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Stay Focused
EntreLeadership website
(Dave Ramsey) August 27, 2015

If you asked some
of the world’'s most
successful  people
their  secret to
winning, you might
be surprised at their
answers. It's not
talent, money or
even super business
smarts. Instead, it's
simply the ability to focus.

Entre
Leadership

Steve Jobs, Zig Ziglar, Andrew Carnegie, Meg
Whitman, Brian Tracy, Tony Robbins, Alexander
Graham Bell and even Oprah are just a few who
have given it credit. Dave Ramsey agrees. "The
whole culture has become afflicted with A.D.D., so
much so that anyone or any business that can
maintain its focus has an almost unfair advantage in
the marketplace,” he says.

So how do you keep that laser-like concentration?
To find out, we asked some of Dave Ramsey'’s,
author, radio host, entrepreneur, and motivational
speaker, leaders within his organization, Ramsey
Solutions, to share their top tips. Here's their advice.

¢ With 11 direct reports, | was getting bombarded
with constant, quick questions. I'm a people person,
so these easily derailed me. We then instituted a
policy that team members have to shoot me a
message to let me know they need two minutes of
my time instead of popping back to my desk. In
return for their respect of this process, | committed to
my team that | would always give them the time
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they need that day so that their questions don't linger
overnight. —Christy Richardson, National Sales
Director, Education Solutions

e Even great leaders can fall into the trap of putting out
fires and chasing distractions every once in a while. But
over time, successful leaders learn to distinguish
between the blazes that deserve their attention and the
other 90% that don‘t. The best way I've found to get
above the problem is by hiring the right leaders who
learn to prevent the fires. If a big problem has gone all
the way to the top leader in an organization, it's either
an out-of-control fire that deserves the leader’s
attention or someone has failed downstream. Besides
fires, the best way I've found to stay focused is by
having a simple, clear understanding of the few things |
need to give my energy to as a leader. If | choose the
few things that really need my best, I'll be less tempted
to break the momentum by chasing rabbits. —Jack
Galloway, Executive Vice President, Business to
Business Division

* So you want to know how to keep on track during the
day and avoid spending what sometimes seems like all
your time handling the crisis of the day?

1. If you try and micromanage or your team feels like
they have to constantly get you to sign off on every
little detail of a project, you will ultimately be dragged
into the process over and over again. Clearly define the
goal for them—and set them free to achieve it.

2. Head things off at the pass. Never let a bad situation
fester. | hate workarounds. If I discover team members
are taking on extra work because there is a person or
situation that frustrates them and it's just easier to do it
themselves than having to deal with the hassles, | go fix
the problem IMMEDIATELY. If you allow things to grow
into a habit or out of control, it hurts the team, it hurts
progress, and it hurts your ability to lead.
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3. | find 90% of the problems leaders encounter are
the result of poor communication. Teach your team to
talk to one another, trust one another and teach one
another. If you can accomplish all three of these
things, you will soon discover your time is taken up
less with fires and more with the things you like and
want to do. —Chris Mefford, Vice President of Live
Events

* The best way to avoid distractions is to stick to your
schedule. Block off your time to focus on certain
things. If there’s something that truly cannot wait,
then you will make time for it. Finally, make sure your
schedule is not too tight and rigid. Flexibility is key. —
Jim King, Senior Vice President, Education Solutions

¢ Every leader dreams of the perfect day at the office,
free of stress from distractions and dealing with
emergencies. For great leaders, that perfect day is an
illusion! Great leaders are constantly delegating to
others to help them grow! With that growth come
mistakes that create distractions and “emergencies.”
These are merely teachable moments for great
leaders. —Rick Perry, Director of Human Resources

e There are two things | do to stay focused day in and
day out. The first is I'm very intentional about my
calendar. | schedule almost everything—not just
meetings. If | have to prepare for a meeting that I'm
leading, | set an appointment on my calendar. | do the
same if | have work that needs to be reviewed. The
second is | constantly re-evaluate priorities.
Sometimes something comes up that really is the
most important thing for me to be focused on. When
that happens, my calendar and focus shift to
accommodate it. But that’s not the norm. Usually,
there are ongoing competing priorities that need to be
Jjuggled and reset on a daily or weekly basis. Expect a
certain level of fluidity and be ready and willing to
balance those priorities in a way that best serves the
business and team overall, even if the priority shifting
is uncomfortable. —Jen Sievertsen, Chief Marketing
Officer
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Model the Way

James Kouzes & Barry Posner

The Leadership Challenge

The most admired leaders are people with strong
beliefs about matters of principle. They have an
unwavering commitment to a clear set of values. They
are passionate about causes. People expect leaders to
speak out on matters of values and conscience. But to
speak out, you have to know what to speak about.
That is why clarify values is the first commitment. To
clarify values you must master two essential tasks:
First, find your voice. Second, affirm shared values.

Based on their findings, the authors, Jerry Kouzes &
Barry Posner, formulated what they call the First Law
of Leadership, which states that if you don't believe
in the messenger, you won't believe the message.

That in turn led to two corollaries:
1. You can't believe in the messenger if you don't
know what the messenger believes.
2. You can't be the messenger until you have a
clear idea of what you believe.

A leader can't speak the truth unless he speaks in his
own voice. That is why the first step is to find your
voice. If the words you speak are not your words, you
will not be consistent in word and deed. To find your
voice, you must explore your own inner territory and
find out who you are, what you stand for, what you
care about, and what you believe in. It is in the process
of learning who you are that you will come to know
what your values are.

