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WARNING!!!






This book is not for the CEO, it’s for the
Managers of the company.

The Manager is charged with carrying out the
direction of the CEO. His/her management style determines how
successful their staff will be at carrying out their direction for
long-term sustainable results.

For people looking for procedures – take a
class. For people looking to understand spreadsheets and
bottom-line number crunching – take another class.

For people looking for an efficient and
effective method of manipulating people – get in another line of
work.

But if you want to learn how to inspire
people and nurture success, develop staff who are willing to go to
war for you, and are yourself willing to “wrap your brain” around
new and unusual concepts – this book is for you.






“Managing from the Heart – A Way of Life” is
just one of many books on the “art” of managing from Manager
Development Services.

At Manager Development Services, we do one
thing and one thing only; we specialize in training managers in the
“art” of managing people. Visit us at:
www.managerdevelopment.net

*****
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Preface






(The goal of this book is to take new and
struggling managers

and propel them to excellence.)

Historically, a manager has been the head of
his department, master of his domain, ruler of his kingdom;
leading, ordering, directing, commanding, manipulating his troops
to achieve the goals of the business. I have worked for many kings;
some not so good – some better than others. But it wasn’t until I
began working for a manager who was not the head of his department
but the heart of his department, not a king of his staff but a
servant of his staff that I finally felt at home.

I finally felt I belonged, and by
belonging,

I became willing to go to war for my
manager.

The Question of the
Ages

How does a manager excite his staff to
produce, to follow instruction, to make deadlines, and fulfill the
objectives of the business? How does a manager direct his staff and
create a department efficient and profitable?

Let’s look at some common management styles
and the problems they create:

The Drill Sergeant: managing through
intimidation. This manager rides the back of his staff; barking his
orders, running his drills – micromanaging and constantly
criticizing. This manager needs to be in constant control of his
staff and his staff must wait for orders before initiating action.
His staff does work, but grudgingly. They develop resentment
towards him and take pleasure when he stumbles or fails. When he is
not around, employees take advantage and slack off.

Attila: managing through consequences.
This manager doles out punishment for infractions or for not
measuring up to his rules or expectations. Punishment is swift and
hard as if the punishment itself will deter an employee from making
a mistake. Quick to find fault, he is unopposed “Lord” of his
domain. Always under his thumb, staff often cuts corners, does just
enough to get by, and again developing resentment, look for ways to
supplant him or get even.

Psycho-boss: managing through mind
games. By keeping his staff confused and in fear, this manager
attempts to use psychology to keep employees wondering where they
stand, how they’re performing, and if they are “in trouble.” This
manager gives only enough information to each employee for the
employee to minimally do what is asked of him and chastises the
employee for not achieving. This is “crazy-making” for staff. They
live confused and in fear of losing their jobs, creating enough
stress for the employee to eventually go on disability or go
“postal.”

Psycho – Drill Sergeant: managing
through mind games and intimidation. This combination of the two
styles, causes undo stress and confusion, pits employee against
employee, and creates an atmosphere of squabbling, backbiting, and
chaos, resulting in absenteeism and stress leave.

The Butcher: managing the “meat
market.” This manager is a “user” of people who views employees as
pieces of meat to be used – get one body, work it as much as
possible, dump it when it is used up, and then get another. His
focus is on production numbers – rather than on “quality.”
Unfortunately, in his fervor to produce, he doesn’t benefit from
the value experienced employees bring to the workplace and his
all-important “bottom line.” This creates a revolving door of
employees who have to be trained and have no interest in their job,
the business, or its success. Employees quickly learn the score and
develop no sense of loyalty. As a result, they’re more focused on
their personal lives and marking time until finding another
job.

The Waffler: managing through impulse.
This manager always has a bright “new” idea that will revolutionize
the business. He doesn’t (or can’t) necessarily explain how or why
his “new” idea will work, but he’s sure if he just “implements
this” or “tweaks that” then business will drastically improve.
Though his enthusiasm is real and his intentions well meaning, he
creates an atmosphere of “nothing really matters – put it off until
later because it’ll all change again tomorrow.”

The Lord and Master: managing from the
throne. This manager has absolute power, ruling his kingdom from
his throne. No idea is a good idea unless, of course, it’s his
idea. He must always have the last word – no questions allowed –
it’s his way or the highway. This stifles creativity and input from
the staff for both procedures and vision.

All of these managers have one thing in
common – they live in fear – fear of losing control: 1) of their
staff, 2) of respect, 3) of the business. The harder they try to
control the less effective they become. Ironically, the one thing
they never fail to realize is they never had or could have control.
The one thing they will never understand is that control is just an
illusion – there really is no such thing.

All of these styles create dissention and
discord among employees. Each of these managers, in their own way,
directly affects how staff feels about their surroundings, how they
react to others in their surroundings, and how they judge others
because of their surroundings. Like it or not, the manager is
responsible for setting the tone in the workplace.

Why this book?

What if there was a way to instill in
employees the drive, the motivation, and the passion to want not
only for themselves to excel, but also for their department and the
business to excel as well? What if by managing from the heart your
staff could grow individually and collectively to a place where
they manage themselves? What if your staff could grow to a place
where they don’t just show up for work but they have a vested
interest, and are engaged, in the success of the business?

The Manager as
Engineer

A person who manages from the heart is just
that - first and foremost a person: a human being first, a mentor
second, an instructor, a counselor, and then a manager. This
manager must be an engineer not just of his department, but more
importantly, of the character, education, growth and development of
each individual on his staff. By modeling four basic Pillars,
“Purpose, Passion, Process, and Power,” this manager instills in
his staff a sense of “family,” motivating each individual to
develop and grow personally while contributing to the success of
others, and thus, to the business as a whole.

Managing from the Heart is the culmination of
half a century of managerial wisdom born of experience,
observation, and trial-and-error experimentation. A manager who
manages from the heart manages the “pulse” of his staff, mentoring
inspiration, self-actualization, and self- motivation. By allowing
the employee to grow, and nurturing their progress, this manager
reaps not only a financial harvest but a spiritual harvest as
well.

All an individual or a business needs to
succeed is to have Purpose and Passion. With purpose and passion
comes the ability to tap into an inner power which propels one to
accomplish unimaginable goals. But how does one instill Purpose and
Passion in an individual, let alone in a department? This is where
Process comes into play.

The philosophy in Managing From the Heart is
anchored by four pillars which lay the foundation of principles
inherent in this book. To understand the Four Pillars one must be
willing to “wrap” their brain around new and unusual concepts. As
you read through this book please note the concepts.

(concept #1)

Purpose + Passion + Process
= Power

Each of these four pillars is a bridge to the
other and a bridge in total, closing the gap of where things really
are and where things should be. By managing from the heart we
eliminate the need to micromanage.

What does this mean for the individual?

What does this mean for the business?

The Four Pillars

Pillar: a firm upright support for a
superstructure.

Pillar I – Purpose

Logistical: “The object for which one
strives or for which something exists; an aim or a goal.”

Transformative: “The inherent value of
being; motivation; the intrinsic meaning of one’s existence.”

Every business has a purpose and everyone in
that business has purpose.

Pillar II –
Passion

Logistical: “A powerful emotion such
as love, joy, anger, hatred. Ardent love: The object of such love
or desire. Boundless enthusiasm: The object of such
enthusiasm.”

Transformative: “Wholehearted devotion
to an idea or ideology; energetic and unflagging pursuit of an aim
or devotion to a cause.”

Pillar III –
Process

Logistical: A series of procedures,
changes, or functions bringing about a result.

Transformative: “The interaction of
wisdom, inspiration, and humility affecting (transforming) one’s
environment.”

Process is not a procedure – a
business doesn’t need another procedure. Most managers make this
mistake, resulting in confusion and misunderstanding.

(concept #2)

Efficiency vs. Effectivity

(Logistical) vs. (Transformative)

Procedure equals Efficiency: “are we
doing things right?” (logistical)*

Process equals Effectivity: “are we
doing the right things?” (transformative)*

Example: Living is a Process; not a
Procedure

Consider: Success is a Process; not a
Procedure






*Definition:

Logistical: the efficient, organized
movement of materials, and sometimes, people.

Transformative: to change composition
or structure; to change character or condition.

Effectivity: the ability to cause a
result, especially a desired or intended result.

Pillar IV – Power

Logistical: “The ability or capacity
to perform or act efficiently. Strength or force exerted or capable
of being exerted. The ability or official capacity to exercise
control; authority.”

Transformative: “Authority to transfer
power for an identified purpose within specified standards;
inspiring freedom to be creative within their own position.”

If I am to manage from the heart, I must not
only understand each of “The Four Pillars” but I must also possess
total conviction of them as well.

If I don’t understand my purpose, I can’t
direct my staff;

if I don’t have passion, I can’t instill it
or inspire my staff;

if I don’t model the process, I will be
unable to instruct my staff;

and if I don’t exhibit power, I can’t be an
example to my staff.

WARNING!!! Most people reading this book will
find the temptation to skip what they may view as “the touchy-feely
crap” (Purpose and Passion) and want to move straight to
Process.

“I don’t need the pep talk; just tell me how
to do it.”

If this is the way you feel, then get your
money back – you’re wasting your money and your time. Implementing
the Process and experiencing the Power can only be successful if
you understand and practice the first two pillars.

In conjunction with the Managing from the
Heart Workbook, this book will open the door on a powerful new
concept of managing which will allow any individual to recognize
and achieve vision they wouldn’t before dare to even dream of.






Pillar I -
Purpose

Noun: “The object for which one strives
or

for which something exists; an aim or a
goal.”

(logistical)

Verb: “The inherent value of being;
motivation;

the intrinsic meaning of one’s
existence.”

(transformative)

*****







Chapter 1

 A
Person without Purpose is Lost

A Business without a Purpose
is soon not a Business

To manage from the heart, it is imperative
the manager understand not only the purpose of the business but
everyone related to the business as well. Often, understanding and
accepting “why” is infinitely more important than understanding
“how” or “when.”

(concept #3)

Every business has a purpose and

everyone in a business has purpose.

The Purpose of “the”
Business

The purpose of “the” business is to make a
profit. To make a profit, a business must provide a product and/or
service that meet the needs of its clients. To meet the needs of
the client, a “Business Plan” is developed, and to implement this
plan, a strategy is devised. Unfortunately, our economy devours
strategy like our government devours taxes. In other words, if you
want to make God laugh – just tell him your plans.

The best way for a business to succeed in an
ever-changing, ever-evolving economy is to develop a staff which
embraces change, and is themselves ever-evolving. A staff which
works both individually and collectively for the good of the whole
is able to see problems as opportunities, setbacks as challenges,
and failures as lessons. Each member of the staff has a “reliance
on” and an “allegiance to” each of their fellow members.

This cultivates an atmosphere in which
employees feel safe and inspired to both offer and receive help.
With each individual sharing their inherent talents and power, this
staff perseveres, and by persevering, succeeds – which means the
business also succeeds. But of course, in order for this to work
each staff member must have total “buy in” of the Four Pillars.

The Purpose of “a”
Business

The purpose of “a” business is to operate
with social responsibility. When a business has purpose, it becomes
a living entity which services society by supporting the community
which supports it and nurturing the people who nurture it. As John
Donne affirms, “No man is an island, entire of itself,” so does
morality affirm that no business is an island. The
interconnectedness of business and humanity dictates that if one is
injured the other is also injured.

A way to aggressively affect the Bottom Line
of any business is to affectively transform the culture. Transform
the culture of the business and you affect the way society
interacts with that business.

(concept#4)

The interconnectedness of social
responsibility.

Businesses today understand and accept the
interconnectedness of business and humanity at the economic level,
but few recognize and appreciate this interconnectedness on an
ethical level. Social responsibility also entails a business
nurturing the needs of its employees. When employees hurt – a
business hurts. When a business hurts – its employees hurt. Each
directly affects the health and welfare of the other.

The Purpose of the
Staff


	
Accomplish the “need” for which hired
(logistical)



	
Fulfill the “vision” of the business
(transformative)



	
To develop or discover purpose



	
To be “engaged” in the business



	
To enable the business to excel





The purpose of the staff is to accomplish the
“need” for which they are hired (*Notice; I said need -- not
“task”). Every business has numerous needs which must be met in
order for the business to operate effectively. These needs are
usually broken down into categories and personnel are hired to
accomplish certain categories. Guidelines are then established to
assist the employee in completing each need while maintaining
standards.*

(*Note: Standard is a level of quality or
excellence with which to judge effectivity.)

