
that some team members will go along with whatever a dominant
member suggests.

Why? Causes are many: could be timidity, fear, lack of self-
confidence, or unwillingness to say no. Could be not wanting
to appear unsupportive. Or just gratefulness at being included.
Whatever.

But you see the negative result: Everyone doing what no one
wanted. I consider the “‘phony go-along tactor” one of the most
destructive forces killing positive team achievement.

Mions [or Youi

As a leader - or just another team member — you must vigilantly
guard against this. Create an environment where dissenting
opinions are encouraged and will be heard without anger or
disrespect.

Robert Estabrook, former editor of The Washington Post, said
“He who has learned to disagree without being disagreeable has
discovered the most valuable secret of a diplomat.”

Disagreement is a healthy part of intelligent decision-making. Invite
it. Require it. Leaders who shut this down never get the true buy-
in they think they have. People fake agreement to avoid assumed
consequences. Yes, it’s critical your team unifies around a final
decision — and agrees to solidly support it — but to arrive at that final
decision, you must first allow vigorous debate with all sides heard
loud and clear.
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Master this and your team, your employees, your family will go to
the mat for you.

Here’s a closing Power Thought from Jim Collins, excerpted
from his book “Good To Great”: “All good-to-great companies
had a penchant for intense dialogue... ‘loud debate’, ‘heated
discussions” and ‘healthy conflict’ ... They didn’t use discussion as
a sham process to let people ‘have their say’ so they could ‘buy in’
to a predetermined decision. The process was more like a heated
scientific debate, with people engaged in a search for the best
answers.”

Leadership Principle #3

As leader, invite and encourage healthy, vigorous team
debate on important issues. Let all voices be heard. It’s the
best way to achieve true buy-in. Don’t cripple your team’s
pertormance by allowing phony go-along behavior.
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This will sound like a sports story, but it’s not. Even if sports aren’t
your thing, hang with me. I promise you there is value here to be
gained... for leaders in all walks.

While watching an NFL game recently, I heard ESPN analyst and
tormer Super Bowl winning quarterback Trent Dilfer evaluating

several current quarterbacks.

He rated each on how they performed in P.A.C.E. opportunities... or
Plays After Critical Errors.

In other words, after making a QB blunder... like fumbling, throwing
an interception, getting close to the end zone but not scoring... the
question is...

How does the QB perform on the very next play...

...when he’s rattled, nerves on edge, pressure’s on, and he may

have 75,000 home-town fans booing, gesturing thumbs-down, and

shouting obscenities?

It is those plays, those P.A.C.E. opportunities, Dilfer says, that
separate the elite quarterbacks from all the rest.

He’s right. And I would broaden his statistics beyond just football,
beyond all sports...

...to include leaders in every walk of life... business, military,
schools, politics, and in the home.

[eaclers ‘i|<e fou.
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Mions [or Youi

Here’s a question: What is YOUR typical first response to a critical
error that is of your own doing?

For many, it’s to crawl into a cave and hide. Run from the critics,
avoid embarrassment, prevent humiliation.

For others, it’s to deny responsibility at all costs.

Still others take it a step further, pointing the finger at someone else,
or blaming unfair conditions.

But none of those suit the premier performer. After a critical selt-
made error, leaders of elite status — just like a quarterback who,
moments before, threw an interception that was returned for a
touchdown — exhibit 4 important behaviors:

1. Stay in the moment, head held high, resisting discouragement
2. Accept responsibility for the outcome, blaming no other

3. Forget it, jump back in the fray, laser focused on next actions
4. Learn from mistakes, minimizing the chance of repeating it

Impressively, this is all done in mere seconds. Not days, weeks, or
months.

I've played baseball all my life. Still do. And yes, I make errors. I
learned something a long time ago. When I blow a ground ball... it
doesn’t matter if it puts the winning run on third base in the bottom
of the 9th... or if we have a 15-run lead and it does no damage...

...either way, [ know I better get my head screwed on right
instantaneously...
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...because the very next pitch is only 20 or 25 seconds away and the
ball could be hit at me again. (It's happened more times than I can
count.)

That’s not just baseball. That’s life. That’s leadership. That’s your

world too.

