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Empower Your Team to Be Successful
No matter how ambitious, talented, or self-disciplined making, taking full credit for results. Today, however, it is
you are, at some point it becomes necessary to involve other widely recognized that all team members can make valupeople in achieving results and building effective produc- able contributions and share in both credit and responsibiltivity. Empowerment is the means for accomplishing these ity for outcomes. Empower those who are in the best
goals. Empowerment is the creation of a motivational position to take action by giving them the direction, knowlclimate that releases power, resources, and responsibility to edge, and authority they need. Handled correctly, empoweach team member to foster maximum involvement, com- erment multiplies your efforts as well as your vision and
mitment, and desired results. Empowerment extends pro- goals. Communicate to your team members your respect
ductivity beyond the organizational skill and knowledge of through delegating some of your traditional authority and
one person; it is the art of enabling others to take action.
power to them.
Empowerment is an essential building block in win-win,
Empowerment takes many shapes and forms: self-diinterdependent human relationships, regardless of your rected work teams, asking for ideas, turning over leaderposition and responsibilities. Allow others to make more ship of meetings, delegation of training responsibilities,
decisions, and they bring more commitment to any corpo- flex-time policies, surveys, cross training, and other methrate endeavor. Impart a degree
ods encouraging participaof ownership to others, and they
tion. These strategies are
become involved in your vision
tools for empowerment.
and action plan. This is true in
Recognize the expertise
sales, education, customer serof all team members and unvice, management, manufacturleash their creativity. In
ing, and any other field. Emtoday’s diverse, internationpowerment allows anyone strivalized, information culture,
ing for personal and profestop-down autocratic control
sional productivity to move foris obsolete; mutual respect,
ward.
reasonable delegation of auBecause it is the essence of
thority, and mutual committrue leadership and influence,
ment to organizational goals
empowerment achieves results
are the hallmarks of an ef“Empowerment
is
an
essential
building
block
in
win-win,
and progress through the comfective organization.
mitment and involvement of interdependent human relationships, regardless of your position
Give employees the reand
responsibilities.
Allow
others
to
make
more
decisions,
and
others. In the past, only leadsponsibility to adapt, reers were allowed to control they bring more commitment to any corporate endeavor."
spond, and take advantage
information flow and decision
– continued on page 2 –
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of opportunities. Experimentation and innovation must
occur regularly to keep up with a world characterized by
information and technology change. Consumers increasingly demand instantaneous service, faultless quality, and
low prices. To address these demands, train team members
in more than procedures; help them to understand the spirit
and missions of their work. Even temporary workers need
information and training to function as empowered, dynamic team members.
Tapping into the existing values and vision of team
members is the key to nurturing accountability and commitment of the team. The story is told of a traveler who
visited a stone quarry and asked three of the workers what
they were doing.
“Can’t you see?” said the first one irritably. “I’m cutting
a stone.”
The second replied, “I’m earning a living.”
But the third put down his pick and thrust out his chest
proudly. “I’m building a cathedral,” he said.
How people view their work makes a significant impact on long-term productivity. All workers perform and
respond to change best when they are accomplishing goals
that matter to them. A synergistic, empowered, and productive team consists of individuals who envision their
input as meaningful and significant.

The Benefits of Empowerment
High quality service is one of the significant results of
an empowered team. Because empowered team members
are well-informed, well-trained, and vested with the necessary authority, they are able to seek ways to satisfy
customers without being forced to wade through mountains of bureaucracy and red tape. Empowerment can be
the spark of progress, with many tangible and intangible
benefits, including:
• Retention of creative, skilled people as they participate
and share in the success of the group,
• Logical, reasonable policy and decision making based
on information from diverse sources in the organization,
• High-caliber information flow as people know their
ideas are solicited, respected, and acted upon,
• Decreased waste and inefficiency as people closest to
situations take initiative,
• Ideas captured in time to respond to market needs,
• Unique competitive advantages derived from maximizing the talents of all individuals in the organization,
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• Increased high payoff time for upper management, and
• Improved morale as group members enjoy belonging
and becoming emotionally and intellectually involved in
projects.
Initiating the process of achievement through empowerment can take longer than imposing an agenda upon others.
But strict, top-down control fails to fully use the potential of
individuals. As a result, team members show only shortlived effectiveness, along with little or no responsiveness or
adaptability to outside events. In contrast, once people
experience the fulfillment that comes through empowerment and involvement, they are eager to adapt and make full
use of their potential. They recognize the many personal
benefits they reap as the organization succeeds and their
responsibility and effectiveness expand through empowerment.