The purpose of the staff is to fulfill the
“vision” of business. Fulfilling the vision of the business is a
direct result of the individual taking “ownership” of the business
plan. When an individual feels he is working for himself and takes
part in crafting his standards and responsibilities, he becomes
naturally vested in the success of the business. Recognition that
success of the business and the individual are not mutually
exclusive, but are, in fact, one and the same, inspires allegiance
to nurturing the health of both.

One purpose of staff is to discover their
purpose. To discover purpose, one must tap into their inner power.
Embracing one’s inner power unleashes creativity, talents, and
potential previously unrealized. As children, most people dare to
hope and dream that they are capable and competent – that they can
tackle anything. But as the stress of life and the caution of
“well-meaning” critics instill distrust in one’s own abilities; a
person begins to doubt, and even fear, their own inner
strength.

The purpose of the staff is to be “engaged”
in the business. This is best done in an environment which nurtures
growth and allows each individual to reach their full potential.
When staff is allowed to focus on the reason they come to work,
they are able to perform and are able to excel.

In an environment of chaos, drama, and
stress, people can only focus on survival, gossip, and anxiety.
When this happens, the workplace becomes a play yard, a
battleground, or a zoo.

The purpose of the staff is to enable the
business to excel. This is best done by investing in the Four
Pillars being mentored by the manager.

The Purpose of a
Manager


	
Alleviate fear, negativity, frustration, and
lack of self-confidence in each member of his staff.



	
Put together a staff that has “ownership” of
the “Business Plan.”



	
Help his staff tap into their inner
power.



	
Be a mentor of the Four Pillars.



	
Be consistent in overseeing the Four
Pillars.



	
Create an environment which nurtures growth
and allows each individual to reach their full potential. (Passion
fuels Passion)





Manage without appearing to
manage.

The purpose of a manager is to alleviate
fear, negativity, frustration, and lack of self-confidence in each
member of his staff. Every new employee comes into a department
with varying degrees of fear, intimidation, insecurity, or at
times, – arrogance. There is usually a period of adjustment while
the employee is integrated into the system. Integration is one of
the most important purposes of a manager.

Making a new employee feel comfortable and at
“home” as soon as possible is essential for the well-being of the
whole department. The best way to counteract insecurity,
intimidation, and fear is to make the employee feel accepted and
not judged. The best way to counteract arrogance is to assist the
individual in understanding how fortunate they are to be working
with such a group of professionals. It is important for a manager
to recognize that arrogance is actually insecurity, intimidation,
and fear in disguise.

The purpose of a manager is to put together a
staff that has “ownership” of the business plan. With “ownership,”
staff comes to work with one collective purpose, one desire – to
work. Imagine an employee with a “want to” attitude, who actually
“wants to” work, “wants to” perform, “wants to” excel and wants the
business to excel. Imagine an employee who recognizes that his
success and the success of the business are intertwined – one.

When an individual has ownership, they remain
vigilant in their concern of the health of the business. They
remain aware and interactive in monitoring the “pulse” of the
business. They are quick to alert others and creative in
problem-solving suggestions. In short, they are proactive and have
a vested interest in the success of the business. A job no longer
becomes “work,” but instead, becomes a passion.

A manager must instill “ownership” in each
and every one of his employees.

The purpose of a manager is to assist his
staff tap into their inner power. Most people have no concept of
the power they possess. In fact, this is where most of our problems
in life come from – not taking responsibility for this power.
Instead, we give this power away to other people who don’t ask for
it, don’t necessarily want it, and usually don’t even realize they
have it.

By assisting an employee in recognizing,
harnessing, and utilizing their power effectively, this manager
initiates a process of self- actualization which, with direction
from the manager, allows the employee to discover their purpose,
and thus, maximize their full potential.

The purpose of a manager is to be a mentor of
the Four P’s. Staff’s behavior will reflect the way you react, the
way you think, and the way you behave. If you react without
thinking, jump to conclusions, and behave erratically or
unpredictably, your staff will reflect the chaos which is modeled
for them. Inversely, if you respond with understanding of the
problem, faith in your talents, and confidence in your people, your
staff will reflect passion for their work and allegiance to the
department.

If I had an orange and I squeezed it as hard
as I could – motor oil is not coming out; apple juice is not coming
out; the only thing that is coming out is orange juice because
that’s all that’s inside. If I am full of negativity, confusion,
condemnation, and doubt then that’s all that can come out – we
radiate it and infect all those around us. But if I’m full of
understanding, confidence, compassion, and motivation, I radiate
that and people are drawn to me.

(concept #5)

Be the orange.

The purpose of a manager is to create an
environment which nurtures growth. In such an environment; ideas,
motivation, intuition, and passion, feed off one another, inspiring
innovation in problem solving. When employees feel safe to openly
and honestly express themselves in an open forum without fear of
ideas being discounted or stolen, an exchange of talents and
beliefs create an atmosphere of collaboration.

By collaborating, individual talents ignite
creativity, fueling one another and allowing each individual
employee to experience and utilize the collective talents of all.
In such an atmosphere, staff becomes willing to support and assist
one another instead of becoming entrenched in one-up-manship.

The purpose of a manager is to manage without
appearing to manage. Most managers believe it is their “job” or
“task” to manage others (logistical). This is where confusion and
misunderstanding originates.

If the manager views his job as a task, then
each individual in his department will view their job as a task
also. This is where managers find themselves sucked into
micromanaging, often without even realizing it. Feeling like the
boss is always on your back or always looking over your shoulder
breeds resentment in an employee – the more talented and
experienced the employee; the greater the resentment – the greater
the resentment; the greater the defiance.

The act of managing must, itself, be a
purpose (transformative) in order to be effective (Note:
Effectivity). Most managers fight for the most talented and
experienced personnel to be in their department, and then when they
get them, they won’t let them do their jobs. If you hire someone
that knows the job – here’s a thought – get out of their way and
let them do it. When managing from the heart, the manager must act
as facilitator of the process which enables employees to accomplish
what they were hired to accomplish.

(*NOTE) 80/20 Rule: “80% of the work is done
by 20% of the staff.”

Imagine the outcome for your department and
for the business if 100% of your staff performed with the same
effectivity as that original 20%!

*****






Chapter 2

 Every Business has a Customer

Everyone in that Business
has

(and is) a
Customer

When managing from the heart it is essential
to understand purpose of customer:


	
What is a customer?



	
Who is the customer?



	
What are the needs and expectations of the
customer?



	
How do I best serve the customer?





Definition of Customer
(Logistical)

Derived from the old English; “custom” –
meaning “habit.” Someone who made a habit of frequenting a
particular shop to purchase goods or services (what we, today,
think of as a “repeat” customer). The shopkeeper would make it a
point to maintain a relationship with each customer by remembering
their needs and preferences. By doing this, the shopkeeper expected
further purchases in the future.

Traditionally, a customer has one purpose –
to provide income (or profit) for the business. The consumer is
seen as having the business’ money and it’s the business’ job to
get it from him. Marketing departments have become creatively
relentless in winning, cajoling, influencing, and manipulating the
consumer to patronize their particular product or service. Of
course, this has made the modern-day consumer skeptical and
incredulous. This is why most consumers’ brains and patience fail
when receiving what is today considered “junk” phone calls, mail,
e-mails, and advertisements.

The realization that practically all the
effort and creativity which is put into advertising is considered
“junk” testifies to how shell-shocked consumers have become.
Terminology in our culture today such as “informed consumer”
signifies the degree of distrust people have in business. How often
have you received an annoying phone call at the most inopportune
moment and thought, “If I need something, I’ll go out and get it. I
don’t need anyone coming to me with something I don’t want or
need?”

Definition of Customer
(Transformative)

In Managing from the Heart, a “customer” is
considered any person, group of persons, or organization for which
a product or service is made available (purchase is not essential).
Because of the concept of interconnectedness (what benefits me –
benefits all; what hurts me – hurts all), it is necessary to
recognize the importance of a relationship with any person, group
of persons, or organizations.

A healthy relationship has four main
components: respect, loyalty, honesty, and faithfulness. Each party
in a relationship must feel safe to openly and honestly express
their wants, needs, hopes, values, dreams, and emotions without
fear of being discounted, hurting the other, or making the other
angry. This ability to communicate allows true intimacy and
expresses a real concern for the well-being of the other party. If
we are only able to communicate on a “subject level” we tend to
view others as objects and objects are things to be used.

(concept #6)

A customer is not an “object” to be used.

A healthy connection (or affiliation) enables
a ripple effect of confidence in integrity throughout the
community, creating goodwill and trust. When a skeptical and
incredulous customer is treated with dignity and respect (instead
of manipulation) confidence and trust in the product or service
begins to grow in the customer. Subconsciously, allegiance to the
business which created this product or service also begins to grow.
Once a customer is converted from skepticism to trust, they will
remain loyal even when problems in this relationship arise.

Because of interconnectedness and the ripple
effect of goodwill, the sale you make today is often because of
something you may have done days, weeks, months, or even years ago.
This is due to the principles of “Seed Sowing” and “Building a
Pipeline” (see section on Process).

Who is your
Customer?

Story #1 Old People in the Nursery

After the Navy, I began working evenings and
weekends at a hardware/garden shop/retail store. Many of the
customers that frequented the store were elderly, and after a short
while I had many of them asking for me versus other staff
members.

This gave me an opportunity to get to know
them and their history. I was able to learn a lot just by listening
to their stories, and in turn, my sales grew as I built a strong
following.

I often got comments from other staff like,
“How can you stand dealing with those ‘old people’? They are so
grumpy and it takes too much time to wait on them”.

My reply: “First of all, they are our
customer and they deserve to be treated the way you want to be
treated. Second, they are elderly, so they are going to be slower
than some of our ‘younger’ customers. Third, they probably are
grumpy with you because they may not be feeling well, although most
of the time they are not grumpy with me. And forth, the amount of
sales I am doing indicate that they are a very profitable customer
base. Their money is green and they are looking for a place to
spend it. Why shouldn’t I serve them?”

Bottom line: During the four years I
was at the store this proved to be true. I had repeat business,
referrals, etc. It just took a little extra effort and patience to
work with everyone in the beginning but ended up producing business
and affecting the bottom line in a very positive manner.

sow quickly – reap little

sow patiently – reap a harvest

Basically, customers fall
into two main groups: External and Internal.

External customers include individuals,
businesses, business people, and organizations apart from the
business. Essentially, this is the general public which includes
suppliers, bankers, governmental bodies, and even competitors.
External customers are the customers of the business.

Internal customers work within the business
itself. These include any position in any department for which a
service or product can be provided.

The customer of the business is the general
public. It is important to recognize that the “sales reps” are the
business’ front line in working with the external customer.

The customer of the sales rep is the
business’ customer. As the business’ front line in dealing with the
consumer, it is imperative the sales rep understands the needs and
expectations of each consumer and be adept at developing a
“relationship” (a bond) with the consumer in a timely manner.

The customer of the support staff is the
sales rep. Each member of the support staff must understand the
needs and expectations of each sales rep and become dedicated to
servicing them. As the sales rep services the consumer, so must the
support staff service the sales rep.

The customer of the manager is the support
staff and the sales reps – in short; everyone in his department. By
servicing the support staff, he services the sales reps. By
servicing the sales reps; he services the consumer. By servicing
the consumer; he services the business.

As manager, it is of paramount importance to
understand “and appreciate” that no position or need in the
department is more important than any other position or need.

(concept #7)

No position is more important than any
other

Without a sales rep to make contact with the
consumer, a product or service cannot be offered. Usually, sales
reps are the prima donnas of the business, but consider… Without a
receptionist to answer the phone, the message cannot be relayed.
Without a person to order the pens, the message cannot be written.
Without a person to make the copy, the order cannot be recorded.
Without a person to keep the records, the order cannot be filled.
Without a person to fill the order, the product or service cannot
be conveyed. Without the product or service being conveyed, income
cannot be earned. Without a manager to orchestrate this procedure,
profit cannot be made. Without profit being made, wages cannot be
paid.

The good news is -- this is not really a
problem!!! Why? Because if you do not employ any of these people
you don’t have a business to worry about anyway.

What are the needs and
expectations of my customer?

All customers (whether external or internal)
present two primary dilemmas for the business: “needs / wants” and
“expectations.” It is essential for anyone in dealing with any
customer to discover the customer’s needs, deal with the wants, and
make expectations realistic.

