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“Several components determine the success of a team.
These elements include decision making, creative problem
solving, collaboration, and facilitative leadership."

– continued on page 2 –

On a trip to a specific destination, a driver can look for
certain landmarks to be sure of taking the correct road. A
team also has “landmarks” to evaluate whether or not it is
on the path to excellence. Several components determine
the success of a team. These elements include decision
making, creative problem solving, collaboration, and facili-
tative leadership.
Making choices
◆ Standards for making decisions. Decisions are always

made with reference to certain standards or values. The
organizational counterpart to a leader’s strong self-image
is a well-defined organizational plan of action that serves
as a blueprint for decisions.
Identification of priorities
among the various organi-
zational goals provides an
index to their relative im-
portance to the organiza-
tion.

◆ Responsibility. Determin-
ing who will make a par-
ticular decision is another
important consideration.
Even the most effective
leaders must repeatedly
judge whether to make a
decision themselves, refer
it to someone else, or del-
egate it. As a general rule,
decisions should be made
at the lowest organizational
level consistent with qual-
ity. Appropriate delegation

of decision making to team members strengthens them,
enhances the quality of decisions, prevents morale prob-
lems, and maximizes your time effectiveness.

◆ Personal accountability. Although you delegate author-
ity and assign responsibility for a decision, you are still
personally accountable to the organization for the out-
come. Good judgment in the type of decisions you
delegate makes it unlikely that such action will be
necessary very often. In the event that you are ever
forced to reverse or modify a decision, be sure to explain
fully to everyone involved. Do all you can to help team
members make wise decisions. The more competent

they become in making de-
cisions, the bigger contri-
bution they make to the
achievement of organiza-
tional goals.
Solving Problems

Like decision making,
problem solving may in-
volve a relatively insignifi-
cant item, or it may con-
cern a serious issue with
the possibility of a major
impact on the entire orga-
nization. The larger and
more important the prob-

lem, the more time and de-
tail that go into each step of
the problem-solving pro-
cess. For minor problems,

Mapping the Road to Your Success
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several of the steps may be accomplished mentally in only
a few seconds. But the process always includes these steps:
◆ Crystallize the goal. Many problems are caused simply

because the goal is not clearly understood by all team
members. Take time to review the purpose of the team
and its primary goals.

◆ Define the problem. It is vitally important to discover the
nature of the real problem when something is obviously
wrong. Sometimes the visible element is merely a symp-
tom. Define the problem clearly in terms of one or more
organizational or personal goals.

◆ List criteria for selecting a solution. Establish guidelines
for evaluating possible solutions and making decisions
by referring to specific organizational goals and priori-
ties. This involves determining the rules by which the
most workable solution will be selected and the stan-
dards the solution must meet. The criteria might include
impact on product quality, cost limits, personnel changes,
the leader’s time allotment, or a target date for choosing
a solution to be implemented.

◆ Collect information. Asking open-ended questions and
listening carefully to the answers are generally the best
ways to gather information. Ask others how they would
solve the problem and why they would take that ap-
proach. Attempt to see the problem or tentative solution
through the eyes of others.

◆ Develop possible solutions. Examine all of the data
collected and record all possible solutions suggested by
the data. List as many possible solutions as you or the
group can generate by brainstorming.

◆ Analyze possible solutions. Allow time for ideas to
“incubate.” Work on other problems and come back to
the original one with new ideas. In one instance, think
primarily in terms of profit. Another time, think in terms
of team member development or other objectives. Ana-
lyze all assumptions to be sure you are not accepting
artificial limitations. When you accept traditional as-
sumptions about what can be done, you limit the ability
to find creative solutions. Alter assumptions about what
can be accomplished and you open your mind to new
possibilities fand for meaningful personal development.

◆ Make the decision. When as much information as pos-
sible has been gathered and considered, assume the
responsibility for making a decision, or for leading team
members to choose the best possible solution.

◆ Implement the solution and follow up. Since the process
is problem solving rather than just decision making, a
plan for implementation must be developed to carry the

job through to completion. Assign responsibility for
each action step. Set up a schedule and follow it to make
sure the problem is solved. Make adjustments along the
way to ensure successful problem solving.

