Creating

If you@e hiring
people who are
smarter than

you, you should
be surprised

with ther
Ideas and
solutions.
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of your emplgyees are focusedon meeting or
ceedingthe organization©most critical busi-
nessgoals. Soundsimpossibleto do, right? But it@
doablewith an all-out commitmentto execution.The
mostimportantaspect®f a execution-basedultureare
establishingclear objectves, effective communication,
implementing an accountability-based leadership
model focused on results instead of
actvity, eliminating victim mentality
minimizing politics, proactve team-
work, establishingeffective measure-
ments and rewards, effectively
managingperformanceand mastering
personal involvement in day-to-day
aspect®f thebusiness.Whenit comes
to executingfor results,accountability
is your primarydriver. Profitability and
resultsstartby assigningclear owner-
ship to every aspectof the business.
However, for this to work you mustto
have theright peopleon your team.

Q reyouwilling to dowhatit takesto ensurehatall

new

Whenit comesto executingfor results,

accountabilityis your primary driver.

Proftability and results start by assign-
ing clear ownershipto every aspectof the business.
However, for this to work you mustto have the right
peopleon your team.

One of the most important aspects of being a superior
leader is hiring people smarter than you. The difference
between good performance and great performanceis not
just having smart people, but also having the right great
people in the right positions. That@ why top leaders
spend more time putting the right team in place to
accomplish their objectives than they spend on planning,
strategizing, or many other components of their job.

26

Execution

Based Culture

Oftenineffective leadershave a fearof notknowing the
answetto every questionThey personallywant to bring
all relevant factsto thetableevery time. That®©notonly
impossible but also counterproductive. Here is an
importantpoint to rememberA players,hire A players
andB players,hire C players.

Effective leadershire people who can provide the
answersthat are pertinentto their particular area of
expertise. True leadersalso know how to listen to
adviceand move out of the way to let othersdo what
they do best.

So how do you determineif you have hired the right
people7irst, askyourselfhow oftenthe peoplearound
you recommendsoundideasthatyou never knew were
possibilities.Does this happenonce a week?Once a
month?Doesit ever happen?

If you@ hiring peoplewho are smarterthanyou, you
shouldbe surprisedwith their new ideasandsolutions.
You shouldbe constantlylearningfrom them.

Secondin theprivagy of your office,study eachperson
in your organizationwho reportsto you, andaskyour-
self, if therewere no ramificationsassociatedvith the
answeywould | pick this persoragainto beonmy team
andin the sameposition?Caution! If you worry about
what you would do if the answeris no, you will not
answerthe questionhonestly

If you canansweroften to the first questionandyes,
without hesitation,to the second,then you have
the right personin the right job. Whenyou hire
first-classprofessionalsyour job will get easier
andyour objectives will be achieved faster, better
andmore profitably.

Oneof thetoughesjobsfor aleaderis hiring someone
you don®know. Thelastthing we want is to hire wrong
and then have to deal with the aftermath.Here is a
secretl useto increasethe probability of making the
right hiring decision: During the latter stagesof the
interviewing process,after my colleaguesand | have
met with the prospectie hire several times, | askthe
candidateto write a one-pageaction plan describing
what he or shewill do the first sixty dayson the job.
The next time we meet,| askthe personto presenthe
plan. This not only allows me to evaluatethe candi-
date®style,approachand critical thinking skills, but it
alsogives meaready-madg@erformancelanby which
to evaluatethe persorin themonthsto come.If 1Omhir-
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ing to fill a senior position, | ask for a three-month
actionplan.

Having the right peoplein the right positionmalesit@

easierto assignownership.When doing so, be direct

andforthrightwith peoplein every conversationletting

themknow wherethey stand what®neededrom them,

andwhenit is neededOften goodleaderscanbecome
greatleadersby reshapinghe way they talk.

Whenyou make arequesbf someonetake alittle extra

time to explain why you aremakingit. Putit in context

andexplainwhy it@importantto the goalsof the organ-
ization. Then the personcan provide a more robust

solution becauseshe understandshe purposeof the

taskandhow theinformationwill beused Ask whatthe

person needsto complete the task. This approach
removesexcusesyeducesework, andis agreatway to

build relationships.lt@ also a greatway to develop

future leadersby increasingresponsibilityand encour-
agingdecisionmakingandcreatvity. By holdingothers
accountableyou areteachingthemto acceptresponsi-
bility.

When you follow an accountability-basedeadership
model, basedon clear objectives and clear measure-
ments, it exposesthe effectivenessNandineffective-
nessNof your organizationat all levels. Resultsspeak
for themseles, and they speakvolumes. Thosewho
achieve their objectvesandtreatpeoplefairly alongthe
way canbetargetedto playincreasinglyimportantroles
in the business.