One way to develop a true and genuine voice is to be
more conscious about the words you use. Words
send signals and project hidden assumptions. Credible
leadership means you must be the author of your own
experience. You cannot copy someone else or read a
script written by someone else. You have the freedom
and obligation to be authentic. That in turn will lead to
shared values across the organization.

Here are three actions that you can use to clarify
values for yourself and others. First, write a tribute
to yourself. How would you most like to be seen by
others? What descriptions of you would make you
feel proudest?

Ask yourself seven questions:
1. What do I stand for?

2. Whatdo | believe in?

3. What am | discontented about?
4. What keeps me awake at night?
5. What brings me suffering?

6. What brings me joy?

7.

What am | passionate about?
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SET THE EXAMPLE

James Kouzes & Barry Posner

Leaders take every opportunity to show others by their own example that
they're deeply committed to the values and aspirations they communicate.
In other words, no one will believe that you're serious until they see you
doing what you're asking of others. That's why the second commitment is
to set the example.

There are two actions that are essential for setting the example. First,
personify the shared values; and second, teach others to model the values. In
practicing these essentials, you will become a role model for what the whole
team stands for. You will also create a culture in which everyone commits to
aligning themselves with the shared values.

As a leader, you are always being watched by people who are looking for
signals. They're watching to see what the message is — not in what you say,
but in what you do. All people constantly send non-verbal signals, but
leaders are under much closer scrutiny, so your signals are more powerful.
You have to be mindful of the choices you make, because you're setting an
example of what's appropriate and what's not.

Here are four signal-sending actions to consider as you work to exemplify
the shared values of your company:

e First, spend your time and attention wisely. Spend these precious and
nonrenewable resources on the most important values. For example, by
attending operating meetings in the field, you can provide visible evidence
of your concerns and the direction you want to pursue.

¢ Second, watch your language. Use words and phrases that best express
the culture you want to create. Researchers have documented the power of
language in shaping thoughts and actions. For example, if you want people
to act like citizens of a village, then you have to talk about them that way,
not as subordinates in a hierarchy.

e Third, ask purposeful questions. Raise questions that intentionally
stimulate people to think more purposefully about values. The questions
you ask send messages about the focus of the organization. They're
indicators of what is most important to you. Questions direct attention to
the values that should be attended to, and how much energy should be
devoted to them.

¢ Fourth, seek feedback. Ask others about the impact of your behavior on
their performance. Seeking feedback provides a powerful statement about
the value of self-improvement and how everyone can always improve. Since
credibility is the foundation of leadership and stems from doing what you
say you will do, it is essential to ask others to let you know how well you're
succeeding.

The second essential action is to teach others to model the values. There
are three steps you can take to do this:

e First, confront critical incidents. Respond to those disruptive occurrences
in the life of your organization in ways that reinforce core values. There are
critical moments when you have to take action to put values squarely on the
table in front of others so that every- one can return to this common ground
for working together. In this way, you set an exam- ple for what it means to
take action on the basis of values.

¢ Second, tell stories. Publicly give examples of what team members do to

The Leadership Challenge

live the values and make sure to mention the moral at the end of the story.
Story telling is more com- pelling than providing rules or guidelines. It
makes the world concrete and engages the emotions.

e Third, reinforce the behavior you want repeated. Keep score and
measure performance to determine consistency with values. Tangibly and
intangibly recognize performance that's consistent with espoused values.
Simply measuring performance often improves it. But rewards and
recognition will reinforce values as well. The important message to keep in
mind is that what you choose to reinforce is what people will choose to
value.

Ultimately, they made fundamental changes in working practices, most
notably by operating as integrated and self-managing units in direct contact
with customers. “As a result,” says Lindsay, “a very new way of working in
teams developed.” The teams also transformed relationships with
customers and technicians alike—so much so that employees now
sometimes drop in on their days off to check progress on customers’
vehicles.

Lindsay made a commitment to training—sixteen hours a month—an
expensive and even sometimes unpopular proposition—but it has paid off.
Skills transfer is a reality. People who have been in training courses
(covering both technical and people skills) go on to train others on the job.
The bottom line? Revenue and growth have more than doubled,
contributing to many awards both inside and outside the car industry.

Lindsay herself has received her country’s Turnaround Entrepreneur of the
Year award!

“"We really try very hard at Whites," says Lindsay, "to make certain that
we are 'zapping’ people on a regular basis and not ‘sapping’ them. Zapping
means giving people positive strokes—boosting their motivation by
recognizing a job well done and giving them the confidence to push
themselves further.” After all, as she says, "“If everyone is doing a great job,
what’s the problem in letting them know that?”

All managers take time out to say thank you personally at every
opportunity. Each month twenty-five to fifty awards are generated by
anyone in the organization, to publicly recognize people for “"Going the
Extra Mile” in pursuit of serving the customer. Lindsay understands that it
uplifts everyone’s hearts to learn what people are doing on their own,
whether it's traveling to Scotland to deal with a customer whose car has
broken down or delivering a car after midnight to a customer who was
returning from an overseas flight.

Lindsay firmly believes “You have to open up your heart and let people
know what you really think and believe. This means talking about your
values and the values in your organization.” She clearly knows the critical
importance of doing what you say you'll do and leading from the front. By
demonstrating exemplary leadership skills, Lindsay has developed and
guided a committed team to revolutionize the business and make it
customer and people focused. At Whites, as in all high-performing
organizations, leadership truly is everyone’s business.
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Equipping
Leaders

Empowering
Thinking
Coaching reminders:

Mike is available for individual
leadership coaching.

Call or email for
appointments.

...one person
at a time.
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