Collaboration
Many teams who were perceived as underdogs have

won championships because they focused on the team goal
rather than their own individual goals. The key to collabo-
ration is the ability of team members to work interdepen-
dently. Of course, all team members are different from one
another. In fact, some teams are purposely designed to
maximize the differences among team members. These
differences can often lead to friction, tension, and conflict.
Conflicts are forks in the road to high performance. How
conflicts are handled will determine whether a team stag-
nates or moves to an even higher level of results. When
conflict happens, use the following steps to help team
members overcome the conflict: • Identify the real conflict
and the specific team members involved. • Communicate
with each other. This means each team member has a
chance to talk about his or her thoughts and feelings and is
also willing to listen to other team members. • Handle the
conflict head on and out in the open. This means each team
member must be willing to deal with and discuss difficult
issues. • Get team members thinking about potential solu-
tions. Don’t judge ideas at this point, just get as many ideas
out on the table as possible. • To resolve most conflicts, get
team members to make at least a small compromise on the
various issues. Negotiate a solution that is acceptable to
everyone. • Make a commitment. Each team member must
commit to the negotiated compromise solution. This means
they will give 100 percent effort to make the solution work.
• Follow up to be sure all team members are fully cooper-
ating and putting forth their best effort to make the solution
succeed.
Facilitative leadership

Today, the team leader is really the caretaker of the team.
This means the leader is responsible for helping, support-
ing, and facilitating the process of team building, team-
work, and team performance. A facilitative leader under-
stands that the solutions to problems, the information to
make decisions, and the creativity to innovate is to be found
in team members. Facilitative leaders see their role as
bringing out the best talents and abilities of each team
member and blending the different strengths of each person
into a harmonious whole. The goal is not to make everyone
perform the same, but rather to use each person’s unique
abilities to achieve the best possible performance. The best
team leaders develop team members to perform at a high
level even without the leader guiding them.



The Total Leader 33333STRATEGICLEADERSHIP

Table of Contents
Page 1-2: PERSONAL SUCCESS
Mapping the Road to Your Success

Page 3: STRATEGIC LEADERSHIP
Lead with Forward Thinking

Page 4: CLARIFYING FOCUS
Set Yourself Apart by Building
Trust

Page5: GROWTH AND
DEVELOPMENT
Challenge Today's Success and Do
Better

Page 6: STRATEGIC
DEVELOPMENT
Bridging the Gap Between
Potential and Performance

Lead with Forward ThinkingSparkMotivation
with a Focus

Motivation begins by discov-
ering a need so strong that it
triggers action. The process is
most effective when the action
carries some tangible or intan-
gible evidence of exchange.
You never get something for
nothing, nor do you knowingly
give something for nothing.
Accept and believe wholeheart-
edly in the principle and base
your motivation on a fair ex-
change. You are never motivated
by an appeal to a nonexistent
need, and you are not likely to
be motivated by an appeal to a
higher need when lower, more
basic needs are yet unsatisfied.

Attempts to motivate your-
self must always appeal to the
desires that are strongest at a
given moment. Motivation by
attitudes and habits involves
accepting responsibility for your
own actions. It provides oppor-
tunity for growing, for develop-
ing creativity and for helping
others. Unquestionably, moti-
vation by attitudes and habits is
the most powerful and lasting
force available for development
of personal leadership.

Tomorrow’s business environment will be characterized by more complex prob-
lems, even faster rates of change, increased global competition, and the commoditization
of most products. It will become more and more difficult for organizations to develop
and maintain a unique advantage over competitors. The motivational leader of the
future will have to develop in these areas:
◆ Leadership is a relationship. Leadership is about people. You don’t lead things, you

lead people. You lead people through the relationship you have with them. Only
when you are able to build positive, trusting relationships with team members will
you be able to effectively lead them. You can only develop trusting relationships by
spending time with people, interacting, dialoguing, and sharing experiences. When
you have relationships based on trust and expe-
rience, you know you can depend on each
other no matter what the future holds.

◆ Lead through goals and values. It is impractical
to try to manage and control everything people
do. When team members know the goals and
are committed to the organization’s values,
they will almost always act in ways supportive
to the organization. The key will be the leader’s
ability to crystallize the organization’s goals
and values and effectively communicate them
to team members.