It@ easyto determineif you have an execution-based
culture.Justlistento the corversationgoingonin meet-
ings. s conversationdirectedtoward commitment?Are
individuals talking aboutwhat is importantand what
will andwon®get done?Are they making requestsof
one anotherand askingfor commitmentsr do con-
versationsstrayto generalitiesyaguenesstationaliza-
tion, andmissedexpectations?

Do you have peoplewho constantlytalk abouthow hard
they work, how mary hoursthey putin, how little vaca-
tion they take, yet you wonderwhatthey actuallypro-
duce?If so, most often thesepeople are focusedon
actiities insteadof results.They will continueto do
this aslong asyour culturecondoneghis behaior.

| know agroupis performingwell whenthey talk about
actualresults,not the actvities and hurdlesalong the
way. When team membershold themseles account-
able, you hear responsibility in their conversations.
They askoneanotherfor helpin orderto geton track.
Thereareno victims, excusesor concernsover a lack
of knowledge.Insteadhey aresearchindor the knowl-
edgeand supportthey needfrom everyonearoundthe
tableto reachthe compay@® goals.

The ability to consistentlycorvert businessgoalsinto
resultsis the signof aneffective leaderwho knows how
to execute.To maintainthis level of focus,leaderamust
first provide cleardirectionthatis conciseand easyto
understand.
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Have you provided cleardirectionto your entireorgan-
ization?To find out, just walk aroundandaskindivid-

ual employeeswhat the organizationtop objectives
areandhow whatthey aredoingtodayhelpsto accom-
plishthem.

Hereis anexampleof anexecution-basedrganization.
If oneof thetop goalsis to increaseorofit by 2 percent
over the previous yeat you should expect to hear
responses similar to the following when you ask
employeesin aparticulardepartmenhow they arehelp-
ing the compary accomplishts goal:

¥ HumanresourcesWe are revising the commission
planto increasesalesof highermagin productsby
20 percent.

¥ Finance:We arerefining the laborreportingsystem
to moreaccuratelycalculateindividual productmar-
ginsby theendof thefirst quarter

¥ Sales:We are training our salespeoplen the new
customercreditscreeningrocesgo helpreducebad
debtby 10 percent.

¥ Information systems:We are implementinga time
reporting systemto improve productvity by 3 per-
cent.

¥ Customerservice:We aredeterminingtheroot caus-
esof all warranty claimsto reducetheamountby 20
percent.

¥ Manufacturing:We arereducingthe costof waste15
percentby selling productionby-productsandscrap
to the secondarymarket.

Simply listento their responses.

If you want to increaseaccountabilitymy adviceis to

startby defining your role whenit comesto delivering

results.Simply put, the leader©job is to ensureevery
memberof the teamwins, and winning is defined as
meetingthe organization&top objectives. | only wish

someonevould have explainedthis to me earlierin my

career The reasonthis is so powerful is duein partto

theinherentquid pro quo. Throughoutmy careemneof

the bestways |@e foundto help peoplewin is to estab-
lish an execution-basedulture focusedon producing
results,not actwities. Here is the seven-stepformula
you canuseto increaseaccountabilityandexecutewith

certainty:

Step 1: Establish the organizations top three objec-

tives. This meanghe significantfew, not the important
mary. Onceidentified, objectives must be clear, con-
cise, measurableand obtainable.Notice | didn® say
easy!

Step 2: Assign each team member his or her respective

objectives. Remembegmwhencombinedhey mustallow

the organizationto achieve its top objectives. In other
words, the sumof the partsmustbe equalto or greater
thanthewhole.

Step 3: Ask each team member what he or she needs

to win. To help peoplewin, leadersmustremaove the
roadblockghatstandin theway. Do thisby having each
teammemberidentify a maximumof threethingsthey

needto accomplisheachobjective. Have themputit in

writing.
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Step 4: Agree on what the leader will do to

help. Meet individually with each team
memberto clarify theroadblocksandagree
on what® neededto win and who will be
responsiblefor making it happen.In all

likelihood, the leader will assumesome
responsibility. Why? Because you®e

responsiblego people,not for them. Being

responsibleto peoplemeanshelping them
getwhatthey needto win.

Step 5: Follow up. Each direct report

should schedule a 30-minute monthly

updateusinga standarccolor-codedresults
report. Resultsat or above the plan arein

greenand ary areabehindplanis in red.

Focusthe corversationon whatwasdoneto

achiere greenandif theresultswill remain
greenfor the remainderof the year When
discussingedresultsfocuson whatwill be
doneto achieve greenstatuswhenit will be
achieved andary helpthat®needed.

Step 6: Share lessons learned. Hold quar-
terly meetingswith all directreportspresent
to discusslessondearned,identify critical

roadblocksandmale specifc offersto help

ary teammemberbehindplan. Remember
the leaderwins wheneveryoneon theteam
wins.