Needs / Wants:

The problem with “needs” is that often
customers do not have a clear understanding of their “needs.”
Often, the customer has an idea of what they want to accomplish –
to have happen – but does not know “how” to make it happen. A
customer’s “wants” are their emotional attachments to their
“needs.” At this point, assistance in determining what the
customer’s real needs are is a valuable service to the customer. We
must understand the “wants” to discover the customer’s real
“needs.”

Story #2: Larry’s Car

It started with the “need” for Cathy, my
wife, to have a different vehicle in order to take our grandson
various places when she watched him. At the time, her car was a two
door, which made it very difficult for her to get him in and out of
his car seat. Also, the backseat really didn’t have a very
effective way to secure the car seat. With that in mind, I thought
about having her drive my Ford Expedition and trading in her
Explorer.

Since the Expedition is a large SUV, I
thought of getting something fun (want) to drive as well as good on
gas (need). I liked the white Saturn Sky sport car and thought that
it would be nice to have something like that.

At the Saturn dealer, a rep came out and
simply said (in a very bored tone) that it would take 8 to 12
months to get one. He then went on to say that the Pontiac dealer
next door may have their version called a Solstice.

At the Pontiac dealer, a nicer rep came out
and said that their car is hard to get, but should only take 4 to
12 weeks after an order is placed. I took a test drive in their one
demo and was very pleased with the car. After returning from the
test drive, I met with the rep and was told that the dealership was
working on getting four cars from another dealer that had closed
down.

It came down to both of us agreeing that she
would keep me informed about the status of the vehicles. I never
heard back from her so I left a voice message. I eventually
received a voice message stating that the status was the same and
the rep would get back to me the following week.

I then realized I would need to look around
outside of town if I was going to find one. That evening I went on
the internet and found three other dealers that had the car I liked
in red and in white. Red was what I was leaning towards. When I
contacted these dealers the next morning (all out of the local
area), one had already sold the car and another dealer had a car on
its way, and I would be able to take delivery in two weeks. I
finally contacted the fifth dealer with the white one.

Out of all the dealers I contacted, the one
with the white car in stock was the only one that:

1.) returned my phone calls in a prompt time
frame.

2.) really acted like they wanted my business
– eager to serve.

3.) asked questions discerning my needs and
wants – interested in me (the customer) – imagine that!!!

4.) discussed the benefits of white over red
– not pushing it.

5.) mentioned that they would be happy to
locate a red one if I really didn’t want white.

6.) offered me the best deal on my
trade-in.

7.) were truly enthusiastic in their approach
to working with me, their “customer.”

My wife who was with me picking up the car
even mentioned that someone must be really mentoring these young
guys.

Bottom line: I was very impressed with
the level of service. I purchased the car there and it was a very
enjoyable experience. This fifth dealer embodied the transformative
model while the others followed the logistical model. It is
interesting to me that the 80/20 rule was in effect again.

Expectations:

Customers base expectations on perceived
product capabilities or service levels influenced by cultural
values, marketing, advertising, and most of all…wishful thinking.
Unless a customer’s expectations are made realistic, “expected”
outcome is often a “set-up” for disappointment.

(concept #8)

Expectations are resentments waiting to
happen.

Having the best product or service on the
market is irrelevant if the customer’s expectation of the product
or service is unrealistic. Once a customer is disappointed and a
resentment develops, regaining trust and confidence is difficult.
There’s an old saying, “Word of mouth is the best advertising.” But
consider this; when a resentment has developed, word of mouth is
the absolute worst advertising. This is why it is so important to
assist the customer in understanding the capabilities, and
especially the limitations, of the product or service.

Whether external or internal, a customer’s
expectations must be made realistic by the person servicing them.
This is essential if a healthy “working” relationship is to
develop. The first step in making expectations realistic is
understanding the customer sees a completely different world than
you.

(concept #9)

No one sees reality the way reality really
is.

We only see reality the way we are.

Expectations are based on the customer’s
perception of reality. Understand: no one sees reality the way
reality really is; we only see reality the way we are. The way we
view the world, and everything in it, is dictated by the sum total
of our experiences and our interpretation of those experiences.

How do I best serve my
customer?

To best serve your customer you must know
your customer. To best know your customer you must develop a
relationship with your customer. To develop a relationship with
your customer you must not only understand, but also have a genuine
concern for, your customer’s wants and needs, be willing to be open
and honest, and show them respect and dignity.

Having a clear understanding of your
customer’s wants and needs is the first step in developing a
relationship – a relationship that just may last a lifetime.
Understand that your goal is to satisfy your customer’s need. When
the customer’s need is met there is no buyer’s remorse. Ask
yourself the following three questions:


	
“How do I meet your need?”



	
“What do I need to do to help you – to give
you what you need?”



	
“How can we work together to meet your
need?”





By working alongside the customer – a bond
develops.

By making expectations realistic – resentment
is avoided.

By being completely open and honest – trust
is established.

By treating them with respect and dignity –
respect and dignity is returned.

“Under promise – over deliver” is a
concept which enables one to curtail expectations from turning into
resentments. In an effort to “get the sale” or “make the
impression,” people sometimes set themselves up for failure (at
least in their customer’s eyes) by promising more than they may
actually be able to produce. This causes customer dissatisfaction
and distrust and eventually costs their allegiance. I may make the
sale or impression in the present, but I lose the long-term
benefits of having a loyal customer.

To know your customer; ask yourself, “How do
I wish to be treated?”

Story #3: Voided Check

One of the goals for any manager is to have
staff that is willing to go the extra mile as needs arise. Some
people have a natural tendency towards this, while others take
coaching.

It is always wonderful to hear when an
employee exhibits a “beyond the call of duty” attitude.

One such example was when David, one of our
reps, helped a member (customer) recover a check she had written to
a business and found their product defective later that day (she
lived forty-five minutes away). She was talking with David, her
financial advisor and mentioned this. The business had said to
bring the item back, but she was concerned that they would still
try to cash her check as she wasn’t able to return it for a couple
of days. She asked about putting a “stop payment” on the check.

David mentioned that since he lived close to
her he would be happy to pick up the item, return it to the store,
and pick up the check for her. This way the check wouldn’t go
through and she would save the “stop payment” fee.

The end results were: David did the pickup,
and the member “customer” was very thankful and impressed for his
help. This was going the extra mile and showed his commitment to
the best service possible.

*****







Chapter 3

 The
Manager’s Customer

– Everyone I Work
With.

The Human Being

The Mentor

The Instructor

The Counselor

The Orchestra Leader

A business’ greatest asset isn’t real estate,
inventory, equipment, or accounts receivable – a business’ greatest
asset is its “people.”

(concept #10)

A business’ greatest asset is its people.

Every asset needs to be properly maintained –
nurtured, protected, and serviced. Any business which neglects its
assets is living on borrowed time. Maintenance is the process of
repairing problems or defects as they occur – often this ends up
being nothing more than crisis management.

Preventive maintenance is essential to insure
maximum efficiency, effectivity, and growth. Preventing a crisis
conserves time, energy, and in the long run, money and profit.
Preventive maintenance of crises is a manager’s primary duty to his
department. A manager’s primary responsibility is to “service his
staff.”

(concept #11)

A manager’s primary responsibility is to
“service” his staff.

Remember that a manager is a human being
first, a mentor second, an instructor, a counselor, and then a
manager?

The Manager as Human
Being

A manager’s customer is his staff and his
purpose is to treat them as he would wish to be treated (remember,
concepts #4 & #5). Developing a nurturing relationship in which
staff feels safe to openly and honestly communicate wants, needs,
frustrations, ideas, fears, inspirations, and problems is key in
managing from the heart. Communication is the most important “tool”
in any relationship, and a relationship is the most important
component for success whether in business or in life. Remember: No
one is an island – no one makes it on their own?

With communication comes intimacy and with
intimacy comes mutual respect and dignity. Each party develops an
understanding and compassion for all that the other is and all that
the other can be. With this, each party brings their own personal
power to the relationship.

The Manager as
Mentor

The manager must “be the orange” so to speak
– be the example (concept #5). Staff cannot understand or feel safe
to implement the “Four P’s” unless the “Four P’s” are modeled and
the benefits exhibited. It is the manager who “sets the tone” of
the department and staff “keys” off of him.

It is important that a manager has a vision
not only for his department but for each member of his staff as
well. It is also important that a manager share this vision with
each member of his staff. When a manager takes the time to initiate
intimacy with each member of his staff, a bond develops and
“relationship” begins to grow.

Assisting an employee in understanding that
their position is very important – just as important as any other
position – gives them “ownership” of their position. And by
informing them that since their position is so important you are
depending on them to be the best they can be, pride in the position
is instilled. This allows the individual to develop a focus of
seeing their position as something much larger than the job or task
at hand.

Story #4: Sears Intern

A high school student interned with us one
spring. She hoped to become a financial advisor one day and
interning would fulfill one of her business class requirements. We
set up a schedule for her to job shadow several different positions
in my department and met periodically to discuss her
observations.

She liked the department, and one day,
mentioned (with a long face) that she enjoyed interning with us
much more than her part-time job at Sears. Her job was to ask
customers on the floor if they would like to apply for a Sears
credit card. She shared she felt uncomfortable bothering people,
believed she wasn’t good at it, and thus, signed up very few
accounts.

I decided we should talk.

“First of all,” I explained, “you are
selling, which in itself can be intimidating. Realize, that
everyone starts out with “negative self-talk” about their abilities
to sell – fear on rejection and such. If this is true, then only
those who continue to work on their skills will overcome.

Second, why does Sears have you soliciting
customers to sign up for their credit card?”

She didn’t have an answer.

I explained that this is the way companies,
such as Sears, increase their fee income and maintain their
customer base.

I noticed she winced. I said, “From the look
on your face it seems you are more than a little embarrassed to be
asking for customers to sign up.” She admitted she was because she
wasn’t sure what to say other than to just outright ask if they
want to sign up for a Sears credit card. I made some
suggestions.

1) Remember, there is no reason to be
embarrassed, as credit cards are an important part of business
today, which allow a customer to purchase what they need, and allow
them to make affordable payments. Don’t ever be embarrassed
offering a useable service.

2) Arrive a little early and go to the
various departments and speak with the department manager and find
out what they have on special, so you can let the customers know
this when you speak to them about taking out a card.

3) Then when you are speaking with a customer
let them know, ‘Now’s a great time to take advantage of the
specials in our ________ department. A Sears credit card can help
with that and it only takes five minutes to complete the app.’

4) or you can ask what they are looking for
and use the same wording as #2.

5) Smile and be confident because you are
capable of being the best if you’re only willing to work at it.

6) Practice on the above and you will be
successful.

7) Remember, you are doing them a service.
You are giving them an opportunity to choose. Some people will not
be interested and that’s good – respect their decision. But some
will see this as an opportunity to purchase something they need and
otherwise not be able to afford (i.e.: refrigerator, washer, dryer,
prom dress, etc.). You are not forcing anything on them – just
giving them the ability to choose.

A week later she returned for internship and
I asked how the week went at Sears. With a big smile on her face,
she eagerly shared, “I went in and did exactly as you said and was
able to open ten accounts. I was blown away by the success I
had.”

“Do you receive any incentive for opening
accounts?” I asked.

“Yes,” she beamed, “$5.00 for each.”

I then asked her to do the calculation of her
hourly wage plus incentive to come up with her true hourly
earnings.

When she looked at it this way, she got even
more excited and thanked me for the help.

Since a large portion of their customer base
and credit accounts come from people on the floor, why wouldn’t a
big company like Sears take a few minutes to train this “high
school” person? This is another example of logistical vs.
transformative managing.

I believe what she learned over those couple
of days will serve her well throughout her life. It was wonderful
for me to have someone take to heart my counsel and use it to be
successful. And all I did was give her permission to sell.

Remember the old saying: “Give a
hungry man a fish and you feed him dinner. Teach him how to fish,
and he’ll never go hungry again.”

(concept #12)

Teach your staff how to fish.

Manager as
Instructor

A wise man doesn’t hoard wisdom – he shares
it. A person who shares wisdom is open to receive it. A wise man
also doesn’t hoard understanding – he shares it as well. Wisdom
without understanding is useless, and sometimes, even
dangerous.

The manager who hoards information, or only
lets it out on a “need-to-know” basis, cripples his staff and
creates confusion and mistrust within the department. Insecure,
this manager is paranoid and controlling, and his staff reflects
his insecurity.

When managing from the heart, it is important
that the manager makes an effort to help each member of his staff
learn something new every day. By sharing information, wisdom, and
understanding, each person in the department begins to realize that
the best way to help themselves is to help others. Next to its
people, information and experience are the most valuable assets a
business possesses.

