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H O W  T O  U S E  T H I S  E B O O K

Select  an  art ic le  that  addresses  i ssues  your  team

is  fac ing  and  dist r ibute  i t  at  your  next  meet ing

using  the  quest ions  to  spur  conversat ion.

Consider  your  personal  growth  and  select  an

art ic le  to  help  you  develop  as  a  leader .

Dis t r ibute  the  ebook  to  your  team  and  have  them

select  an  art ic le  to  discuss .

Encourage  one  of  your  team  members  to  read  an

art ic le  about  a  sk i l l  or  approach  you  want  them  to

develop.  Have  them  share  thei r  thoughts  with  you

one  on  one.   

The  art ic les  address  the  problems  fac ing  leaders

and  teams.  Al l  of  them  leave  you  with  quest ions  to

personal ly  answer  or  discuss  with  your  team.

R e c o m m e n d e d  U s e s
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A  L i s t e n i n g  Q u o t e

www.tomschreiber.net

" W h e n  o u r  c o m m u n i c a t i o n  r e s u l t s  i n

e a c h  o f  u s  f e e l i n g  h e a r d ,  u n d e r s t o o d ,

a n d  v a l u e d ,  r e l a t i o n s h i p s  a n d  t r u s t

d e e p e n . "
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I M P R O V E  Y O U R  L I S T E N I N G  T O  
B E C O M E  A  B E T T E R  L E A D E R

True  communicat ion  occurs  when  we  l i s ten  to  one

another .   When  our  communicat ion  resul ts  in  each

of  us  fee l ing  heard,  understood,  and  valued,

re lat ionships  and  t rust  deepen.   I  bel ieve  l i s tening  i s

a  gi f t  because  when  I  do  i t  wel l ,  people  genuinely

remark ,  “ I  rea l ly  appreciate  you  l i s tening.”

A r e  y o u  a  g o o d  l i s t e n e r ,  e v e n  a  g r e a t  l i s t e n e r ?

Think  about  the  t imes  when  you  l i s ten  best .   What ’s

the  set t ing,  who  i s  involved  and  what ’s  the  topic?

Take  a  moment  and  re f lect  speci f ica l ly  on  what  you

do  to  ensure  you ’ re  l i s tening  deeply?

Now  th ink  of  t imes  when  you  st ruggle?   What  gets  in

your  way…  what  emot ions  or  thoughts  do  you

exper ience…  would  I  see  anything  in  your  behavior

that  suggests  you ’ re  not  l i s tening?

I ’m  not  a  gambler  but  I ’ l l  make  th is  bet…  there  are

t imes  when  you  do  wel l  and  others  when  you

struggle .
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I M P R O V E  Y O U R  L I S T E N I N G  T O  
B E C O M E  A  B E T T E R  L E A D E R

I  check  my  emot ional  operat ing  system  because  I

know  that  I  l i s ten  best  when  I  operate  with

empathy  and  cur ios i ty .   

I  work  to  el iminate  dist ract ions  and  t ry  to  get  eye

to  eye.

I  al low  people  t ime  to  f in ish  thei r  thoughts  which

means  al lowing  for  s i lence.

I  express  value  in  what  they ’ve  shared  and  then

ask  quest ions .   This  can  sound  l ike  “ te l l  me  more ’

or  asking  nuanced  quest ions  in  context  with  what

they ’ve  sa id .

I f  you ’ve  taken  a  moment  to  re f lect ,  then  I ’ve  helped

you  ra ise  your  awareness  and  develop  ins ight  about

your  l i s tening.   I  encourage  you  to  wri te  down  what

you ’ve  ident i f ied  and  commit  to  tak ing  act ion  to

l imi t  the  thoughts ,  behaviors ,  and  emot ions  that  get

in  your  way  and  embody  those  that  promote  and

resul t  in  understanding.

Here ’s  a  couple  of  ideas  that  have  helped  me

improve  my  l i s tening.
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I M P R O V E  Y O U R  L I S T E N I N G  T O  
B E C O M E  A  B E T T E R  L E A D E R

I  work  to  hear  “ thei r  t ruth”  and  use  sel f - ta lk  to

stay  engaged  especia l ly  when  hear ing  a  t ruth

di f ferent  f rom  my  own.   