Step 7: Reward results. \When objectves

are achieved, ensurethat rewards are dis-

proportionate and highly visible. Those

who achieve the most get rewarded the

mostNand everyoneshouldknow that. It&

just that simple. Ensurethat peopleat the

bottomare eitherimproving their perform-
anceor beingmoved out. No onewith poor
performancegetsto remainon the bottom
for more than a year without action being
taken.

DoesYour Organization
Measure Up?

Ask thesekey questionsb eachshouldbe
answeredvith aresoundingyes!

1. Are your top threeobjectives
quantifed andclearly articulated?

2. Doeseveryonein your organization
know their top objectivesand
understandvhatis expectedof them?

3. Is everyonefocusedon meeting
the organization§xop objectives?

4. Are thereappropriaténcentivesfor
producingresultsandpenaltiesfor not
producingresults?

5. Doesthe organizationconsistentlyits
objectives?

At the end of the day, every emploee
shouldbe able to answeryesto the ques-
tion, Did my actionstoday move the com-
pary closerto achiezing our most critical
businesgoals?
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NEW BUSINESSBOOK GIVES
TEXTBOOK THEORY THE BIG KISS OFF

Business Expert Writes the Playbook on "How"
To Execute for Extraordinary Results

NEW Y ORK-Seasonedorporateexecutve Bob Prosercutslik e alaserthroughthefog

of political correctnessindbusiness-as-usuah his new book, Kiss TheoryGoodBye

Five Proven Waysto GetExtraordinaryResultsn Any Compalry (Gold PenPublishing,
August2006,$21.95).

Prosenwho spent25 yearsasanexecutive with top globalcompaniesncludingAT&T,
Sprint, Hitachi, NCR, and Sabre sayshe®hadenoughof the businessbooksthattell
readersvhatto doratherthanhow. Olrgettheplatitudesandfeel-goodanecdotefrom
afew CEOsandbusinesggurus. Getto the point - the how-to detailsthatcanactually
helpleadersgyetthe resultsthey needin the companieshey runOProsercounsels.

With thesamegeniusthathe usedto turnaroundinherited,underperformingperations
within 12 to 18 monthsin someof the world® most prominentcompaniesProsen
deliversa straightforvard, no-nonsenseyattle proven guideto accelerat@erformance
in any organization.

@\ smartbusinessleadercanachiee unprecedentetiottom-lineresultsby forsaking
abstractiscussionsindvaguetextbooktheory shuttingdown endlesexcuseskilling
off compary politics, and simply doing things that clearly work,Othe New Yorker
turnedTexanreports.

Proserexposegheglaringgapbetweerthe businesplanandits ultimateachiezement.
His corviction that execution producesresultsled him to establishof The Prosen
Center for BusinessAdvancement.There he teachesCEOs and talented business
leaderson the rise that executingfor resultsis asfundamentafsactingon five basic
building blocks:

¥ SuperiorLeadership-theelentlesspursuitof vision andresults

¥ SalesEffectiveness-therganization€lifeline

¥ OperationaExcellence-mindingvery lastdetail for extraordinaryresults

¥ FinancialManagementsdractingpower andwisdomfrom the numbers

¥ CustomelLoyalty-thewin thatkeepson giving

Contrary to the book@eemingly corporate focus, Prosen clients quickly point out
his businessexecutionprinciplesapply equallyto not-for-profit organizationsAs Los
AngelesUnified SchoolDistrict BusinessManagerMichael A. Eugenereports,(Kiss
TheoryGoodByeis acompellingread,offering atoolboxto public- andprivate-sector
managerslike to help establishclear focus, effective managementand measurable
outcome)

Never subscribingto superfcial instructions,Prosendrills down into the five building
blocksthat supportsuperiorbusinessexecution. Inside eachprinciple he revealsthe
critical toolsandtacticsfor successfuexecution.

Bottomline: Kiss TheoryGoodByereaderswill learnhow to executefor highly prof-
itableresults closethe gapbetweerplanningandexecution,becometheir competitors§
worst fear, measuraesultsthat mattermost, focus on the significant few versusthe
importantmary, usecommunicatiorasthecritical pathfor achieving resultsandmain-
tain the gainsthey@e madeby following Prosenfead.

While otherbusinessbookstry to tell you whatto do to runyour businessbetter faster
andfor greatemprofit, Bob Proser€Kiss TheoryGoodByegives you thetoolsandstep-
by-stepdirectionsto make it happen.For leaderswho demandsuperiorresults,Kiss
TheoryGoodByedeliversthe goodsfor takingimmediate- andlasting- action.

"KISS THEORY GOOD BYE:

Five ProvenWaysto Get Extraordinary Resultsin Any Company"
By Bob Prosen,Gold PenPublishing

$21.95/ 256 Pages/ Hardcover

ISBN 0-9776848-0-6

29 The Quarterly Journal of PRSM International

hat