Sharing the wealth of these assets inspires
creativity and allows staff to tap into their inner power. When
staff feels they are pulling together for a common purpose, and
that purpose is the betterment of each individual, they come to
work with one purpose each day – to work. This is the beginning of
changing the 80/20 rule to 100/100.

Must have patience and discover each of his
employee’s:


	
“hot buttons”



	
wants and needs



	
motivation (what drives them – makes them
work)



	
their strong points



	
their weak points





Discovering each staff member’s “hot buttons”
allows you, as manager, to preempt potential problems and crises.
It also enables you to counsel them on how the self-defeating power
of these buttons will cause them to “shoot themselves in the foot.”
Remember, servicing your staff is an on-going process of developing
in them the ability to become self-aware. With self-awareness comes
inspiration to self-motivate.

When a person disconnects their “hot buttons”
they learn to respond rather than react. When a person reacts,
personal issues and feelings cloud the problem at hand, making
resolution even more difficult. By responding, a person retains
their individual power, is able to focus on solution, and tends to
makes confident, competent decisions. The objective is to identify
the problem, and once identified, get out of the problem and into
the solution.

(concept #13)

Get out of the problem and into the
solution.

Discovering your employee’s wants and needs
enables you to also discover what motivates him/her – drives
him/her to work. Different people are motivated by different
things: money, prestige, power, recognition, acceptance, love,
ambition, and the list goes on and on. If I know what drives you,
then I am more capable in helping you meet your needs. I am also
better able to assist you in realizing the potential benefits and
consequences of those needs.

As with “external” customers, your “internal”
customers may not know what their needs really are and often
require direction in discovering them. What one sees as money may,
in actuality, be success. What another sees as recognition may, in
actuality, be security.

Many people believe that money will give them
happiness; only to discover after years of toil and sacrifice that
they are just as unsatisfied with money as they were without it.
Yes, they may have a huge, expensive home to live unhappily in, or
a beautiful luxury automobile to unhappily drive around – but the
fact remains: they are still unhappy and don’t even know why.

(concept #14)

If I am nobody without a trophy, then when I
get one;

I am nobody with a trophy.

Learning each member of your staff’s
strengths and weaknesses enables you to capitalize on the
individual’s potential. This is done by teaching the individual to
nurture and utilize their strengths while, at the same time,
learning from their weaknesses. Remember:

(concept #15)

Failure isn’t failure if you learn a lesson
from it.

A weakness can and must be made into a
strength. In an individual, this is called growth. The amazing
thing about growth is that it doesn’t stop unless you stop. In life
there is no such thing as stagnation – you are either moving ahead
or you are moving backwards. No person is the same person they were
last year, last month, last week, or even yesterday. The question
is: “Today, am I better or worse?”

The only person who can answer this question
is the person asking it. Answering it openly and honestly is key in
identifying a problem. Second, is the choice made on where you
would like to go from here.

As a human being, it is my duty to be the
best person I can be today. As manager, it is my duty to mentor,
instruct, and counsel my staff to appreciate the wisdom in being
the best person they can be today.

Manager as Orchestra
Leader

A manager is the conductor of an orchestra.
Each staff member is a finely tuned instrument designed to deliver
the precise effect at just the appropriate moment. Without drums,
the woodwinds would have no power. Without violins, the horns would
have no finesse. It is the conductor’s purpose to align each
instrument and note to create a harmony of music. If one instrument
falters, they aren’t discarded – they are tuned and given
direction.

(concept #16)

Be the orchestra leader

Each member works individually to
collectively produce a masterpiece. Each relies on the direction of
the conductor who coordinates the individual talents to produce the
desired result. Sitting in the horn section, one hears mostly
horns. Sitting in the drum section, one hears mostly drums. By
enabling each member to do what they do best, the conductor
oversees the process, directing overall effectivity. This creates a
finished product which becomes infinitely more than the sum of its
parts.

Constant observation of staff, atmosphere,
and character of the department is needed if orchestration is to be
effective. Each member must not only understand standards but must
also be “engaged” in the process. With this, staff supervises and
motivates themselves. By monitoring the “pulse” of the department,
a manager is able to affect direction and harmony within the
department. To accomplish this, all a manager needs is eyes and
ears – “NO SPIES!” (see Process).

*****






Chapter 4

 Discovering Your Inner Power

– it’s always been
there.

Have you ever heard anyone say:


	
“You made me mad?”



	
“You made me happy?”



	
“You made me sad?”



	
“He/she really knows how to push my
buttons?”





You just gave someone one hell of a lot of
power over you.

Have you ever gotten mad at your car, your
TV, or some other inanimate object?

You just gave a “thing” a hell of a lot of
power over you. When you stop and think about it, it’s damn sad
when a brainless, emotionless, soulless, piece of metal and plastic
has that much power and control over you. Power to make you say and
do things which make you look and feel like an idiot. You give them
control to change your attitude, your sense of wellness, and to
ruin, not only your moment, but often your whole day.

Even “You make me happy” isn’t healthy. If I
give you the power to make me happy, then I also give you the power
to devastate me. What a burden to place upon someone you love –
making them responsible for your happiness. They better not
falter.

What if you disconnected those buttons? It
takes two people to fight. Just one person fighting looks (and
feels) like an idiot. The difficult thing to understand and most of
all accept, is that you actually choose to be happy, mad, or sad.
No one can make me feel anything – I choose it! Someone may say or
do something – make some comment or perform some behavior – and I
then choose to react in a certain way.

As human beings, we are condemned to make
choices. We make hundreds, even thousands, of choices each day –
some healthy and some not so healthy. The choices we make which
cause us grief – we learn at a very young age to blame on others.
We become indentured to this “avoidance of responsibility,” and
without even realizing it, become willing victims to the whims and
actions of others.

When I learn that I have a choice and begin
to take responsibility for my person – my emotions, thoughts,
beliefs, desires, ideas, opinions, and behavior – I begin the
process of reclaiming my inherent power, and I start the climb out
of victimhood. Once I understand I have a choice, I can choose to
RESPOND (transformative) rather than REACT (logistical).

(concept #17)

Respond – Don’t React

When I react, I am following the lead of
someone else’s emotions, thoughts, behaviors, or beliefs. In
essence, the other person, or thing, is controlling my emotions,
thoughts, behaviors, and beliefs because – I allow it! The only
power anyone has over me is the power I give them.

By choosing to respond instead, I retain my
power, enabling me to make healthy decisions and take healthy
action. I understand that the other person’s anger, guilt, fear,
insecurity, etc., is their “baggage” to carry – not mine. I can
help them solve a problem (if I choose to) without being sucked
into their misery.

People collect bricks over their lifetime – a
little brick of resentment over this incident, a little brick of
fear over that situation, a bigger brick of anger because of this,
a giant brick of regret over that, a brick of shame, a brick of
guilt, and so on. We don’t mean to collect these bricks and God
knows we don’t want them. But the truth is: we go through life
filling our sack with these bricks until our backs are bowed and
bent from the weight and still we refuse to give them up – to set
them down. Sadly, most of the bricks we carry aren’t even ours to
carry – they belong to someone else. But because we collect, we’re
quick to scoop them up and put them in our sack. Here’s a
thought:

(concept #18)

Let others carry their own bricks

By carrying my bricks and letting others
carry their own, I accept responsibility for my choices and the
power I retain. With this, I gain a blessed freedom – freedom to
pursue my own goals, my dreams, and my passion without being
controlled or derailed by others. I assume responsibility for my
life and become willing to explore my potential. I become able to
affect my environment and my life. I define my goals and my
destiny…

I define me.

Putting the “I” in
TEAM

Before you start cussing, ripping this book
in two, and throwing it across the room – just breath and listen
for a moment.

Remember in the beginning when I said you’re
going to have to wrap your brain around new and unusual concepts?
Well, this is one of them.

“There is no “I” in TEAM”

has been the traditional “call to arms” of
every manager since the beginning of business. The meaning and
motivation behind this statement is to inspire staff to recognize
the benefit and power to be gained from working together. From
professional team sports to burger flipping, traditional managers
have trumpeted this message to promote cooperation among employees
in functioning as one, single, cohesive unit.

Though the intention is promotion of
cooperation, this statement is business focused, not individual
focused. When a person hears this statement they may recognize it
as a truth; but for the business – not for themselves. “Yes, staff
is more effective when working together” and “Yes, it is better for
the company which writes my paycheck,” but, “Let’s hurry up and
finish this rah-rah session, it’s almost break time.”

A good employee will conform but seldom
develops “buy in.” A not-so-good employee will grudgingly smile and
do what they want to do anyway, grumbling all the way.

What this statement really tells me as an
employee is:


	
I’m just another cog in a giant wheel (and
any cog can be easily replaced),



	
I’m not really all that significant,



	
no one cares about me, and



	
all I’m really responsible for is my little
part (I’m not doing anyone else’s work).



	
What this statement provokes in me is:



	
I’ve got to cover my own ass,



	
that’s not my fault,



	
stay out of my territory, and



	
that’s not “my” job.





Since I feel like an insignificant part of a
whole, employee # 2800672, my goal is to get a paycheck. This
fosters the “us vs. them” mentality. I become a “Job Minded”
employee, not a “Career Minded” employee (see chap 6).

When I manage from my heart, I recognize the
value and the inherent power of each individual and want to bring
that power to the team. This I do by bringing the individual to the
team while maintaining the individual’s identity. The team welcomes
the individual, not assimilates them.

Each person has their own unique combination
of talents, abilities, skills, principles, hopes, dreams, and
wishes – their own unique style of creativity. The one thing I
don’t want is group of automatons, mechanically running procedures
to achieve a desired goal. I want a group of individuals with each
utilizing their own unique “ability to create” to facilitate
personal growth which, in turn, initiates a process that supersedes
a desired goal.

In other words, I want a TEAM of individuals
who maintain their individuality, but understand and accept the
power which comes from interconnectedness.

I =

Individual Integrity

Inspiration Initiative

Interdependence Interconnectedness

As manager, I want each of my employees to
have “buy in” to the process and I want them to take “ownership” of
their respective position. With “buy in” comes understanding and
inspiration to work the process, and with “ownership” comes
responsibility (chap 6). With this, each person brings their power
to the team instead of going to the team to take their power
from.

*****







Chapter 5

 Increasing Human Understanding

To “disconnect” your buttons and reclaim
power over your life, it is necessary to resolve insecurity and
paranoia of and about others. The best kept secret in the world is
the one everyone knows and yet will never dare talk about. People
live in fear of not measuring up – not being good enough – not
being accepted. “What will others think of me?” becomes the primary
concern and the primary driving force behind every individual. This
driving force shapes our thoughts, emotions, opinions, actions, and
reactions. In short, it shapes our character. And since our
character becomes our destiny, it shapes that as well. Ironically,
everyone keeps this secret, thinking they are the only one holding
it.

When what you think of me becomes more
important than what I think of me, I give you power over me – power
to make or break me. The truth is: people who get the most approval
in life are the ones who could care less about it because they
already approve of themselves inside. They know they are OK just
the way they are – flaws and all. They understand that no human is
perfect so they do not need to hide the fact that they are merely
human.

(concept #19)

The people who get the most approval in life
could care less about it.

Success in business is all about
relationships, and as mentioned earlier, communication is probably
the most important “tool” in any relationship. Without effective
communication, even two healthy, loving people will not make it.
Remember, you have the right to be heard, to express yourself –
your opinions, your feelings, your values. Your wants and needs are
important. You deserve respect for who you are. By giving respect
to others, you are more deserving of respect for yourself.

Effective communication is not possible in
relationships where defensiveness and confrontation become a
behavior. When a sense of inferiority drives me, I will feel
viciously competitive and will feel easily attacked. When I feel
attacked or confronted communication about my real feelings, both
positive and negative, is avoided and masked. The result of
ineffective communication is an eventual destruction of the
relationship. This is why it is extremely important for each member
of the relationship to become aware of his/her style of
communicating.

The sad fact is, even the most intelligent
and talented people have difficulty effectively communicating what
they want to convey. One of the purposes of increasing human
understanding is to develop constructive and effective ways of
sharing and dealing with both positive and negative emotional
reactions. Too much of our effort in life is aimed at changing
others so we can be happy. We must use that effort to change
ourselves from within to be happy.

(concept #20)

If I change me, I find I lose the need to
change others.

