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Organization of FYI For Your Improvement™

Where do I find what I need?

Competency name and number as well as factor
and cluster information to show where it fits in the
Leadership Architect® Library.

Unskilled definitions provide a list of detailed
behaviors that show what “unskilled” looks like

for a competency. Read these to see if you may

be unskilled at a competency. Which bullet points
describe you the best? This is your “before” picture.

Substitutes — Under the unskilled definition, there
are other skills that could substitute for the lack of
skill in this area. One or more of those substitute
skills (if you are high in them) can neutralize the
negative effects of a lack of the skill. Use these in
your development plan to address an unskilled
competency. (Competencies only)

Skilled definitions provide a list of detailed behaviors
that show what “skilled” looks like for a competency.
Compare yourself to the skilled definition. What
would you like to be able to do when you're done
working on this need? This is your “after” picture.

Overused Skill definitions provide a list of detailed
behaviors that show what “overused” looks like for a
competency. Refer to these to determine whether you
might be overusing one of your strengths.

Compensators — Under the overused skill definition,
there are a number of compensator skills. If you are
high on one or more of those skills, you can use them
to neutralize the negative effects of overusing one of
your strengths. Use these in your development plan
to address an overused competency.

(Competencies and Global Focus Areas only)

Some Causes — We list numerous reasons why you
might have this need. Use these to specify what

your need looks like exactly. Check the causes that
might apply to you. Many developmental efforts have
floundered because the plan attacked the wrong
problem. Write down your particular need—what it
looks like, what causes it, whom it plays out with and
in what situations. If your causes aren’t listed,

add them to the list.

viii

——— Global Focus Area name and

T

—

number as well as competency
equivalents that are related.
(See example on page 529)

Quotes — Read the quotes for
inspiration and to give yourself
food for thought.

54 Self-Development

Factors and Clusters — All
competencies and career stallers
fall into one of 8 Factors and

26 Clusters. This means that

a competency (or staller) in a
particular cluster is somewhat
similar to the others in that
cluster. You may want to check for
additional tips within the cluster
(and perhaps the factor) for each
competency.

(Competencies and Stallers and Stoppers only)
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The Map

e, N

- Suggested Readings L
were selected from expert
reviews, best-seller lists, and
reputable publishers based
on their relevance, global
perspective, and ROI. We
selected readings that were
current, available, organized
well, and full of suggestions
and examples. Plenty for you
to choose from!

The Map — The map gives you the lay of the land. It
reviews the general case for the competency, how it
operates, and why it's important. Especially important to
remember are things about the competency you didn't
understand before you read the map. Those added
learnings will make a difference in your development plan.

Some Remedies were developed from research on
competencies—what experiences teach them, what they
look like, what their elements are. They are also tested
ideas from working with executives on what'’s getting in
their way and how to fix it. We kept these tips brief, doable,
and action oriented. Ten or more tips are included to
work directly on a need. Although a few may be longer-
term, most are things you can start working on today.
\We wanted to give motivated people a way to get started
right away and see results quickly. Based on our research
and experience, these are the tips that are most likely

to work. Choose one or two of these to include in your
development plan.

Some Develop-in-Place Assignments are job tasks that
require application of certain competencies. Research
shows that 70% of development happens on the

job, and jobs differ in development power and in the
competencies they address. You can’t always change jobs
for development reasons alone, but there is almost always
a develop-in-place assignment that you can select in your
current job to address your development need.

Staller and Stopper name and number as well as factor and
cluster information showing where it fits in the Leadership
Architect® Library.

A Problem lists statements to describe detailed behaviors L 175 T ST Dt Feferation

that illustrate what a staller/stopper lo

problem.” Read these to see if a staller/stopper might be

an issue for you.

Not a Problem lists statements to de

behaviors that illustrate what a staller/stopper looks like
when it is “not a problem.” Read these to see if a staller/

stopper is not a concern for you.

Other Causes — A staller results from

what you underdo (unskilled), such as Interpersonal Savvy

(31) and what you overdo (overused),
Results (53) or Command Skills (9). R

Vi -y

oks like when it is “a .