I  want  to  fu l ly  understand  before  responding

which  somet imes  means  s imply  express ing

appreciat ion  to  them  for  what  they ’ve  shared.

What  s i tuat ions  create  a  st ruggle  for  you  to  l i s ten

wel l?

What  steps  can  you  take  to  become  a  great

l is tener?

Why  i s  i t  important  to  you  to  develop  your

l is tening  sk i l ls?

To  become  a  better  leader  and  manager ,  work  to

become  a  great  l i s tener .   Listening  requi res  energy,

awareness ,  pat ience,  and  pract ice .  I f  you  focus  on

developing  th is  aspect  of  your  communicat ion,  I

guarantee  you  and  everyone  you  in teract  with  wil l

benef i t .

Q U E S T I O N S  T O  C O N S I D E R
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A  C u l t u r e  Q u o t e
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" B y  w a t c h i n g ,  l i s t e n i n g  a n d  e x p e r i e n c i n g
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c a n  d e t e c t  s i g n s  o f  a n  a t t r a c t i v e  c u l t u r e

o r  o n e  t h a t  c a u s e s  e m p l o y e e s  t o  f l e e . "
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H O W  Y O U R  C U L T U R E  I M P A C T S  E N G A G E M E N T

Much  i s  wri t ten  about  the  impact  of  cul ture  on

employee  engagement  and  organizat ional  growth.

Having  been  ins ide  hundreds  of  organizat ions ,  I ’ve

seen  both  eye -popping  and  subt le  representat ions

of  cul ture .   

I f  you ’ re  tuned  in ,  I  bel ieve  you  can  quickly  get  a

feel  for  your  cul ture .  By  watching,  l i s tening  and

exper iencing  your  organizat ion  as  an  observer ,  you

can  detect  s igns  of  an  att ract ive  cul ture  or  one  that

causes  employees  to  f lee .   

Walk  around  your  of f ice ,  look  in  on  meet ings ,  vis i t

the  break  room  and  observe  whether  you  see  people

smi l ing  having  F u n  or  F r o w n i n g .  Are  you  always  a

ser ious  bunch  or  i s  there  some  laughter  and  lev i ty?   

Consider  your  growth  st rategy  and  f i scal  heal th .  Do

your  employees  have  conf idence  in  the

organizat ion ’s  direct ion  and  f inancia l  performance?   

Are  you  on  sol id  F o o t i n g  or  are  you  F i s c a l l y

F l o u n d e r i n g?

www.tomschreiber.net
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H O W  Y O U R  C U L T U R E  I M P A C T S  E N G A G E M E N T

When  conversat ions  occur  about  problems  fac ing

your  organizat ion,  do  you  hear  F i x e d  or  F o r w a r d

th inking?  Are  employees  t rapped  in  bel ie f  systems

that  inhib i t  accountabi l i ty  or  do  the  conversat ions

represent  a  growth  mindset?  

I s  your  cul ture  F e a r l e s s  or  F e a r f u l?  Do  your

employees  have  the  autonomy  to  act  or  must  they

ask  for  permiss ion?  Do  people  speak  up  in  meet ings ,

of fer  new  ideas ,  and  respect fu l ly  chal lenge  one

another?

Do  managers  fa i l  to  provide  F e e d b a c k  or  i s  i t

del ivered  at  the  r ight  F r e q u e n c y?  And  does  i t  focus

on  F a i l u r e  or  i s  i t  F r u i t f u l  to  an  employee ’s

development?   

What  i s  the  cul ture  more  comfortable  with  -

F o r m u l a s  or  F r e e h a n d?   Would  I  see  employees

doing  what  i t  takes  to  wow  your  customers  or  s imply

hear  them  rec i te  pol icy?   
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H O W  Y O U R  C U L T U R E  I M P A C T S  E N G A G E M E N T

How  much  goss ip ,  loose  l ips  and  ly ing  occurs  in

your  organizat ion.  Does  your  cul ture  accept

F a l s e h o o d s  or  encourage  F i d e l i t y?   Who  gets

at tent ion  and  promot ions?  