1) When a person says or does something and
it causes me to react in a certain way, I need to understand that
just because I reacted in this way doesn’t mean the other person
intended me to act this way. The other person’s intentions may very
well be completely different from the way I perceived them. People
often misspeak or mishear and when this happens, motivation usually
gets misinterpreted. When motivation is misinterpreted,
communication is stifled. Most people have difficulty explaining
even their best intentions in a way for them to be understood.

2) Feelings (emotions) have no concept of
right or wrong, good or bad, justified or not. Rational thinking
and logic do not govern feelings. It is important to understand and
respect that, no matter what the reason; the feelings another
person has are real. It is also important that these feelings be
effectively reported at the time they are experienced and do not
imply blame or fault.

3) No one sees another as they really are. We
see others the way we “perceive” them, and we perceive others as a
direct result of the way we view the world. By sharing feelings in
a relationship, two people have an opportunity to discover how each
perceives the other, which is far more important than how each
really are.

4) In sharing feelings, DO NOT assume that
you know what the other person is really like. Until you live their
lifetime in their shoes, you cannot know what motivates another
person. A person’s behavior is often relative to what they think
you expect from them and does not necessarily reflect their true
feelings.

People do not behave the same around all
people and in all circumstances. In fact, most people act
differently depending on who they are with and what they are doing.
The behavior you witness does not mean that’s what they are like
all the time. People act quite differently at work than they do at
home, or at church, or out with friends, or with strangers.

Remember concept #9: “We only see reality the
way we are?” To go a step further, we only see others from our view
of who they are. As you can imagine, others do not see you as you
see yourself; so do not assume that you see others the way they see
themselves.

5) In communicating effectively, it is
important to share information openly and honestly, and to relate
your feeling to a specific behavior or incident. This gives the
other person the best understanding of what led you to your
feelings. When you share, “I feel important and loved when you call
me in the middle of the day just to say, ‘Hi,’” the other person
learns a specific behavior which pleases you and gains insight into
what motives you. When you only share, “You make me feel important
and loved,” the other person may feel good, but doesn’t gain wisdom
on how to recreate or continue the experience.

6) Realize that your feelings about another
person’s behavior often differ from your feelings about the person
himself. Even good well-meaning people make mistakes which can
result in pain. A person you like and consider a friend can
unwittingly say something hurtful. This doesn’t mean they are now a
thoughtless and hurtful person. There is a significant difference
between saying, “I felt disrespected when you laughed at my
suggestion,” and “You are a hurtful and disrespectful person.” The
former is constructive – the latter is blameful.

7) When we misinterpret another’s words or
deeds we mistakenly jump to conclusions as to their motives. Since
we have already established that we do not know what another person
is really like, it also makes sense that neither can we really know
their motives. It is much more effective to discuss your reaction
since your reaction is all you really know.

8) Holding resentment for either a real or
perceived hurt in a relationship is death to intimacy and damaging
to the relationship. It begins to eat away at the positive aspects
of the relationship by blocking effective communication. Holding
resentment is like taking poison and expecting the other person to
die. It doesn’t work; it just eats you alive from the inside
out.

9) Step back and see the big picture. People
often allow a relationship to be damaged by some small unsettling
detail – (throwing out the baby with the bathwater). Ask yourself,
“is this detail really worth losing the relationship?” “Do I really
want a divorce because she squeezes the toothpaste from the
top?”






When I am understanding and compassionate
about other’s feelings and perspectives, I am much better able to
communicate with others and receive understanding and compassion in
return. I am less likely to misinterpret other’s words or actions
as malevolent or threatening.

*****






Pillar II

Passion

“A Powerful emotion such as love, joy, anger,
hatred,. The object of such love or desire, Boundless enthusiasm:
The object of such enthusiasm.” (logistical)

“Wholehearted devotion to an idea or
ideology; .energetic and unflagging pursuit of an aim or devotion
to a cause.” (transformative)






Passion is one of the most powerful forces in
the universe. Passion has saved millions, discovered new worlds,
created art, founded countries, fed the starving, healed the sick,
empowered multitudes, and moved mountains. Without passion life
becomes meaningless and void. And yet, so many of us lose our
passion or “lock it away,” and we become like the walking dead,
trudging through life routinely repeating daily mundane chores.
Life becomes a task that has to be gotten through instead of an
adventure which gets to be lived. We’re born – we do – we die. As
Mel Gibson said in the movie Braveheart: “Everyone dies, but not
everyone really lives.” Sadly enough, too many of us become human
doings instead of human beings.

When a person nurtures passion they soar to
unimaginable heights – energized to persist, to achieve, to excel.
Passion becomes an adventure of creativity, growth, excitement, and
discovery.

Motivation instills desire. Passion, on the
other hand, is instilled by inspiration. The problem with
motivation is that it must be sustained – renewed periodically.
Passion instilled by inspiration, on the other hand, is
self-perpetuating and self-sustaining, building upon itself because
it is fueled by devotion, diligence, and perseverance. Passion
fuels Passion.

(concept #21)

Inspire – Don’t Motivate

(To fully understand this section of the
book, a person must proceed carefully and methodically because
concepts build upon concepts. Remember in the beginning of this
book how we said you must be willing to “wrap your brain” around
new and unusual concepts – well here they are.)

*****







Chapter 6

 Job
or Career?

Discovering your
passion


	
Inspiring People



	
Nurture Individual Success



	
Defining “Success Factor”



	
Developing Career Mindedness



	
CORE Competencies





Story #5: Nice Girl at the
DMV

One day, I went to the DMV because I had lost
my license. Remembering previous trips to the DMV, I was, of
course, dreading the experience. I braced myself for never-ending
lines and upon entering the building I was not disappointed. In
front of me was a woman with purple hair (cell phone plastered to
the side of her purple head), arguing incessantly with what seemed
to be her boyfriend about whether or not his friend had cheated on
her friend. Behind me stood a bald, mountain-of-a-man who had “Born
to Raise Hell” tattooed across his neck. For some reason (still
unknown to me) he mistakenly took me for someone who cared because
he proceeded to instruct me on the very best food at every truck
stop between San Diego and Sacramento.

For fifty-seven minutes I snailed my way
through the roped-off, serpentine line, learning that Purple Hair’s
friend had been permanently traumatized by insensitive remarks
noting her stretch marks and that “the best damn chicken-fried
steak” in the whole of the San Joaquin Valley is located at the
bottom of the Grapevine.

Finally – FINALLY – I found myself next in
line and secretly thanked God for not answering my prayer to drop
dead. But now I must face the next infamous DMV obstacle – the
dreaded state employee – unconcerned, disinterested, irritable
(sometimes irate), clockwatching, ridged, black and white,
by-the-book, fill-out-every-line task master.

Preparing myself for battle, I started for an
open window, realized I hadn’t been motioned forward, and quickly
jumped back to the line, awaiting punishment for my disobedience.
Suddenly, the weirdest thing happened – a smile popped up over the
window and called to me, “Please, Sir. May I help you?”

Dumbfounded, I hesitated, expecting to hear
Rod Sterling in the background.

“Sir, may I help you?” she repeated.

I cautiously moved to the window, and was
greeted by yet another smile and, “What can I do for you
today?”

I wanted to say, “Pinch me,” but clumsily
pushed my wad of paperwork toward her instead. “I l-lost my
license,” I stammered.

“No problem,” she cheerily replied, shuffling
through my papers. “I just need this and this and…oh, do you have
your registration? I’ll need that too.”

“Of course, I have my registration. It’s in
my…OH, MY GOD!!! IT’S IN MY CAR!!!”

I looked out at the parking lot and then back
at the line and remembered 57 minutes of “No, your friend is a
jerk…,” and “Now, if you want real cream pie…,” and my heart
sank.

“No problem,” the smile said, “just run out
to your car and then come back up to this window and we’ll take
care of it.”

I was back in a minute and it was taken care
of – I could have kissed her feet. We talked while she was
inputting information, we laughed, and then she was done. She
wished me a good day and chuckled as she warned me to be more
careful with my wallet.

I suddenly realized I had enjoyed my visit at
the DMV – purple hair, cream pie, and all. Suddenly, the DMV wasn’t
such a bad place – and I never viewed it the same way again.

Bottom Line: This happened twelve
years ago and I still remember the smile behind the window. If one
DMV employee can change the effect of a lifetime of DMV nightmares,
imagine what a whole staff of such people could do for your
department.)






One main objective in Managing From the
Heart, is to get the staff’s passion to become the business. To
accomplish this, the manager’s passion must be his people.

For a manager’s people to become his passion
he must focus on three principles:


	
inspire (not motivate) people,



	
nurture individual success, and



	
develop staff





Following these simple basic principles,
enables a manager to see the “bigger picture.” Most managers can’t
see the forest for the trees. They become too involved with
procedures and statistics, losing sight of the people which make it
all happen. As described in the preface, the historical managerial
types “micromanage” because they have a “need” to be in control –
in fact, they actually fear not having control. They don’t realize
this “fear” negates the efforts for which each employee was hired
in the first place. Why would an employee put forth any effort (let
alone extra effort) when everything they do is revised or
discounted?






Inspiring People

Inspiring people is as easy or as difficult
as you make it. All one has to do is to heal yourself and then; “Be
the Orange” – be yourself – be real. To inspire passion one must
first have passion. But how exactly does a manager accomplish this
and inspire his people?

a) By exhibiting integrity, humility,
honesty, and empathy.

exhibiting: demonstrating by behavior
(living it).

integrity: behavior congruent with
professed values, beliefs, morals, and principles.

humility: equality; to honor the inner
dignity of others; to look for the goodness and beauty, instead of
the ugliness and badness, in others.

honesty: complete openness and truth;
to say what you mean and mean what you say; no secrets (people are
only as sick as their secrets – each secret needs to be supported
by lies which, in turn, become secrets and need to be supported by
more lies); no alliances; no conspiracies.

empathy: genuine concern,
understanding and respect of another’s feelings and
motivations.

b) By focusing on the positives not the
negatives, viewing problems as opportunities, and modeling
humanness. This instills confidence that crises will be addressed
and resolved as a team without the world ending. This also builds
allegiance to the work environment community.

c) By recognizing and respecting each
individual’s unique talents, beliefs, strengths and weaknesses.
Talents should be honed, beliefs questioned, strengths nurtured,
and weaknesses worked upon. A manager should never judge another.
Instead, he should invite others to judge themselves.

d) By being a living example of success
achievability. By modeling humanness a manager conveys to an
individual that reaching (and even surpassing) one’s potential is
simply a matter of devotion to self-evolvement, diligence in
working the steps to attain personal goals, and perseverance in the
face of adversity.

e) By adopting and accepting the “12 Basic
Human Rights” (see chapter 9).

f) By being assertive – not aggressive.
Understanding and applying the principles for “Increasing Human
Understanding” (see Purpose, chapter 5).

Nurture Individual
Success

Sadly, most people limit themselves, becoming
their own worst enemy.

(concept #22)

“I have met the enemy and it is me.”

Life mistake #1 – People carry other
people’s bricks (see concept #18).

Whether from childhood or life experiences,
people adopt false, limiting beliefs. These beliefs become
self-defeating behaviors which often cause us to sabotage the one
experience we want the most because on some deeper level we believe
we don’t deserve it. Every person on the face of the earth has some
limiting beliefs and self-defeating behaviors (to my knowledge
there has never been a “perfect” human).

These limiting beliefs and behaviors enable
us to “survive” in what, at times, may seem like a random and
threatening world, but unless identified and addressed, these
beliefs and behaviors keep us shackled to a life of certain
mediocrity. We don’t take chances. We don’t try. We don’t “push the
envelope.” We play it safe – or as we call it, “smart.” By playing
it “smart” we minimize failure, never realizing we’ve already
failed. We recognize mediocrity as potential and settle.

A manager from the heart must become willing
to entertain possibilities – to see the potential in self and
recognize potential in others. What if my concept, or belief, in my
potential is false? What if I have limited myself with beliefs and
behaviors I thought were reality, but are not reality?

Self-examination is the first step toward
self-awareness. To recognize one’s false core beliefs and
self-defeating behaviors is identifying a problem. Nothing can be
done to correct a problem unless we first recognize a problem
exists.

“Now I see it! I understand! The sky’s the
limit!”

If the sky’s the limit, then why are you
ducking? If you really do believe this, you are still limiting
yourself. Don’t ever limit yourself – not even by the sky. My God,
there are footprints on the moon!

For a manager to recognize roadblocks to
potential in others, he must first recognize them in him or herself
and begin the healing process. Only then will he be able to
counsel, mentor, instruct, and orchestrate others. I can’t give you
what I don’t have.