Empowered Delegation
Effective delegation attitudes can be taught and learned.
Because of people’s diverse backgrounds, these attitudes
come more naturally and are more easily understood by
some people than by others. When desire is present, however, any attitude or personality trait can eventually be
developed. Continually observe leaders around you, glean
ideas from books and articles, make a conscious decision to
infuse your thought processes with positive ideas and belief
in others, and encourage appropriate team behavior. Here
are several actions you can use regularly to set the stage for
an empowered delegation environment:
• Think and talk in terms of “we,” not just “me.”
• Recognize that mistakes are part of the learning process.
• Replace the word “failure” with other words in your
vocabulary: mistake, learning experience, or test.
• Know your personal strengths and limits.
• Set healthy boundaries for your personal time and involvement based on your personal goals.
• Rotate leadership responsibility for meetings and projects
when appropriate.
• Include all contributors’ names on reports, memos, and
other communication.
• Constantly communicate and repeat your reason for
working together.
• Be available for others; at the same time, encourage
resourcefulness and creativity. Effective delegation gives
the message: “Do whatever it takes; you have the
talent!”
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Believe and
Support Your
Team
Effective delegation always
involves adequate communication. People accept responsibility and act when they know
what you expect. Talk informally with a person before actually turning over responsibility. A nonthreatening approach
allows the person to express
fears or enthusiasm about the
idea of accepting delegated responsibility. You also receive
their insight and ideas about how
to address the project most efficiently.
Gradually turn over the responsibility. As a worker develops confidence and efficiency,
move further aside by setting
specific checkpoints for the
employee to report on results.
Provide assurance that you are
available for questions whenever needed. Gradually move
to more informal supervision.
Moving up to a higher level of
delegation provides more time
for you and empowers the team
member to increase their productivity.
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Build a Foundation of Growth
Leadership ability and effectiveness are enhanced tremendously by a leadership
philosophy that calls for belief in the worth of people, belief in their abilities, and belief
in their potential for growth. This leadership philosophy forms a bedrock foundation
for building sound relationships with team members – relationships that lead to
personal growth and success for them, for their manager, and for the entire organization. Effective leaders possess this philosophy. They light the spark of imagination and
creativity in themselves and in their followers. Effective leaders seek to unleash their
own untapped potential as well as that of their
people.
Any leadership position carries with it certain status, privileges, opportunities, and
power. These benefits are a part of your
compensation. You have the right to enjoy
them; you have earned them. But privileges
carry with them their own responsibilities.
Recognize that the unique position that brings
you honor and prestige also requires making
decisions, solving problems, and performing
services that no one else in the organization
can perform.
An effective leadership philosophy also
encompasses a sense of ethical responsibility.
The ethics of an organization is concerned with the way people behave and with the
values or standards that govern their actions and choices. Leaders are responsible for
choosing the goals of the organization, establishing its direction, and determining its
ethical standards. Ethical standards grow out of the basic beliefs and personal values
of the top leaders. Certain standards in the areas of fairness, honesty, and personal
responsibility, however, are widely accepted by the whole of society. Effective leaders
maintain these basic ethical responsibilities:
▲ They obey the law. Operating within both the letter and the spirit of the law is a
responsibility of leadership. Most laws are designed to protect particular portions of
the population: employees, workers, consumers, or the general public. Organizational rules and procedures should make it clear to all employees that the law must
be obeyed. Policies and procedures should also make it possible for employees to
do their work well while satisfying legal requirements.
▲ They deal honestly with clients or customers. Ethical behavior toward clients is
more than a matter of right and wrong; it is good business as well, for satisfied
customers come back again and again. Honest dealing includes providing a high
quality product or service for consumers. They have the right to expect that the
product or service you market will accomplish what you claim and that it can be used
with safety and confidence. Your clients should also be able to trust you to keep your
commitments in regard to quality, delivery time, price, and credit terms.
▲ They treat team members fairly. Effective leaders seek to achieve the greatest
possible results through directing the efforts of people. But if they exploit
people in the process of achieving results, they stand to lose good workers and,
in the long run, lose the ability to produce results. Since the results achieved by
the organization come from the efforts of all those who have a part in the work,
it is the responsibility of the leader to see that everyone benefits from what is
earned in the process.
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Be SMART When Setting Personal Goals
Increasing productivity means surpassing your previous best. It happens only when you adopt new goals that
build upon past performances. Adopt and nurture the
“Let’s beat our best” attitude with team members on a oneon-one basis. Earn behind-the-scenes agreement and commitment from key group members before presenting new,
challenging goals to the entire team. Lay a positive foundation by making effective and SMART goals to accomplish
achievement.
S stands for SPECIFIC. A
goal is specific when it is clearly
defined. A specific goal has a
much greater chance of being
accomplished than a general
goal. To set a specific goal, ask
yourself:
• WHO: Who is involved?
• WHAT: What do I want to
accomplish?
• WHERE: Identify a location.
• WHEN: Establish a time
frame.
• WHICH: Identify requirements and constraints.
• WHY: Specify reasons, purpose, or benefits of accomplishing the goal.
M stands for MEASURABLE. A goal is measurable
when it can be quantified. Establish concrete criteria for
measuring progress toward the attainment of each goal you
set. When you measure your progress, you stay on track,
reach your target dates, and experience the exhilaration of
achievement that spurs you on to continued effort required
to reach your goal.
To determine if your goal is measurable, ask questions
such as...
How much? How many? How will I know when it is
accomplished?
A stands for ATTAINABLE. A goal is attainable when
it is humanly possible to accomplish. When you identify
goals that are most important to you, you begin to figure out
ways you can make them come true. You develop the
abilities, skills, and financial capacity to reach them. You
begin seeing previously overlooked opportunities to bring
yourself closer to the achievement of your goals.
You can attain most any goal you set — when you plan
your steps wisely and establish a time frame that allows you
to carry out those steps. Goals that may have seemed far
and out of reach eventually move closer and become