A Problem
0 Ladsor

effecively

Not A Problem
scribe detailed

J—< Other Causes
many sources— v

Leasershi tect” Factors and Clusters.

such as Drive for
eview the list to see

if any of the unskilled or overused competencies match
your profile. Use this information to help you decide what

to focus on in your development plan.

ix
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: FACTOR IV: ENERGY AND DRIVE
¢ CLUSTER J: FOCUSING ON THE BOTTOM LINE

1 %Action Oriented

The world can only be grasped by action, not by contemplation.
The hand is the cutting edge of the mind.
Diane Arbus — American photographer

Unskilled

Ooooooogao

Slow to act on an opportunity

May be overly methodical, a perfectionist, or risk averse

May procrastinate

May not set very challenging goals

May lack confidence to act

May know what to do but hesitates to do it

May not be motivated; may be bored with the work or burned out

Select one to three of the competencies listed below to use as a substitute for this
competency if you decide not to work on it directly.

SUBSTITUTES: 9,12,16,18,32,34,36,43,50,52,53,57,62

Skilled

O
O

O
O

Enjoys working hard

Is action oriented and full of energy for the things he/she sees as
challenging

Not fearful of acting with a minimum of planning

Seizes more opportunities than others

Overused Skill

OoooOooooao

May be a workaholic

May push solutions before adequate analysis

May be non-strategic

May overmanage to get things done too quickly

May have personal and family problems due to disinterest and neglect
May not attend to important but non-challenging duties and tasks
May ignore personal life, burn out

Select one to three of the competencies listed below to work on to compensate for
an overuse of this skill.

COMPENSATORS: 11,27,33,39,41,43,47,50,51,52,60,66

1
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....... COMPETENCY 1: ACTION ORIENTED :

- Some Causes
O Burned out
Hang on to too much
Not motivated; bored
Not passionate enough about your work
Not self-confident
Perfectionist
Procrastinate
Slow to grab an opportunity
O Won't take a risk

Oooooooao

Leadership Architect” Factors and Clusters

This competency is in the Energy and Drive Factor (IV). This competency is
in the Focusing on the Bottom Line Cluster (J) with: 43, 53. You may want to
check other competencies in the same Factor/Cluster for related tips.

The Map

One mission-critical competency for today and the future is action orientation.
The need for speed and agility in the marketplace means that those individuals
and organizations who hesitate will be overtaken by those who don’t. Most
successful senior managers count action orientation as one of their strengths.
The hesitation mainly comes from perfectionism, procrastination or risk
avoidance. All cause people to delay taking quick and timely action.

Some Remedies

O 1. Procrastinator? Get an early start. Are you a lifelong procrastinator? Do
you perform best in crises and impossible deadlines? Do you wait until
the last possible moment? If you do, you will miss some deadlines and
performance targets. You may be late taking action. Start earlier. Always do
10% of each task immediately after it is assigned so you can better gauge
what it is going to take to finish the rest. Break the task down into smaller
pieces. Commit to doing a piece a day. Don’t even think of the larger goal.
Just do something on it each day. One small step for a procrastinator, one
giant step forward to being more action oriented. More help? — See #16
Timely Decision Making and #47 Planning.

O 2. Perfectionist? Curb your appetite for certainty. Need to be 100% sure?
Perfectionism is tough to let go of because it's a positive trait for most.
Worried about what people will say when you mess up? When every “t” isn't
crossed? Recognize your perfectionism for what it might be—collecting
information to improve your confidence and avoid criticism, examining
opportunities so long you miss them, or waiting for the perfect solution.

2
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* FACTOR IV: ENERGY AND DRIVE
¢ CLUSTER J: FOCUSING ON THE BOTTOM LINE

Try to decrease your need for all of the data and your need to be right all
the time slightly every week, until you reach a more reasonable balance
between thinking it through and taking action. Also, you may hold on to
too much of the work, fail to delegate, and are becoming a bottleneck
preventing action around you. One way to overcome this is to begin to
believe in others and let them do some of the work for you. More help? —
See #18 Delegation and #19 Developing Direct Reports and Others.

3. Struck by analysis paralysis? Balance thought with action. Break out
of your examine-it-to-death mode and just do it. Sometimes you hold
back acting because you don’t have all the information. Some like to be
close to 100% sure before they act. Anyone with a brain and 100% of the
data can make good decisions. The real test is who can act the soonest
with a reasonable amount but not all of the data. Some studies suggest
successful general managers are about 65% correct. If you learn to make
smaller decisions more quickly, you can change course along the way to
the correct decision. You may examine things to death because you are a
chronic worrier who focuses on the downsides of action. Write down your
worries, and for each one, write down the upside (a pro for each con).
Once you consider both sides of the issue, you should be more willing to
take action. Virtually any conceivable action has a downside, but it has an
upside as well. Act, get feedback on the results, refine, and act again.