After a critical error, learn to shake it oft and pull yourself together.
Immediately.

Your team, your family, your success... all depend on it.

Here’s a closing Power Thought from Conrad Hilton, founder
of the Hilton Hotel empire: "Success seems to be connected with
action. Successtul people keep moving. They make mistakes, but
they don’t quit.”

Leadership Principle #6

Be the leader who can get your head screwed on right
immediately after a critical error, especially one of
your own doing. The quicker you can get past the
disappointment and into recovery, the more effective
you'll be, and the better example you'll set.
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: : Some time back, the cover story in Time Magazine was most
0 OU e e ISQS OU nse OSSI e instructive. Entitled “The World’s Most Exclusive Club”, it was

about U.S. presidents, and it highlights a phenomenon I've long been

OR YOUR TOUGHEST DECISIONS

Our presidents are a small, elite group with the weight of the world
crushing them daily... who endure an intense 24/7 spotlight of
scrutiny... are second-guessed by 300 million people oblivious to

the facts they're dealing with... and make lite-altering, pressure-
cooker decisions that would make our gnarliest choices look no more
difficult that deciding which of 31 flavors to order at Baskin-Robbins.

And yet what puzzles me is... why don’t sitting presidents more
trequently ask for advice and counsel from the living presidents who
have gone betore?

Oh, occasionally they do, as the article notes. Truman and Hoover
became great friends. Kennedy consulted Eisenhower on the Bay
of Pigs. Johnson, too, spoke with Eisenhower about Vietnam. And
Clinton often called Nixon.

But I'm speaking of something bigger: I'm talking about an every
six-month (or so) conclave of all living presidents, maybe two days in
length, allowing the current sitting president to utilize this premier
brain trust as a sounding board for his most grueling present-day
and visionary decisions.
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Look, I know presidents have a cabinet and department secretaries
tor this, and their advice is usetul. But they have limitations: they’re
all subordinate, have an axe to grind, can be terminated, and at times
may toe the line in fear for their jobs.

But ex-presidents, by comparison, are peers with zero of that
baggage. Not one iota. They can percolate a more superior level
of wisdom: been there, done that. Brutal honesty with no fear of
reprisal. No one else has this perspective. I feel it should be a duty
of all ex-presidents to give his time to this most worthy cause.

So it begs the question... why doesn’t it happen? No mystery. Truth
is, some presidents hate each other. Political differences also cloud
the way. Petty grievances exist. And of course, ego.

This is infuriating to me, because what should trump all those is the
best interest of the nation. Serving the greater good. But apparently,
it doesn’t.

Hc{ions [or Youi

Don’t make this same foolish mistake yourself. Learn from what
U.S. presidents DON'T do. I've preached this for years and will
continue: Join a group of PEERS... folks at your same level... who
now do what you do... or who did. If such a group doesn’t exist,
torm one.

Advice from non-peers is usetul and should be sought, but peer-level
counsel rises higher and can be utterly game-changing.

Don’t let your fragile ego and petty differences stop you from
seeking it. Regularly. The ongoing success of your organization —
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which as leader, is your highest obligation — depends on you getting
wise counsel, and not making critical decisions in a vacuum.

Here’s a closing Power Thought from Leo Bottary, vice president

of Vistage International and adjunct professor for Seton Hall
University (as seen on Driven Forward blog): “While peer advisory
groups have been around since the days of Ben Franklin, they are
growing in popularity for one simple reason: they work. One of the
most powertul dynamics... is the momentum created when peers
engage in a cycle of learning, sharing, applying, and achieving.”

Leadership Principle #7

Join a peer advisory group of other leaders at your same
level, who tace similar issues as you, and whose success,
like yours, depends on the decisions they make. Put your
ego aside, be willing to be vulnerable, and seek the wisdom
of this group for your thorniest problems.
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[ watched Cate Blanchett in “Elizabeth, The Golden Years” over the
weekend, and I'm reminded once again of a cold reality:

Leaders sometimes have a bull’s eye on their back... and they don’t
always know who has the arrows, where they’re coming from, or
when.