Life mistake #2 – People don’t know
what they hunger for (see concept #23).






What do you hunger
for?

money affection fame wisdom love success
happiness authority peace of mind acceptance possessions validation
recognition adoration immortality respect truth beauty inspiration
danger knowledge power esteem talent perfection order excitement
understanding security or just more?

Everyone hungers for something. Everyone
thinks that if they just have more money, or fame, or success, or
adoration life will be wonderful and they will be fulfilled –
content. Most of our angst in life comes from trying to figure out
how to get what we think we hunger for. Sadly, if they work their
fingers to the bone, climb over bodies, and finally get it, they
find themselves empty and unsatisfied.

What do you hunger for? How about life?
Remember Braveheart: “How many people really live?” What if all
these other objectives are incidental compared to life? But life
alone is meaningless unless directed by principles. If a person
hungers for life and lives by principles, all these other
objectives will automatically be made available to them. If a
person becomes successful in living, then he becomes successful in
everything else. Everything he thinks, does, and participates in is
a learning experience. Life becomes an adventure, problems are
challenges to be solved, and blame is for children in the sandbox
at school.

I’ve been at far too many death beds in my
lifetime and I’ve never been to one when the person lying there
went on-and-on about the awards and plaques hanging on the wall, or
the trophies positioned on the mantle, or the toys dust-covered in
the garage. When it finally gets to the end, when the clock is run
out, when all is said and done and the end is staring them in the
face, there’s only one thing that really matters – how well they
loved and how well they were loved (and tragically, it’s often
wanting).

A manager must understand that everything a
person does creates a “life lesson” on which to build something
greater (the pyramids were built one stone at a time). One of the
laws of nature is: “a lesson will continue to be repeated until it
is learned.”

If one is successful in life, they will be
successful in whatever they endeavor.

(concept #23)

“It’s not our achievements which make us a
success

but those innate abilities and talents which
enable us to achieve.”

This enables the individual to excel in all
areas of life, whether with us, someplace else, or just as a
person. By nurturing this process in each member of staff, we will
have more long-term (experienced) employees and fewer
turnovers.






Develop Staff (80% of
employees just show up)

For a department to truly excel, each staff
member must be career minded – not job minded. What’s the
difference?

Career-Minded people -- Are doers.

Job-Minded people -- Are clock watchers.

Career-Minded people - Show up at 7:55.

Job-Minded people -- Show up at 8:05.

Career-Minded people - Work because they want
to.

Job-Minded people -- Work because they have
to.

Career-Minded people - Show up dressed and
serious.

Job-Minded people -- Are indifferent.

Career-Minded people - Checks their baggage
at the door.

Job-Minded people -- Lugs baggage in with
them.

Career-Minded people - Are proactive.

Job-Minded people -- Wait to be told to
act.

Career-Minded people - Their mind is on what
they want to accomplish.

Job-Minded people -- Their mind is on
something else.

Career-Minded people - Works effectively with
other staff.

Job-Minded people -- Creates territories.

Career-Minded people - Takes to heart “Who is
my customer?”

Job-Minded people -- Are transactional.

Career-Minded people - Are open to new
concepts and ideas.

Job-Minded people -- Resists change.

Career-Minded people - Work becomes a
challenge.

Job-Minded people -- Work becomes a task.

A manager from the heart must be able to
recognize potential in staff’s ability to develop into
“career-minded” individuals and then assist them in the process
(see Story #4 – Sears Intern).






Defining “Success
Factor”

“Success Factor” pertains to the elements
involved in a process which are critical in achieving a goal. In
any process, there are a number of steps necessary to align a goal
(see chapter 14), keep it on track, evaluate the goal, and see it
through to fruition. Some steps are compulsory, some are
obligatory, and some are critical.

Critical steps are “Success Factors.” These
are steps which are essential and must be present if a goal is to
be achieved. They cannot be forgotten, set aside, or manipulated.
Without these steps, success cannot happen.

Example: If my goal is to drive my car, I
must have:

my car (critical) I can’t drive it if I don’t
have it.

keys (compulsory) I could “hotwire” it.

gasoline (critical) It won’t even turn on,
let alone move, without fuel.

wheels (critical) Without wheels, it can’t
move.

properly inflated tires (compulsory) Poorly
inflated tires will still move.

automobile insurance (obligatory)
Unfortunately, we all know this isn’t critical.

Although the compulsory and obligatory steps
do enhance the quality and effectivity of my goal, they are not
critical in achieving my goal. As manager, I value and attend to
all steps. If my goal is worthwhile, I want to achieve it with the
highest quality possible. But I want to pinpoint, and pay
particular attention to, the critical. Because if I miss a critical
step, there is absolutely no chance of success.

One such “success factor” in a person’s
professional life is “Career Mindedness.”






Developing “Career
Mindedness”


	
Assist – don’t do for



	
“Buying into” the system



	
Taking “ownership” of their position



	
Developing personal discipline



	
“Trust Value”



	
CORE Competencies (values)





Assisting means just that – assisting
(mentoring, counseling, instructing, and orchestrating). It is
essential that they do “It” for themselves and not have “It” done
for them. They must do the work for “It” whether “It” is
discovering an idea, understanding a concept, developing a
technique, or recognizing potential.

Yes, this is a lot more time consuming for
the manager in the beginning. But once the staff member gets “It,”
“It” is theirs and they “own” “It.” By “owning” “It,” the
individual nurtures self-esteem and inspiration, and thus, passion.
They begin to recognize and accept abilities never before realized.
This opens up the realm of possibilities. Over time, the individual
develops initiative to address problems because they have learned
they have the ability. The manager’s time, at this point, isn’t
wasted with trivial “common sense” issues.

When an employee “buys in” to the system,
they become a willing participant in the community and have a
vested interest in the effectivity of the department. They
recognize the community has a genuine concern for the individual’s
success, and in turn, allows the individual to feel secure to
reciprocate with mutual concern (see chapter 12).

It is up to the manager to introduce and
integrate the individual into the department. Making a new employee
feel comfortable and at “home” as soon as possible is essential for
the well-being of not only the individual but the whole department
as well. The manager must make the employee feel accepted and not
judged if he is to alleviate insecurity and fear. He must then
counsel and instruct the individual on the principles, concepts,
advantages, and privileges of the system. It is important the
individual understands that everyone is here to help everyone else.
By helping one, we help all; by helping all, we help the one (see
concept #4).

The individual thus becomes “engaged” in the
welfare of the business and fellow staff. When “engaged” a person
is free to pursue their purpose because they now have purpose. They
come to work with one goal – to work – to learn – to grow. They
“check” their baggage at the door and take ownership of their
position.

Taking “ownership” of one’s position ignites
passion within an individual. Knowing that they are in charge of
their lives and their potential is limitless changes life’s ball
game. Knowing I do have the power to affect my environment, my
goals, and my destiny liberates me from the shackles of my own
making. My present, my future, and my life become an adventure
instead of a task. I can perceive possibilities for growth no
matter what my current assignment may be (see concept #7). This
redefines reality and gives me the ability to create a personal
vision, establish goals, and pursue meaning for my life.

There comes a time in a person’s life when
they tire of the bullshit and realize it’s time to get serious
about life. When a person takes “ownership” and becomes “engaged”
in the business, they are innately inspired to develop personal
discipline. By reclaiming their inner power and accepting
responsibility over their choices, they now have the ability to
give their life direction.

Personal discipline is a commitment to one’s
self – to nurture those things which give one’s life value and
meaning and to abstain from the things which are detrimental to
one’s well-being. Such a commitment inspires a person to ask
questions of self:

“What do I want to do? – What is the healthy
thing to do?”

“What kind of person do I want to be today –
just today?”

“What do I want to look for today – beauty
and wonder or chaos and misery?”

“Do I want to ‘matter’ today?”

“Tonight, when I look back over today, do I
want to be pleased, indifferent, or ashamed?”

(NOTE: the more questions you ask and
the more honesty you apply; the more individual growth you will
experience)






Story # 6 – Susan B. – Worth
Investing In

Susan was recommended to me as someone who
was very capable of handling the referral program in our financial
services department. I was told she could be opinionated and a
little controlling at times. I decided if she had the talent to
manage the position then it would be worth taking time to work with
her on any areas that would be considered a negative.

All of this proved to be true during the
first few months. She excelled in taking ownership of the referral
system and exhibited great potential which was the positive. On the
other hand, Susan, was constantly late for work, late returning
from lunch, was rude many times to other staff members and tried to
be in everyone’s “business” on numerous occasions.

Based on the results Susan was producing
along with a personality that I felt could be honed, I believed it
was worth investing time, energy and effort into her becoming a
valued member of the team. Over her first year with the department,
we met for many “Come to Jesus” meetings in which I went over being
a “Career Person” vs. a “Job Person.”

I always started each meeting with,
“Understand this is a critique and is not a condemnation of you.”
Susan always listened intently and took to heart what was
discussed. In the beginning, she would do well for a few days and
then backslide. However, the growth that was being generated made
it worth continuing to work with Susan. A couple of times this was
a real challenge, but I believed I saw someone who would end up
being a true team player and an asset to the department.

I always “put the cards on the table” to let
her know that, though her performance specifically related to her
position was good, I would be forced to let her go if she was not
willing to commit to change her areas of poor performance.

After six months these meeting became less
frequent. Susan initially was someone who would show up one day as
a mature 30 year old and then the next as a 17 year old. From day
to day, you never knew which person was going to show up. Over the
next year, it was amazing to watch her evolve into a true “Career”
person who had ownership.

Fast-forward two years later. Susan has
become a true professional, exhibiting experience beyond her
years.

In managing people there is a fine line
between continuing to invest in someone who is struggling or
letting them go. In the beginning this can have a negative impact
on those productive staff members who do own their position. It is
important to not wait too long with someone when it is apparent
that needed changes are not being adopted. Also, if the manager is
consistent in “Managing from the Heart and to Standards,” the rest
of staff will develop trust in the manager’s decision to either
keep or let the disruptive person go.

Susan was a person where the decision to
continue to invest in her proved to be the right choice. She became
one of the key employees who ended up having true ownership of her
position and became a very valued employee.






A manager from the heart nurtures personal
discipline in his employees and integrates the personal benefits of
adhering to system standards in this discipline (see chapter 14).
When an employee makes a personal commitment to the adherence of
system standards they reap the benefit of ‘Trust Value.”

Trust is a core value (competency) needed in
creating an “open heaven” and also in honest and intimate
communication. If people can understand trust in the business arena
they will excel. Trust is a two-way street. But more important than
the manager’s need to trust the employee is the employee’s need to
trust the manager. If the employee doesn’t trust the manager, the
manger cannot mentor, counsel, or orchestrate the employee. It
should be evident to a manager early on whether or not “Trust
Value” is or can be established.

Without trust I can expect: (the little dog
that’s been whipped too many times)

No Trust -- Stress, Insecurity, Paranoia

No Open Heaven -- Indigestion, Fear,
Back-biting

No Home -- Panic attacks, Isolation

No Effectivity - Anarchists / Sabotage

No Productivity - Turnover (bottom line
affecting)

Without trust in the manager, the employee
will not grow. Instead, they will develop resentment, create
dissention, and inevitably become anarchists and participate in
sabotage. And since “all affect one and one affects all,” it is
imperative for the well-being of the community that trust must be
established as soon as possible or the individual let go. In this
sense, a manager must be protective of the community, and by being
protective, exhibits commitment to maintaining a safe “Open Heaven”
(see chapter 14).

NOTE:

Anarchists must be weeded out immediately






CORE Competencies
(values):

A manager from the heart invests a great deal
of time, effort, money, trust, and self in each individual. Of
course, this makes sense because a company’s greatest asset
requires TLC and proper servicing. I find it interesting that a
company will spend a great deal of time and money servicing its
hard assets, and on the other hand, essentially neglect its
people.

I’ve had managers tell me that if one of
their employee’s needs “servicing,” then that’s what HR is there
for. I have to tell them HR is a great resource, but in reality,
it’s not much more than a band-aid for crisis management. All too
often, by the time an individual makes it to HR the problem has
grown to “life damaging” proportions.

A manager from the heart must be aware,
observant, and concerned about the well-being of his employees. He
must be vigilant in his attention and constantly managing the
“pulse” of his department. By doing so, he can identify problems in
their early stages where simple counseling may solve the issue
before it reaches crisis. One wants to detect and deal with cancer
in the earliest stage possible before it becomes life
threatening.