What  happens  when  people  make  mistakes .  Are  they

F l o g g e d  or  F o r g i v e n?  Do  conversat ions  seek  to

understand  what  occurred  f rom  which  everyone  can

learn  or  do  they  resul t  in  faul t  f inding  and

indictment?   

Have  re lat ionships  developed  where  people  fee l

mutual  respect ,  acceptance  and  belonging  or  does

the  cul ture  promote  unheal thy  compet i t ion?  Do

coworkers  and  departments  see  one  another  as

F r i e n d  or  F o e?

H e r e ’ s  a  f i n a l  f e w  ‘ F ’ s ”  t h a t  a l s o  s t a n d  o u t .

 

Do  people  celebrate  and  support  one  another  at

work?  I s  there  F o o d  to  be  shared  and  are  there

events  and  gather ings  that  inc lude  F a m i l y?  And

consider  the  physical  envi ronment  too.  Do  the

F u r n i t u r e  and  F i x t u r e s  promote  pr ide  or

embarrassment  about  the  workspace?
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H O W  Y O U R  C U L T U R E  I M P A C T S  E N G A G E M E N T

What  in  th is  art ic le  descr ibes  your  present  cul ture

that  dr ives  engagement?  

What  in  th is  art ic le  descr ibes  your  present  cul ture

that  inhib i ts  engagement?

What  in  th is  art ic le  descr ibes  what  you  want  to

see  more  of  in  your  cul ture?

Last ly ,  do  your  employees  have  the  F r e e d o m  to

express  thei r  F e e l i n g s  about  thei r  cul ture ,  leaders

and  teammates?  How  much  conversat ion  i s  f i l tered

versus  authent ic?   

My  encouragement  i s  to  pay  close  attent ion  and

work  to  develop  a  cul ture  that  helps  dr ive  employee

engagement .  

Q u e s t i o n s  t o  C o n s i d e r
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A  E n g a g e m e n t  Q u o t e

www.tomschreiber.net

" W h e n  p e o p l e  a r e  a s k e d  a b o u t  c a r e e r

e x p e r i e n c e s  w h e r e  t h e y  w e r e  f u l l y

e n g a g e d . . .  t h e r e  w a s  a  h i g h  l e v e l  o f

t r u s t . "
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W H A T  C R E A T E S  A N  E N G A G E D  W O R K F O R C E ?

Car ing,  competent ,  and  engaging  senior  leaders

Ef fect ive  managers  who  keep  employees  al igned

and  engaged

Ef fect ive  teamwork  at  al l  levels

Job  enr ichment  and  profess ional  growth

Valuing  employee  contr ibut ions

Concern  for  employee  wel l  being

Gigs  of  data  exis t  f rom  decades  of  surveys  on

employee  sat is fact ion.  This  i s  a  wel l - researched

topic  with  work  done  by  many  reputable  f i rms  l ike

Hewit t ,  Deloi t te ,  Kenexa,  AON,  Gal lup  and  Towers

Perr in .  Some  of  the  best  research  I 've  come  across  i s

f rom  Leigh  Branham  in  his  book  RE -ENGAGE  who

ci tes  6  universa l  engagement  dr ivers .

Today,  more  than  ever  before ,  I  see  t rust  as  a  key

issue  impact ing  engagement .  You  can  be  on  a  great

team,  serv ing  great  cl ients ,  being  paid  wel l . . .
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W H A T  C R E A T E S  A N  E N G A G E D  W O R K F O R C E ?

In  which  of  the  engagement  dr ivers  does  your

organizat ion  excel?

Which  of  the  engagement  dr ivers  must  your

organizat ion  focus  on  improving?

What  i s  the  current  level  of  t rust  in  your

organizat ion 's  leadership?  

. . .  and  receiv ing  recogni t ion.  Yet  i f  you  see  people

or  leaders  behaving  without  in tegr i ty  and  gett ing

away  with  i t ,  t rust  erodes  and  disengagement  sets

in .   