Queen Elizabeth was quietly conspired against by her own aides and
advisors, who joined with Mary Queen of Scots to oust her. By some

to kill her.

This isn't new and, no, I wasn’t surprised. Just read history.
Politics is tertile ground for this. (Heck, just read any current U.S.
newspaper.)

Leaders throughout the ages — those most hated AND those most
adored — have been secretly sabotaged, openly rebelled against,
physically revolted upon... even assassinated. Not just by enemies.
But by those they trust too. Napoleon, Churchill, Washington, Hitler,
kings, queens, popes, CEOs, presidents, managers, department
heads, coaches, parents, teachers, all of them.

Heacls Up... Youlre It ere somewhere.

Yes, this is the nasty, grisly, ugly side of leadership. ‘Knocking otf
the leader” (figuratively and occasionally literally) happens in all
arenas: business, sports, politics, academia, clergy, military, you
name it.

Sometimes it's done within the rules. Often it's not.
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Threats against US presidents are commonplace, but author Ronald
Kessler reports in his book “In The President’s Secret Service”

that threats are up 400% since Obama took office. That’s nothing
we Americans should be proud of, but it’s a reality that cannot be

ignored.

Some college tfootball coaches, at game’s end, are escorted off the
field by unitormed law enforcement. Who’d have thought that?

Mions or Youi

Is all this a reason NOT to be a leader? Is everyone out to get you?
Should you throw in the towel now?

No. Certainly not. This isn’t meant to frighten. Don’t become a
pessimist. I'm an incurable optimist... but also a realist.

It’s true not everyone has the heart, the guts, or the mettle to be top
dog. Leadership is a MOST noble calling, and danger is no reason
to squelch your ambitions. (It certainly won’t deter me.) The world
needs brave, high-integrity, top-performing leaders... despite the
risks.

To get perspective, it’s good to join a peer group of others in your
same shoes, to hear what they're facing, learn what they know, see

how they handle things.

For almost 30 years, I've been in Vistage, a worldwide CEO and
senior executive organization, and my fellow members help me see
what I can’t... like where the arrows are coming from. I've been in
many other peer groups as well, each one opening my eyes to brutal
realities. We all have blind spots.
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Similar peer groups are everywhere — sponsored by many
organizations for every role you play — parent, coach, athlete,
business leader — many by specific function. Find one that matches
tor you. Dive in. Ask tough questions. Listen to the answers. Act
accordingly. You'll wish you’d done it sooner.

Organizations, teams, classrooms, and families all need leaders. But
make no mistake, being one is no walk in the park.

Here’s a closing Power Thought from Mark Rutherford: "When
we are afraid, we ought not to occupy ourselves with endeavoring to
prove that there is no danger, but in strengthening ourselves to go on
in spite of the danger.”

Leadership Principle #38

Face facts: Being a leader makes you a target to some.
They’ll oppose your decisions, argue your policies, some
may even sabotage team performance. Smart to keep in
mind that a leader’s popularity is never 100%. It’s seldom
about you personally... it's more about the power and
authority you hold over others.
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As a quick, condensed review, let’s run through all 8 one more time.
Here they are...

Leadership Principle #1

Be the courageous leader who's not afraid to establish your own
pertormance criteria — with help from those in your charge — and
be held accountable to it. That sets the table for high performance
throughout your organization or team.

Leadership Principle #2

When facing a crisis, don’t just solve the problem. Also take a second
step: create and install preventive measures to stop it from happening
again. Do both. Better yet, tollow this 2-prong  ‘fix and prevent’
tormula BEFORE a major crisis hits — by anticipating severe problem:s.

Leadership Principle #3

Got a tough decision to make that could provoke controversy among
key stakeholders? Get ahead of misunderstandings and nasty
rumors by gathering appropriate team members and explaining
your rationale. As quickly as possible, after the decision is made.
Transparency trumps secrecy.

Leadership Principle #4

Every once in a while, to wake your team up out of its lethargic
laziness... lob a grenade and rock their world. Drop a bomb and shake
things up. A little well-timed fear can stimulate positive action.
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Leadership Principle #5

As leader, invite and encourage healthy, vigorous team debate on
important issues. Let all voices be heard. It’s the best way to achieve
true buy-in. Don’t cripple your team’s performance by allowing phony
go-along behavior.