attainable — not because your goals shrink, but because you
grow and expand to match them. When you list your goals,
you build your self-image. You see yourself as worthy of
these goals, and develop the traits and personality that allow
you to possess them.
R stands for REALISTIC. A goal is realistic when it
represents an objective toward which you are both willing
and able to work. A goal can be both high and realistic; you
are the only one who can decide just how high your goal
should be. But be sure
that every goal represents
substantial progress. A
high goal is frequently
easier to reach than a low
one because a low goal
exerts low motivational
force. Some of the hardest jobs you ever accomplished actually seemed
easy simply because they
were a labor of love.
A goal is realistic when
you truly believe that it
can be accomplished with the time and resources available
to you. Additional ways to know if your goal is realistic is
to determine if you have accomplished anything similar in
the past. Another way to help you determine if a goal is
realistic is to ask yourself what conditions would have to
exist to accomplish this goal.
T stands for TANGIBLE. A goal is tangible when you
can experience it with one of the senses — that is, taste,
touch, smell, sight, or hearing. When your goal is tangible,
or when you tie an intangible goal to a tangible, you have a
better chance of making it specific and measurable and thus
attainable.
Intangible goals are your goals for the internal changes
required to reach more tangible goals. They are the personality characteristics and the behavior patterns you must
develop to pave the way to success in your career or for
reaching some other long-term goal. Since intangible goals
are vital for improving your effectiveness, give close attention to tangible ways of measuring them. Pose this question
to yourself, “What evidence of accomplishment will there
be when I reach this goal?”
As you seek continuous professional and personal improvement, it is vital for you to set specific productivity
goals. To reach any destination you need to know where you
are going so you can plan the best way to get there.
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Pinpoint Issues to Build a Strong Team
Changes and adjustments are necessary whenever people
work together. Equipment problems pale in significance
compared to problems caused by people. A person cannot
be discarded unemotionally just as a broken piece of
equipment would. People problems are often difficult to
solve. On the other hand, solving people problems offers
immense personal satisfaction and professional benefits.
A simple procedure helps to analyze and pinpoint the
nature of a problem affecting one
or more team members:
◆ Examine the environment. Are
physical conditions in the work
environment adequate? Check
lighting, equipment, temperature, availability of tools and
supplies, and all other comfort
and convenience factors that
apply. If any physical element
of the work environment is adversely affecting productivity,
correct it so people can concentrate fully on their professional function. The emotional environment is also primarily a leadership responsibility. To create a positive environment, keep lines of
communication open. Provide clear job descriptions and
delegate authority to carry out assignments appropriately. Make sure you give adequate feedback and recognition. If the environment is adequate, consider the next
step.
◆ Evaluate team member skills. Is the individual capable of
doing the job? If necessary skills are absent, consider
whether or not additional training would correct the
problem. If so, provide opportunity for the team member
to receive that training. If training would not help, then
this person and the job are incompatible and a new job
assignment is necessary. If the environment and the team
member’s skills are adequate, consider the two remaining steps.
◆ Check activity. Make two types of checks on activity: the
type of activity and the level of activity. Check whether
activities are the right ones for the purpose of the job.
Then determine whether the person is actually working
hard enough and long enough. Productivity will be low
when either of these indicators is out of line. If there is an
activity problem, you know that it is related to either
skills or motivation.
◆ Examine motivation. If the environment is adequate, if
the team member is capable of performing the work, and
if the individual is working at the right task but not being