When  people  are  asked  about  career  exper iences

where  they  were  fu l ly  engaged,  I  often  hear  there

was  a  high  level  of  t rust .   When  t rust  i s  high,  work

gets  done  faster ,  fewer  emai ls  are  sent  to  clar i fy

posi t ions ,  and  there  are  fewer  meet ings  af ter  the

meet ing.   When  I  look  at  the  research  and  ta lk  with

business  leaders ,  a  key  dist inct ion  that  creates  an

engaged  workforce  i s  t rust  in  senior  leadership .

Q U E S T I O N  T O  C O N S I D E R
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A  W i s o d o m  Q u o t e
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" B e f o r e  y o u  t u r n  t o  t h e  o u t s i d e  t o  f i n d

a n s w e r s ,  c o n s i d e r  t h e  w i s d o m  y o u  h a v e

a c c u m u l a t e d . "
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W H E R E  D O  Y O U  T U R N  F O R  W I S D O M ?

When  faced  with  important  decis ions  or  di f f icul t

problems,  where  do  you  turn?  Many  people  turn  to

fami ly  members ,  close  f r iends ,  a  spi r i tual  advisor  or

t rusted  col league.   An  old  Hindu  legend  descr ibes  a

t ime  when  al l  people  had  the  wisdom  of  the  gods.

But  they  abused  thei r  pr iv i lege  and  Brahma,  the

chief  god,  decided  to  take  i t  away  f rom  them  and

hide  i t  in  a  place  where  i t  could  never  be  found.  Not

knowing  where  that  would  be,  he  held  a  counci l  of

the  gods  to  help  him  decide.

One  god  suggested,  bury  deep  in  the  earth .   Brahma

repl ied,  No,  people  wil l  dig  down  and  f ind  i t .

Another  god  sa id ,  Then  le t 's  put  i t  in  the  deepest

ocean.   Brahma  shook  his  head  and  sa id ,  no,  people

wi l l  learn  to  dive  to  the  ocean 's  depths  and  f ind  i t

there  someday.

A  th i rd  god  asked,  Why  don ' t  we  hide  i t  on  the

highest  mountain  or  the  far thest  corner  of  the  earth?   

Brahma  answered,  No,  people  wil l  eventual ly  cl imb

the  highest  mountain ,  scale  every  peak  and  search

every  hidden  cave.

www.tomschreiber.net
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W H E R E  D O  Y O U  T U R N  F O R  W I S D O M ?

What  type  of  decis ions  do  you  face  where  you

must  t rust  yoursel f?

How  can  you  learn  to  t rust  your  judgment?

What  are  s i tuat ions  in  your  l i fe  where  you  t rusted

yoursel f  and  won?

The  gods  were  exasperated  and  threw  up  thei r  arms.   

There  i s  no  place.  They  wil l  f ind  i t  anywhere  we  put

i t .   Brahma  was  quiet  for  a  t ime.  He  thought  long

and  deep.  Final ly ,  he  looked  at  the  counci l  and  sa id ,

here 's  what  we  shal l  do.  We  wil l  hide  thei r  wisdom

in  a  place  people  wil l  never  look  -  deep  ins ide

themselves .   

Next  t ime,  before  you  turn  to  the  outs ide  to  f ind

answers ,  consider  the  wisdom  you  have

accumulated  and  turn  in  -  look  deep  ins ide  yoursel f .

Q U E S T I O N S  T O  C O N S I D E R
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A  F e e d b a c k  Q u o t e

www.tomschreiber.net

" L e t  y o u r  w o r d s  a n d  b e h a v i o r s

d e m o n s t r a t e  t h a t  y o u  a p p r e c i a t e  t h e

i m p o r t a n c e  a n d  s i g n i f i c a n c e  o f  t h e

f e e d b a c k  y o u ’ r e  r e c e i v i n g . "
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9  S T E P S  T O  T A K E  T O U G H  F E E D B A C K

The  degree  to  which  people  are  open  to  accept ing

feedback  often  corre lates  to  thei r  wil l ingness  to

excel .  I f  they ’ re  sat is f ied  with  the  status  quo  or

unwi l l ing  to  change,  feedback  won ’ t  have  much

impact  on  thei r  performance.  For  those  commit ted

to  gett ing  better  every  day,  feedback  i s  necessary ,

though  somet imes  tough  to  take .  