A manager is not a psychiatrist, a
psychologist, a marriage and family therapist, a lawyer, a 12 Step
Program, or personal accountant but he can give counsel, share
wisdom and understanding, detect potential crisis, and be quick to
address problems. In an “Open Heaven,” employees feel safe to
confide issues and problems without judgment or condemnation. Most
people already know the solutions to their problem but just need to
have a forum to say it out loud and to know they are not alone.

This manager also needs to be able to
recognize when an issue is beyond his expertise to advise and have
the ability to refer the individual to appropriate levels of help.
It’s also important that this manager follow through and confirm
the individual is properly addressing their issue – just
encouragement is not enough. Most people tend to be great at
procrastinating and minimizing problems until the problem grows to
a point in which the individual becomes overwhelmed.

But why would an employee go to his manager
with “life issues?

Simple, a manager from the heart is not the
usual manager. In an “Open Heaven” (see chapter 14) there is “bond
of humanness” between the manager and the employee. They are not
friends or pals. But this manager has an understanding and
compassion for all that the individual is and all he or she can be.
“Open Heaven” is a place where an individual can go and puke out
all the crap that’s festering inside and know he will be heard.
Because the manager and him are not “friends” and will not have
contact outside of work, it allows a person to vent, and very
often, this is all people need to do – have a place to vent and be
heard.

To establish and maintain this relationship,
the manager must exhibit in himself and mentor to his staff what I
call CORE Competencies






The CORE Competencies:

C = Commitment

O = Open Heaven

R = Responsibility

E = Ethics

1) Trust – a gift earned by one but
shared by two. The operative word here is “gift.” Trust can only be
given by a person when they feel safe and secure enough to give it.
It is an honor bestowed upon one by another. When trust is
betrayed, it is broken. One can work very hard to earn it back; but
it can only be given when the betrayed is willing to give it. When
one understands this they begin to realize how precious a thing
trust is.

2) Integrity – behavior congruent with
professed values, beliefs, morals, and principles. Everybody talks
a good talk. But not everyone walks their talk. If a person says
what he means and means what he says, comes from a position of
love, honors himself, and treats everyone else with respect and
dignity, people feel safe and secure and are drawn to him/her. (Old
saying: “You are honorable when you honor others.”)

3) Honesty – Rigorous honesty builds
Trust Value more than anything else. You don’t have to always be
right; you just have to admit it when you’re wrong. Nobody is
perfect and here’s the big secret – it’s ok! This makes you human;
this makes you real. When one is secure enough to be totally honest
with self and others, he becomes free to be himself.

“Yes, I screwed up. I dropped the ball on
this one!”

It’s amazing the effect a statement like this
has on “Trust Value.” Everybody screws up but no one is honest
enough to admit it (or worse, they try to pawn it off as someone
else’s mistake). If I can trust enough to admit when you’re wrong,
then I can trust you with my personal issues.

4) Openness – the strength of
vulnerability. This is the basis of true intimacy – I open my world
up to you and you open your world up to me. This allows honesty in
relationships. It also develops trust and security in the other
person.

Openness also means the ability to look at
oneself honestly and be willing to consider new thoughts, ideas,
and concepts. When we are close-minded we stagnate, wallowing in
our own ignorance and arrogance. This applies to managers as much
as it does to employees.

5) Humility – to view oneself as human
– open to critique. Understanding we are all unique and yet the
same. I am no better than anyone else; but I am also no worse than
anyone else. We are the same – souls trying to find our own way
through life the best we can (see chapter 9). Many have skills and
talents I don’t; but I have skills and talents they don’t. Each use
what they possess to achieve happiness.

One role of a manager from the heart is to
assist employees in discovering unrealized talents and skills and
explore opportunities with them.

6) Empathy – genuine concern,
understanding and respect of another’s feelings and motivations. To
understand that another’s feelings are “real” irrespective of
whether right or wrong, enables one to see the world through their
eyes. If I can see the world through their eyes, I have a better
understanding of what drives them, and thus, how to assist
them.

7) Willingness – to change
(self-defeating behaviors). Embracing change is essential for
growth. Growth, of course, is all about change. Change is
uncomfortable and sometimes even frightening. Resistance to change,
for whatever reason, stifles growth. There’s an old saying: “People
will only change when it becomes too painful not too.”

But what if you embraced change? What if you
saw change as an adventure instead of a threat? Imagine the
possibilities.

First, understand what “willingness” is. You
don’t have to want to. You don’t have to like to. You just have to
be willing to. Willingness is a choice.

I love ice cream. But thanks to the military,
I hate standing in lines. Now, when I go to the supermarket to get
my ice cream and there are long lines, I have a choice to make. I
don’t necessarily want to stand in line, I don’t particularly like
standing in line, but I am willing to stand in line because there’s
a “pay-off” at the end. (see chap. 11)






By inspiring (not motivating) staff,
nurturing the individual’s success, and developing staff that buys
into the system, a manager from the heart sets the stage for “Open
Heaven.” This allows the individual to develop personal vision.

*****







Chapter 7

 Vision Questionnaire

Vision:

Logistical: “an unusual ability to
foresee or discern; the power of imagination”

Transformative: “the ability to
perceive possibilities”

(concept # 24)

Vision inspires action

As a manager, you must have a true long-term
vision and be passionate about it while, at the same time, you are
living in reality. This is what keeps you sane. Part of the “art”
of managing from the heart is surrounding yourself with people who
also have vision.

Purpose + Vision + Goals + Initiative =
Success

Purpose: the inherent value of being;
motivation; the intrinsic meaning of one’s existence.

Vision: the ability to perceive
possibilities.

Goal: a desired state of affairs of a
person or of a system.

Initiative: introductory series of
steps taken to cause a desired result

Success: long term sustainable
growth.

A manager is responsible for accomplishing
the yearly goals of the department. In order for this to happen
each staff member must have a personal vision of what it will take
for the department to succeed, and for them to succeed within the
department. If staff members have vision for a successful
department, they will develop a strong sense of ownership of their
individual position and produce at a high level.

As manager, you must be able to instill this
vision in others by vocalizing it and demonstrating it to staff
often.

A manager must:

1) find people who are capable of having
vision

personal vision

business vision

2) instill vision

The question is: what is the best way for a
manager to know where each of his staff is with vision and position
ownership? One useful tool is to develop a “Vision Questionnaire”
which allows the manager to gain insight in to each staff member’s
thoughts, insights, concerns, etc., on the department. The
questionnaire also enables a manager to discern the individual’s
potential to have vision. This insight is helpful in detecting
problems and issues early on before they can metastasize to the
rest of the department. It is also helpful in monitoring the
“pulse” of the department. A Vision Questionnaire opens the door to
discussion.






Personal Vision
Questionnaire: (New Hire)

(NOTE: This questionnaire will be kept
strictly confidential. Only you and I will know your response, and
then, only if you choose to share it with me (this is not
mandatory). This can aid me in assisting you. This is an
opportunity for you to be honest with you. The only wrong answer is
one which is not true. The greatest tragedy in life is lying to
oneself.)

1) What do you want out of your one and only
life?

2) What are the three most important things
to you in this life of yours?

3) What do you “hunger” for?

4) What do want to be remembered for?

5) If you died today, what would you be
remembered for?

6) Where do you see yourself - 1 year from
today?

- 5 years from today?

- 10 years from today?

- 30 years from today?

7) Where do you see yourself going with
us?

8) Where do you want to go?

9) How can I assist you in attaining your
goals with us?






Personal Vision
Questionnaire: (Established Personnel)

(NOTE: This questionnaire will be kept
strictly confidential. Only you and I will know your response, and
then, only if you choose to share it with me (this is not
mandatory). This can aid me in assisting you. This is an
opportunity for you to be honest with you. The only wrong answer is
one which is not true. The greatest tragedy in life is lying to
oneself.)

1) What do you want out of your one and only
life?

2) What are the three most important things
to you in this life of yours?

3) What do you “hunger” for?

4) How would you rate your personal growth
during this last year (0 – 10).

5) What did you find most beneficial for your
personal growth this year?

6) What did you find to be the biggest
hindrance to your personal growth this year?

7) Where do you see yourself going this next
year?

8) Where do you want to go this next
year?

9) How can I assist you in attaining your
personal goals for this next year?






Yearly Business Plan
Questionnaire – Sales Reps:

1.) What is the objective of our
department?

2.) What are your goals for the upcoming
year?

3.) Dollar value of your “Pipeline” of future
business?

4.) What should be the minimum value of your
“pipeline?”

5.) How much time is spent each day on
building your “pipeline?”

6.) What is the perception that other
departments in our company have of our department?

7.) What is the biggest hindrance(s) we
have?

8.) What are your biggest concerns?

9.) What is the biggest plus that our
department has?

10.) What is the average number of clients /
prospects you interact with each day?

11.) What is the goal of a phone call?

12.) Rate your presentation skills – 1 to
10

13.) Write out the step-by-step process of a
presentation

14.) What percentage of your business “goes
away” each year?

15.) Describe your daily activity.

16.) What are you doing that isn’t related
directly to productions?

17.) What areas, in regards to the above, do
you feel a need to change or improve to help increase
production?

18.) What are your quarterly marketing plans
for the upcoming year?






Operations Staff:

1.) What is the objective of our
department?

2.) What are your goals for the upcoming
year?

3.) What is the perception that other
departments in our company have of our department?

4.) What is the biggest hindrance(s) we
have?

5.) What are your biggest concerns?

6.) What is the biggest plus that our
department has?

7.) What is the average number of customers
/clients you interact with each day?

8.) What is the goal of a phone call?

9.) Rate your phone skills – 1 to 10

10.) What is the average number of customers
/clients you interact with each day?

11.) What is the goal of a phone call?

12.) Rate your phone skills – 1 to 10

13.) Write out the step-by-step process of
speaking with a customer / client.

14.) What percentage of our business “goes
away” each year?

15.) Describe your daily activity.

16.) What are you doing that isn’t related
directly to productions?

17.) What areas, in regards to the above, do
you feel a need to change or improve to help increase
production?

18.) What are your quarterly marketing plans
for the upcoming year?






Insight from these questionnaires is
invaluable for the manager in discerning growth and potential as
well as detecting problems early on. I recommend having employees
fill out one of each (both business and personal) on an annual
basis. Anything which helps me measure the “pulse” of the “culture”
(the customary beliefs, social forms, shared attitudes, values,
goals, and practices that characterize a group of people) in my
department enables me to operate with more effectivity. Once I
understand the atmosphere (culture) I can then go about my business
of changing the weather if needed.

Once we’ve figured out where we want to go,
the next step is to figure out how to get there. One effective
method is to set the vision and then back up to the present. This
works equally well for the individual as well as the manager. In
fact, a manager will want to meet with each individual to assist
them in making sure each expectation is realistic. Inspect what you
expect.

(concept #27)

Inspect what you expect.

Where do I want to go?

- is it attainable?

- is it measurable?

- what affect will this have on the
department?

- what affect will this have on fellow
staff?

- what affect will this have on me?

How do I get there? “Set the vision then
back up to today:”

- what needs to be in place for this to
happen?

- who else must be “on board” for this to
happen?

- what are the “Boulders & Pebbles”
(roadblocks)?

(see chapter 13)

procedures?

politics?

people?

- what assistance will I need in removing
“Boulders & Pebbles”?

- what resources will I need?

- what resources are available?

- who can I count on?

- what affect will this have on the
department?

- what affect will this have on fellow
staff?

- what affect will this have on me?

By comparing yearly or even semi-yearly
questionnaires, a manager gets a sense if the employee is on or off
track. It’s also interesting to see the change in personal goals
and values.

*****







Chapter 8

 Raving Fans

“Share the Praise”

(the mortar which holds the pillars
together)

Fan: an enthusiastic devotee: an ardent
admirer or enthusiast: supporter, follower, advocate


	
Creating Raving Fans



	
Putting the “I” in TEAM!!!





Everyone knows the extent of devotion,
enthusiasm, and loyalty fans will go too. Sports fans will actually
fight to defend the honor of their team. Music fans will camp out
for days to see a concert. Just look at the bleachers at the
Academy Awards to see the lengths a person will go to get a glimpse
of someone they admire.

Imagine the effect on your business if its
customers were raving fans of your staff. Imagine the effect on the
department if your staff were raving fans of your business. Imagine
your effectiveness as manager if your staff were raving fans of
you.

staff need to get their customers to become
raving fans of them

as manager you must become a raving fan of
the business

as manager you must get your people to be
raving fans of your dept.

if you want your staff to be willing to go to
war for you, then as manager you must get your people to become
raving fans of you

Raving fans are the mortar which holds the
“Four Pillars” together. My goal is to create raving fans of my
staff, my manager, the CEO, etc. When I have raving fans and I ask
them to do something, they are more than willing. And when they are
done, I need to spread the word about how well they did.