4. Not sure if you can do it? Build your confidence. Maybe you're slow
to act because you don't think you're up to the task. If you boldly act,
others will shoot you down and find you out. Take a course or work with
a tutor to bolster your confidence in one skill or area at a time. Focus
on the strengths you do have; think of ways you can use these strengths
when making nerve-wracking actions. If you are interpersonally skilled, for
example, see yourself smoothly dealing with questions and objections to
your actions. The only way you will ever know what you can do is to act
and find out.

5. Don't like risk? Start small. Sometimes taking action involves pushing
the envelope, taking chances and trying bold new initiatives. Doing those
things leads to more misfires and mistakes. Research says that successful
executives have made more mistakes in their career than those who
didn’t make it. Treat any mistakes or failures as chances to learn. Nothing
ventured, nothing gained. Up your risk comfort. Start small so you can
recover more quickly. Go for small wins. Don'’t blast into a major task to
prove your boldness. Break it down into smaller tasks. Take the easiest
one for you first. Then build up to the tougher ones. Review each one to
see what you did well and not well, and set goals so you'll do something
differently and better each time. End up accomplishing the big goal and

3
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COMPETENCY 1: ACTION ORIENTED :

taking the bold action. Challenge yourself. See how creative you can be
in taking action a number of different ways. More help? — See #2 Dealing
with Ambiguity, #14 Creativity, and #28 Innovation Management.

6. Lost your passion? Focus on your interests. Run out of gas? Heart’s
not in it anymore? Not 100% committed? Doing the same sort of work a
long time and you're bored with it? Seen it all; done the same tasks, made
the same decisions, worked with the same people? To make the best of
this, make a list of what you like and don't like to do. Concentrate on doing
at least a couple of liked activities each day. Work to delegate or task trade
the things that are no longer motivating to you. Do your least preferred
activities first; focus not on the activity, but your sense of accomplishment.
Change your work activity to mirror your interests as much as you can.
Volunteer for task forces and projects that would be motivating for you.
7. Moving, but in the wrong direction? Set better priorities. You may
not have the correct set of priorities. Some people take action but on the
wrong things. Effective managers typically spend about half their time on
two or three key priorities. What should you spend half your time on?
Can you name five things that you have to do that are less critical? If you
can't, you're not differentiating well. People without priorities see their
jobs as 97 things that need to be done right now—that will actually slow
you down. Pick a few mission-critical things and get them done. Don't get
diverted by trivia. More help? — See #50 Priority Setting.

8. Not sure where to get started? Get organized. Some don't know the
best way to get things done. There is a well-established set of best practices
for getting work done efficiently and effectively—TQM, ISO or Six Sigma.
If you are not disciplined in how you design work for yourself and others,
and are late taking action because of it, buy one book on each of these
topics. Go to one workshop on efficient and effective work design. More
help? — See #52 Process Management and #63 Total Work Systems (e.g.,
TOM/ISO/Six Sigma).

9. Afraid to get others involved? Polish your sales pitch. Taking action
requires that you get others on board. Work on your influence and selling
skills. Lay out the business reason for the action. Think about how you
can help everybody win with the action. Get others involved before you
have to take action. Involved people are easier to influence. Learn better
negotiation skills. Learn to bargain and trade. More help? — See #31
Interpersonal Savvy, #37 Negotiating, and #39 Organizing.

10. Not committed? Consider a shift. Maybe you are giving as much
to work as you care to give. Maybe you have made a life/work balance
decision that leads you to a fair day’s work for a fair day’s pay mode of
operating. No more. No less. That is an admirable decision. Certainly one

4
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* FACTOR IV: ENERGY AND DRIVE
¢ CLUSTER J: FOCUSING ON THE BOTTOM LINE

you can and should make. Problem is, you may be in a job where that's
not enough. Otherwise people would not have given you this rating. You
might want to talk to your boss to get transferred to a more comfortable
job for you; one that doesn’t take as much effort and require as much
action initiation on your part. You may even think about moving down
to the job level where your balance between quality of life, and effort and
hours required of you at work are more balanced.

\Y

Some Develop-in-Place Assignments
O Manage a group through a significant business crisis.
O Take on a task you dislike or hate to do.

0O Take on a tough and undoable project, one where others who have tried
it have failed.

O Resolve an issue in conflict between two people, units, geographies,
functions, etc.

O Relaunch an existing product or service that's not doing well.