◆ Balance work. Believe in people, train and
develop them continuously, and give them the
opportunity to accept responsibility for signifi-
cant achievement. Just as devastating as the
failure to delegate is overdoing delegation.
Giving too much of your own authority and
responsibility to others who are not adequately trained, who do not share your goals,
or who are overworked means that you will soon be out of touch with the operation
and will lose the insight you need to influence the direction the organization is
moving. Avoid this trap by maintaining a written delegation plan that details what
you plan to delegate and to whom, with a schedule for implementing your plan.

◆ Focus on strengths. It is easy to drift along allowing people to do the same work they
have always done and assuming that is all they can do. People are the greatest under-
utilized asset in business today. Study people; learn their strengths, their personal
goals, and their desires. Then give them opportunities to develop new abilities and
learn new skills that will make them more valuable as team members and more
fulfilled as individuals. When people grow, the whole organization benefits.
Everyone has both strengths and weaknesses. It is the leader’s responsibility to put
team members in the right role to best utilize their unique talents and abilities.

◆ Multiply your leadership. Make yourself available for new assignments and
increased responsibilities. If you are already at the top, developing someone to take
over is even more important. The ultimate measurement of a leader’s success is how
many other leaders they have developed. Organizations succeed in direct propor-
tion to the number of leaders they have. With only one or a few top leaders,
organizations must resort to a hierarchical bureaucratic structure to manage and
control the actions of employees. This structure is destined to fail in a fast-paced,
ever-changing business world. The ideal goal is to develop everyone into a leader.
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Set Yourself Apart by Building Trust
Trust is the strength that enables you to encourage other

team members to use their skills and abilities to help move
the entire team toward reaching its goal. When you display
trust in others, showing them that you believe in them and
that you have confidence in their skills and abilities to
contribute to the team’s success, they will trust and encour-
age you to use your skills and abilities to help reach the goal.

Trust is an indispensable force in any relationship, and it
is a powerful bond that team members can form to help them
reach their team goal. Trust is the combination or conver-
gence of three separate beliefs:
• The belief that your team mem-

bers are competent and that they
have expertise in the areas you
trust them in.

• The belief that others are con-
cerned, that they care for you and
have your best interest at heart.

• The belief in others’ commitment
– that they will do what they say
and follow through on their com-
mitments.
Mutual trust among all the team

players creates congruency in
thought, ambition, desire, and ac-
tion. Teamwork bolstered by trust
minimizes stress, eliminates misun-
derstandings, and saves time as you
get more done. When you have team
members who trust each other, you
do not need to have lengthy conver-
sations. Rather, you can almost speak
in shorthand. These qualities in turn create synergy – the
phenomenon that enables team members working together
to accomplish much more than if they worked solo.

Trust develops respect among team members. Respect is
required for any healthy relationship whether it is personal
or professional. Teams are frequently made up of people
who bring very different skills and abilities to the work
group; their differences contribute to the strengths and
capabilities for reaching the assigned goal. When all the
team members assume their appropriate responsibilities,
mutual trust and respect develop.

The team leader is responsible to recognize the skills and
abilities of each team player well enough to know who
would be best in each position. The team members must
have confidence in the team leader to make team assign-

ments and to ensure that the right players are in the right
positions. In a band, the leader assigns responsibility for
playing the drum to the person who can best play the drum.
The leader assigns a trumpet player the responsibility of
playing the trumpet. The band members in turn trust that the
leader knows best and goes along with his or her direction.
This kind of trust creates harmony, respect, synergy, and,
ultimately, success.

Working in a climate of trust reduces stress and enables
energy to be used more constructively. If two people in a

rowboat paddle randomly, they expend
twice the energy to get half the results.
But if they paddle in sync, they double
their speed with half the effort. The
exact same principle applies in any or-
ganization when team members work
together with a high level of trust. They
work together more efficiently and ef-
fectively because they know they can
trust the other team members to do their
part. Their loyalty grows, and their level
of job satisfaction increases. When work-
ers are doing their best to contribute to
the success of the team and they are
enjoying their jobs, the result is always
a higher level of success.

Trust is essential to reach the goal, to
get the job done. Like any worthwhile
accomplishment, there are no shortcuts
to establish trust:
• Developing trust takes time, effort,
and commitment.

• Building trust means doing what is right even when it is
difficult to do.

• Trust means encouraging other team members even
when you do not feel like it.