Raving Fans network and advertise for you –
raving fans sell you.






Creating raving
fans

How does a person create a raving fan?
Simple: Make them feel important – because they are important!






How do you make someone feel important?

Set the example

Remember, as manager you must set the tone
for the department and your staff will follow your lead. Staff will
adopt what is mentored so you must set the example. For staff to
understand who their customers are – you must first understand who
your customers are. For staff to discern their customers’ wants and
needs – you must first discern you customers’ wants and needs. For
staff to get their customers’ to become raving fans of them – then
you must first get your customers to become raving fans of you. And
remember: your staff is your primary customer.

Stop and give attention

People pay attention to what is important to
them and tend to be disinterested in and even neglect that which is
unimportant. When I pay attention to you I am behaviorally telling
you that what you do, what you have to say, your opinions, ideas,
and thoughts are important. In other words, I am validating your
worth as a human being. By paying you attention, I am saying “YOU”
are important. When you talk to someone make them feel they are the
only one there.

When answering your phone and someone asks,
“Is now a good time?” Try to respond with, “Yes, for you
always.”

When someone needs your time and says, “I
know you’re a busy man/woman.” Try to respond with, “You’re right!
I’m a very busy man/woman and right now I’m very busy with you. How
can I help?”

Don’t get caught up in logistical crap

As human beings we are fallible. We often
tend to get use to things, and sadly enough, we even get use to
people. We come to “expect” them to be a certain way. Life is often
busy and without realizing it we get overwhelmed in being busy and
we become human doings. When this happens, we neglect the
“expected” and take it for granted. And when we take things for
granted we make the mistake of forgetting what is really important.
When we neglect what is important, it loses value in our eyes, and
if what we are neglecting are people, we lose value in their
eyes.

DO NOT continue to work on your computer or
paper while talking “at” someone. Multi-tasking is for tasks and
people are not tasks.

Let them know their position is
important

Keeping focused on every person (not just the
staff on the “front line”) is essential because each member of
staff is interconnected. Remember: no position is more important
than any other. It’s easy to focus on the sales force because
that’s where the numbers are produced. And often we wrongly
perceive them to be most important. We take for granted the host of
staff which enables the sales force to actually produce the
numbers. As stated in Chapter 2, if there isn’t anyone to answer
the phone, make the copy, confirm the appointment, or follow
through with the order, then the best salesperson in the world is
impotent at best.

Listen!

Nothing shows validation and respect more
than listening. Unfortunately, most of us are too busy planning
what we want to say next to listen effectively and we lose much of
the meaning others are trying to convey. When I really listen to
what you have to say I am validating that you are important – your
opinions, thoughts, and ideas.

Hearing and listening are two separate
things. When I hear something – I am a spectator. When I listen – I
participate. Listening is an art which must be cultivated if it is
to be effective.

Share the Praise

Get over yourself. It’s not all about you.
Nothing says appreciation more than positive recognition. When
something goes right – let them know – compliment them for a job
well done. Most employees only get recognition when they “screw
up.” Negative recognition reinforces negative behavior, creates
resentment, and stifles initiative. Positive reinforcement inspires
creativity and goodwill and perpetuates positive energy.

Compliment them in private. If you
call someone into your office and they have that “What the Hell Did
I Screw up Now?” look on their face, you can be sure that you don’t
have a raving fan here. If all a person enters your office for is
to get reprimanded, you can bet they won’t enter your office on
their own. This means there can’t be an “Open Heaven.”

But if you take the time to call them in to
compliment them on their work or to ask their advice you’re telling
them, “I’m here for you. We need each other.” This nurtures not
only self-esteem in the individual, mutual trust between the two of
you, and inspiration in the individual, it also sets the foundation
for “Open Heaven.”

Compliment them in public. Nothing
feels better than to receive kudos from your manager in front of
your peers. This validates an employee and gives a sense of
accomplishment, which will inspire not only him but also his peers
to perform at higher levels.

Compliment them among the staff
without the person present. This provides authenticity to your
praise and demonstrates to the rest of staff that you are
appreciative and genuine.

Make it real. Don’t lay it on too
thick. Be honest, but be open. We often say to ourselves that “so
and so” did a good job, but we don’t tell them and they are the
ones who need to know.

Share the praise for big and even
little things. Remember that when the department excels and
receives recognition it is not you that did it – it’s your staff
that did it. Give the credit and the praise to where it belongs –
give it to them. Let your boss know that they deserve the credit.
Let them know that they have excelled and that they deserve the
credit. Too many managers “ride the backs” of their staff, basking
in the praise while their staff feel used.

Share the praise in private. If a
particular person or group of persons stand out, call him/her (or
them) into your office and let them know that the “boss” (whether
it be District Manager, VP, President, or CEO) knows of and was
impressed with their accomplishment. This nurtures their sense of
belonging and affirms them being part of the “bigger picture.”

Share the praise in public. Like
compliments, this inspires everyone to perform at higher
levels.

Don’t take the credit for big or even
little things. Make it all about them. After all, they are the ones
doing the work. Your job is not in doing their work but to assist
them so they can do their work. By making it all about them, they
begin to feel like part of the “department family” and begin to
look out for and support one another.

No pictures of self — no plaques of
self – no trophies – awards – or certificates. Be one of them. In
an “Open Heaven” no one is better than anyone else – all are equal.
Do keep a binder of your resume, degrees, certificates, awards,
etc., because you will encounter the proverbial “know-it-all” from
time to time who will question your qualifications!

Reply to “thank you” with “thank you.”

Reply to “You helped me so much,” with
“But you did the work.” This assists them in ownership of their
efforts, and position, and reinforces that they are capable.

In other words, if you are successful in
“Sharing the Praise,” no one will notice you.

Exhibit the CORE Competencies – be the
orange!

Remember, you get what you give:


	
trust



	
integrity



	
honesty



	
openness



	
humility



	
empathy



	
willingness





(Do you do what you say you’re going to
do?)

Remember them

If they are important then don’t forget them.
Little things which mean something to them should mean something to
you (birthdays, anniversaries, son’s graduation, etc.). Set your
email calendar to send you an email warning a few days before an
event and give a personalized card (no secretary signing) with a $5
Gift Card to Starbucks or whatever they’re interested in (in other
words, Know Your Customer).

Stop at a stationary store and pick up twenty
assorted blank cards. Periodically, fill out the card saying how
much you appreciate a person’s work and them as an individual. Then
sign it, “A Friend.” No name. Address it to them and casually leave
it on their desk when no one is watching.

Standing up for your employees

If you want your staff to be willing to go to
war for you, then you must be willing to go to war for them. When
staff know you will defend them, support them, take the blame for
them, and fight for them (whether it be with a customer or
upper-level management) they develop trust in and allegiance to you
as a manager.






Putting the “I” in
TEAM!!!

I =

Individual Integrity

Inspiration Initiative

Interdependence Interconnectedness

Including the individual

As discussed in chapter 4, as manager I want
a team of individuals, not automatons. I want each employee to
nurture their individuality, creativity, and passion so they can
bring it to the team. This empowers the team, which in turn
empowers the individual. I want a team of individuals who recognize
and have passion about the power which comes when individuals are
free to bring their own uniqueness and authenticity to a group of
individuals.

As manager, I must be aware of the importance
of helping the team welcome and mentor a new individual into the
group. A new employee will understandably be hesitant and feel
insecure about a new job, new position, and new people. It’s
important I help facilitate this process to make a new employee
feel at home. I may need to remind the team the benefit of making
this new individual a raving fan.

Customer is also part of TEAM

It’s essential that I convey to my employees
the necessity of including their customer(s) as part of the team.
Since a team is basically a group of individuals working together
as a single unit for a common purpose, it seems counterproductive
not to include the common purpose in this process.

By including the customer, the team will
discover refined wants, needs, and expectations from the customer
as they “peel the onion” (chap. 16). This enables the team to
refine, process, and tailor goals as they work.

Bottom Line: This saves time and
effort from being wasted.






The financial benefit of raving fans:

Fans are inspired and energetic –
self-motivated.

Raving fans will work for you on their own
because they want to.

Raving fans are your best advertising. They
can’t wait to tell others all the good things about what they’re
fans of.

The social benefit

Fans feed off one another, developing strong
bonds.

This reinforces the sense of
interconnectedness, which in turn, develops a sense of community
(family).

The spiritual benefit

People will give you one of their most
important gifts – their trust.

People are inspired to become the “best”
person they can be which develops self-esteem, integrity, and
dignity, which develops a sense of “belonging.”

In Other Words: People become more human

If a person is not a raving fan of mine I
need to ask myself: “Why not?” “What haven’t I done?


	
Ask Questions?



	
Listen?



	
Interact?



	
Give attention?



	
Share the praise?



	
Exhibit competencies?





Ask yourself at the end of each day:


	
“Have I created Raving Fans today?”



	
“As an individual, do I believe what I am
living?”



	
“Am I living what I believe?”





Ask this of yourself on a daily basis to
measure if you are really managing from the heart. A “Manager from
the Heart” should be able to answer, “Yes” to all these
questions.

Story #7 David – a Degree in Finance

David came to work with what he thought was
the “Right Stuff” knowledge to be successful. He was fully licensed
and had a degree in finance so this gave him the credentials to be
an advisor in the program.

I was in need of an advisor to cover a couple
of outlying branches and one in the major markets we covered. David
lived in the middle of the territory so this made for a good
starting point. After he was hired, one of my initial comments to
him was that his credentials got him in the door but in order for
him to succeed in our industry he would need to have branch
personnel refer individuals to him every day. He also would need to
have support of the department staff for him to be able to fully
service his clients.

In order for this to happen, the staff would
have to feel comfortable in referring or helping him. This means
that they had to trust him and trust isn’t automatically generated
just because he has a degree and licenses. He would have to create
“Raving Fans” which is done over time and happens because he has
earned their trust. I told him I felt this would be his biggest
challenge and he would have to focus on this as part of his daily
activity.

During the first year, this proved to be very
true as David and I had several discussions during periods where he
seemed to be struggling to grow his business. David would complain
that the staff was just not referring.

Each meeting consisted of the following:

1.) I would listen to David.

2.) I would remind him of our initial
conversation on creating raving fans.

3.) We would go over the things he was or
wasn’t doing based on previous meetings.

4.) We would role play various interactions
(the how, when, where and why) that should have been taking place
with the branch staff.






The first few months David still seemed to
struggle with the concept of having to do this on a daily basis.
However, he did have the inner desire to become successful and
worked on this very diligently. His skills continued to improve to
the point that I only occasionally had to remind him about creating
“Raving Fans”. Years later, the results speak for themselves as
David has become the consummate professional.

*****







Chapter 9

 A
Human Doing vs. A Human Being

(concept #26)

Our level of self-esteem dictates our
destiny

As manager, it’s not only important that we
recognize the talents and potential in each of our staff, but also
to nurture those talents and assist them in reaching their
potential.

Self-Esteem – “a
self-fulfilling prophecy”

Our level of self-esteem directly influences
our behavior and our behavior, in turn, directly influences our
level of our self-esteem. Our behavior will result in validating
our beliefs?

Consider this:

People with high self-esteem cannot have a
failure.

People with low self-esteem cannot have a
success.

If I distrust myself, if I feel I am
incompetent or incapable then when faced with a task I am only
going to half-try. Why put forth all that effort and work if I know
I’m doomed to fail? Then when I face difficulties and get knocked
down – I just lay there,

“See! I told you I couldn’t do it!”

And I have validated my belief. I tend to
behave passively and to be less persistent. My actions will then
lead to disappointing or painful results, and I will feel justified
in distrusting myself.

If I believe I am competent, that I am
capable, then I am going to give it my all. I’ll pay close
attention and work hard. And if I am knocked down by an excess of
troubles, I learn from the experience (remember concept #15). I
will pick myself up, and try again – I persevere. And more often
than not I will succeed, and when I do, I will have validated the
belief that I am competent; that I am capable.

(concept #27)

People will behave in a way that will
validate their beliefs

In this sense, these beliefs become a
self-fulfilling prophesy causing us to sabotage the one experience
we want most in life because on some deeper level we believe we
don’t deserve it – we’re not worth it.

 



Visit: http://www.smashwords.com/books/view/23258
to purchase this book to continue reading. Show the author you
appreciate their work!
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