There are risks and costs to a program of action. But they are far less
than the long-range risks and costs of comfortable inaction.
John F. Kennedy — 35th President of the United States

5
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COMPETENCY 1: ACTION ORIENTED :
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Index

The index is designed to include key development themes that a manager or
learner might want to explore in greater detail. Each entry directs learners and
coaches to a chapter and remedy number that is pertinent to the theme. For
example, if a learner looks up “Action Oriented,” he/she will see entries that
pertain to “getting organized, 1.8; perfectionist, 1.2; and procrastinate, 1.1".
If getting organized is the issue at hand, the learner can go to chapter one
and read remedy number eight. Please note: Index entries in italics are not
alphabetized.

7 Global Focus Areas Unable to Adapt to Differences, 101
See Introduction caught in comfort zone, 101.6

resisting new ideas, 101.2

rigid stances, 101.4

selective resistance, 101.5

19 Career Stallers and Stoppers
See Introduction

67 Competencies See also Managing Diversity, 21
See Introduction See also Dealing with Paradox, 40
360° feedback S
arrogance and, 104.1 adaptable.'S.ee Dealing with Paradox, 40
confidential more accurate, 55.2 Poor Administrator, 102
defensiveness and, 108.1 administrative tasks, 102.9
determine strengths and clutter, 102.5
weaknesses, 6.1 overcommits, 102.7

time management, 102.2

See also Organizing, 39

See also Planning, 47

See also Time Management, 62

diagnose problems, 109.1

every two years, 19.3

from those who know you best, 55.4
insensitivity and, 112.1

skills audit, 54.1 adversaries, 57.3
accountability. See Standing Alone, 57 advocate/mentor
Action Oriented. 1 additional role models, 115.4

11
independence from, 115.5, 115.9
overusing, 115.6
same person too long, 115.1

getting organized, 1.8
perfectionist, 1.2
procrastinate, 1.1

action plan, strategies for aloof, 104.6
See Introduction ambiguity. See Dealing with Ambiguity, 2
éc(;\r/r;ﬁ)s;sate Dealing with Ambiguity, 2
live with it completing tasks, 2.10
substitute incremental steps, 2.1
workaround problem definition, 2.5

activity trap, 50.3

D-1
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ambitious
See Overly Ambitious, 103
See Career Ambition, 6
See Work/Life Balance, 66

Overly Ambitious, 103
manages up for position, 103.7
overpromoting self, 103.2
pushing own agenda, 103.3
sharing spotlight, 103.9
See also Career Ambition, 6
See also Work/Life Balance, 66

analysis paralysis, 1.3,16.4,17.3,51.6

Approachability, 3
arrogance, 3.9
non-verbals, 3.5
sharing information, 3.3
See also Insensitive to Others, 112

arbitration, 12.8

arrogance
360° feedback, 167.1
blockage to self-knowledge, 55.9
devaluing contribution of others, 45.9
making others uncomfortable, 3.9
non-verbals, 167.2

Arrogant, 104
aloof, 104.6
critical, 104.7
directive, 104.8
know-it-all, 104.4
non-verbals, 104.3
See also Humility, 167

assessing
groups, 64.5
others, 56.2, 56.7-8
peers, 42.3
sources of help, 38.5

assigning work
convincing people to take
assignments, 19.9
delegating, 19.6-7
empowering, 20.4
matching people to tasks, 56.5

Assignment Hardiness, 164
attitude, 164.10
contingency plans, 164.7
fatigue, 164.2
home office communication, 164.9
See also Perseverance, 43

assignments for development
See Introduction

audience, adapting to
delivery approach, 112.3
observe reactions, 106.3
rigid style, 27.10
situational, 48.2

avoiding
conflict, 29.6, 43.2, 105.5
risk, 51.9

balance
contradictions/paradox, 40.2
thinking and action, 1.2, 17.5
work/life, 66.2

behaviors, counterproductive
explosive, 11.11
impatient, 7.1, 41.1
irritation, 4.6
mixed messages, 22.2
non-verbals, 104.3

Betrayal of Trust, 105
follow through, 105.1
overcommits, 105.2
personal agenda, 105.6
trustworthy, 105.10
See also Integrity and Trust, 29

bias
asking for feedback, 23.4
decision making, 17.1
favorite solutions, 51.3
showing compassion, 10.6
stereotyping, 21.5
studying how people differ, 56.1

blind spots
feedback, 55.7
weaknesses, 54.9, 108.7
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