very productive, the problem is probably one of motivation. Look at the attitudes of the team member, the
enthusiasm, and the level of commitment to the goals of
the organization. Many problems are problems of motivation. When a person is motivated, the other problems
are usually easily resolved. If a person is not motivated,
no amount of skills or activity will permanently resolve
the problem. Seek out the needs of the team member that
can be used as a basis for motivating that
person to become
more productive. If
you conclude that the
problem lies in the
area of motivation,
do whatever is necessary to lead the
team member to
adopt new attitudes.
Never automatically
assume that more
money is the solution to all motivation problems. Actually a team member whose productivity is unsatisfactory
is already overpaid. More money may depress productivity even more because it delivers the illogical message
that present inadequate performance deserves a reward.
Finding a solution to a motivation problem begins with
establishing a positive personal relationship as a basis for
discovering the needs that are presently important to the
employee. This may take time. Team members who know
you are dissatisfied with their performance find it difficult to
confide in you about any personal needs or problems.
Remember that low productivity is only a symptom; you
must find the underlying problem. Consider these possible
causes of people problems:
• Boredom with the work and the need for some change
• Frustration with work that is not challenging enough
• Physical or emotional problems that need professional
attention
• Stress from family problems
• Discouragement because of overwhelming workload
• Inability to connect work on the job to achievement of
personal life goals
• Perceived lack of opportunity for advancement or recognition in current position
Once you discover the underlying cause of the problem,
you can develop and carry out a plan to solve it.

5

STRATEGIC DEVELOPMENT

6

The Total Leader

Bridging the Gap Between Potential
and Performance
Since 1966, Leadership Management® International, Inc. has been bridging the gap between
potential and performance by helping organizations 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 Development™ model with four vital components:
● Awareness

● Development

● Planning

● Results Management.

®

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