Leadership Principle #6

Be the leader who can get your head screwed on right immediately
after a critical error, especially one of your own doing. The quicker you
can get past the disappointment and into recovery, the more effective
you'll be, and the better example you'll set.

Leadership Principle #7

Join a peer advisory group of other leaders at your same level, who
tace similar issues as you, and whose success, like yours, depends
on the decisions they make. Put your ego aside, be willing to be
vulnerable, and seek the wisdom of this group for your thorniest
problems.

Leadership Principle #8

Face facts: Being a leader makes you a target to some. They'll oppose
your decisions, argue your policies, some may even sabotage team
performance. Smart to keep in mind that a leader’s popularity is never
100%. It's seldom about you personally... it's more about the power
and authority you hold over others.

Wel, thets ol 3

It's good practice to review these principles several times a week — best
done at the beginning of the day — to set your mind right — and anchor
your behavior in high performance.

Each principle is a positive affirmation... and a powerful way set you
up tor daily success.

39




ko

Here’s some of what he’s done... and is still doing...

* Has led nearly 300 high-stakes strategic planning retreats for
small and mid-size companies with his proprietary Power
Planning™ Strategic Retreat process

* Delivered more than 600 live keynote and workshop
presentations to audiences of all sizes in the U.S., Canada,
England, Scotland, and Northern Ireland on high achievement
and peak performance themes

* Led/participated in more than 610 CEO and senior executive
peer group meetings over 25 years

* Runs his Leadership Excellence Academy for people in charge

* Served more than 460 advertising clients in an 18-year ad
agency career

» Authored 11 audio/ebooks

* Co-authored 7 print books

* Writes an ongoing e-newsletter for growth-driven leaders,
change agents, and high achievers

* Was president of Ross Roy Advertising, an Atlanta ad agency
and division of the $700 million Ross Roy Group

* Is member of National Speakers Association

* Recognized in Who’s Who Among U.S. Executives

* Recognized in Who’s Who in Georgia

* Recognized in Who’s Who Among American Student Leaders
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ATENTION (ED¢

Are You Operating Without A Strategic Plan?

You're playing blind archery if you are. Worse, there’s debilitating
confusion among your staff and it’s doubtful anyone’s telling you.
How can they perform in a fog? How can your desired results be
achieved when your leadership team isn’t bought into a common
vision? Here’s how to fix it: Rick Houcek leads strategy retreats for
small & mid-size businesses using his dynamic Power Planning™
process. His Escape-Proot Accountability™ system overcomes the
crippling eftects of lousy execution — the single biggest cause of plan
tailure. Everyone leaves on the same page. For details, visit www.
SoarWithEagles.com. Be sure to read the priceless praise from
prestigious CEO clients about value they gained.

AITENTION MANAGERS

Looking For An Innovative Way To Grow Your People?

Consider bringing in Rick Houcek’s dynamic “Self-Motivation For
Winners” personal goal workshop for your employees. This is ‘life
planning” at its best — not business goal setting — and it assures statt
members you care about them, their families, their lives. Invite
spouses too. For details, go to www.SoarWithEagles.com.

ATENTION NEFTING PLANNERS

Need a High-Energy Speaker For Your Next Conference?

Could your team use a jolt of inspiration? How about content-rich,
battle-tested ideas on leadership excellence, self-motivation, winner
behavior, or personal goal setting? Why not bring in Rick Houcek to
speak at your annual meeting, team oftsite, or industry conference?
For topics and information, go to www.SoarWithEagles.com. Read

what clients have said about value they gained — their words are gold!
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A W l)llf more almulr Ricl(...

Rick Houcek’s singular company purpose is: To provide
high-octane, world-class strategic planning systems for
business and life, helping top gun leaders, teams and
individuals to succeed ‘on purpose, most of the time,” rather
than by accident, some of the time.’

A University of Missouri graduate, Rick has 4 fanatical life
passions: family, health/fitness, helping others prosper
through his business and friendships, and playing
competitive baseball.
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CONNECT WITH RICK fIEINS=Id 770-391-9122
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