• Trust means always doing your best and not letting the
team down.
These increased levels of synergy and success are

not limited to the work team; they expand into every other
area of the organization. Customers come to believe that
your organization keeps its promises and genuinely cares
about their needs. Expanding business is the ultimate result.
Your organization makes a profit, you have job security,
and you enjoy the personal satisfaction of having contrib-
uted to it all.
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Challenge Today's Success and Do Better
Because we live in a world of constant change, organi-

zations must continually change to meet the demands of the
competitive marketplace. There seems to be no end to the
stories of companies that failed to change, and eventually
went out of business. In today’s business environment
continuous invention and innovation are no longer luxu-
ries; they have become the vital key to survival and
prosperity. Innovation is one of the few areas where
organizations can achieve a significant competitive advan-
tage.

There are many factors that determine an organization’s
success at innovation. The goal of innovation is to con-
stantly create new and better products and services that
meet or create a need in the marketplace. Innovation is
proactive change. Innovation means to think like an entre-
preneur – always looking for new opportunities. It is no
longer enough to have the best product or service today;
you must also consistently innovate for tomorrow.

Unfortunately, this is easier said than done. The larger
and more successful an organization becomes, the more
difficult it is to change and reinvent its products and
services. In fact, the more successful an organization
becomes at execution, the harder it becomes to innovate
and change.

Leaders must learn to challenge today’s success in order
to create tomorrow’s opportunities. Creativity and innova-
tion must become everyone’s responsibility. Most new
ideas and innovations are created from the interaction
between team members and customers. Customers want
solutions to their problems, they want their desires to be
met, and their needs fulfilled. These are all potential inno-
vations. Leaders must have every team member actively
searching for these opportunities or they will pass right by
the organization.

Establishing and maintaining an innovative climate in
the workplace requires sensitivity to individual differences
when structuring work assignments. Because individual’s
needs differ, how you lead people must differ. At the same
time, the necessary procedures of your business must be
met, and the difference in the way you lead particular
individuals must avoid any appearance of preferential
treatment. Give careful consideration to these factors:

▲ Structure and freedom. Some team members possess
highly structured thinking patterns and want to work
“by the book.” They want an explicit procedure to
follow in every situation because this helps them feel
secure. Give them training that enables them to do their
jobs accurately and promptly, but do not burden them

with the responsibility for making decisions in unpredict-
able situations. Other team members, in contrast, prefer to
devise their own work plan. They want to feel that you
consider their judgment dependable, and that they are free
to exercise initiative. Generally, the more freedom people
have the more creative and innovative they become. Their
productivity and motivation are directly related to the
degree of freedom and responsibility you grant them. Be
sensitive to individual needs and assign responsibilities
accordingly. Keep the goals of your organization firmly in
sight, but give people as much freedom as they prove
capable of handling. At the same time, require account-
ability. This approach empowers team members to in-
crease their overall productivity and generate the  greatest
number of innovative ideas.

▲ Conformity and creativity. Encouraging team members to
use as much of their creativity as possible – as long as their
creativity is focused on productivity – is to your advan-
tage. From their creativity come ideas for improving
present products, services, and for implementing future
projects. As a leader, your responsibility in encouraging
creativity requires careful balance between inviting and
directing creativity toward appropriate targets, while en-
suring conformity in situations where no deviation can be
tolerated. For example, the ethical policies of the organi-
zation are vital to its existence so conformity must be
maintained with no “creative” deviations allowed. Safety
and quality control regulations must be the letter of the
law. But fresh ideas in many other areas are essential for
continued profitability and competitiveness.

The higher your expectations, the more creativity team
members exhibit.  As the self-worth of team members grows,
their motivation and ability to meet challenges improves.
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Since 1966, Leadership Management® Interna-
tional, Inc. has been bridging the gap between
potential and performance by helping or-
ganizations and individuals evaluate
their strengths and opportunities
through implementation of the
unique and proven LMI Process�.
The LMI Process�...

● Develops leaders who, in turn,
empower their people to use their
untapped talents and abilities.

● Identifies key areas the organiza-
tion should focus on in order
to reach the next level of success.

● Gives direction to an effective solu-
tion and delivers measurable results.

● Practices a 93 percent effective
leadership model.

The LMI Process� is designed around a Strategic Devel-
opment� model with four vital components:

● Awareness

● Planning

LMI ® tools and processes have been making a difference in organizations
and individuals for more than 50 years in more than 80 countries.

Bridging the Gap Between Potential
and Performance
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