H e r e  a r e  9  s t e p s  o n  h o w  t o  t a k e  t o u g h  f e e d b a c k .

1 .  T a k e  A  B r e a t h  –  Deep  breaths  provide  a  calming

ef fect .

2 .  T a k e  N o t e s  –  This  al lows  you  to  mainta in

composure ,  accurate ly  re f lect  what  you  heard  and

provides  a  resource  should  fo l low -up

communicat ion  prove  worthwhi le .

3 .  T a k e  A c c o u n t a b i l i t y  –  Listen  for  and

acknowledge  what  you  can  own  and  share  the

act ions  you  can  take  to  address  the  i ssue.

4 .  T a k e  A  P i c t u r e  –  See  everyone  and  everyth ing

that  i s  involved  inc luding  who  i s  providing  the

feedback,  the  or ig ins  of  thei r  feedback,  and  the

intent  of  thei r  feedback.

www.tomschreiber.net

continued...

19



9  S T E P S  T O  T A K E  T O U G H  F E E D B A C K

Have  you  ever  received  tough  feedback,  the  kind

that ’s  hard  to  hear?  

How  do  you  prepare  for  a  meet ing  or  conversat ion

where  you  may  be  receiv ing  tough  feedback?  

What  feedback  have  you  received  that 's  been

most  impact fu l  to  your  development?

5 .  T a k e  T i m e  –  Consider  asking  for  t ime  to  re f lect

on  the  feedback  so  that  you  respond  thoughtfu l ly

and  with  grace.

6 .   T a k e  I t  S e r i o u s l y  –  Let  your  words  and  behaviors

demonstrate  that  you  appreciate  the  importance  and

signi f icance  of  the  feedback  you ’ re  receiv ing.  Thank

the  person  for  the  feedback  they ’ re  of fer ing.

7 .   T a k e  R e s p o n s i b i l i t y  –  Speak  up  on  your  behal f

and  respect fu l ly  address  factual  or  perceptual

inaccuracies .

8 .   T a k e  C a r e  –  Be  di l igent  not  to  attack  the  sender

or  take  people  down  by  how  you  respond.

9 .   T a k e  T h e  H i g h  R o a d  –  I t ’s  easier  to  th ink  about

what  you  wanted  to  say  than  take  back  what  you

said .

Q U E S T I O N S  T O  C O N S I D E R
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A  M o t i v a t i o n  Q u o t e

www.tomschreiber.net

" G r e a t  l e a d e r s  v a l u e  p e o p l e  a n d  k n o w

h o w  t o  c o n n e c t  w i t h  t h e m .  T h e y  a r e

a u t h e n t i c  a n d  t r u s t w o r t h y  a n d  b e l i e v e

t h e  m o r e  t h e y  g i v e ,  t h e  m o r e  t h e i r

p e o p l e  w i l l  g i v e  b a c k . "
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I S  I T  R E A L L Y  A  M A N A G E R ' S  J O B  T O  
M O T I V A T E  T H E I R  T E A M ?

They  clear ly  def ine  goals  and  expectat ions .  

They  make  resources  avai lable .

They  recognize  performance.

They  genuinely  connect  with  and  care  about  each

team  member .

There  are  two  schools  of  thought .   One  says  i t 's  not

the  managers  job  to  motivate  and  engage  thei r

team,  i t 's  up  to  the  employee.   The  other  recognizes

that  most  employees  disengage  and  leave

organizat ions  because  of  thei r  re lat ionship  with

thei r  manager .

Managers  who  engage  and  motivate  thei r  teams  to

excel  in  four  areas .

Imagine  a  project  or  team  where  goals  and

expectat ions  are  clear .   People  know  thei r  ro les ,

they  take  in i t ia t ive ,  they  ask  great  quest ions ,  they

of fer  t imely  ins ight  and  come  together  to  get  work

done.  

Now  imagine  an  engaged,  motivated  team  operat ing

without  necessary  resources  and  forced  to  make  do.
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I S  I T  R E A L L Y  A  M A N A G E R ' S  J O B  T O  
M O T I V A T E  T H E I R  T E A M ?

How  do  you  express  appreciat ion  and

recogni t ion?

When  have  you  res is ted  communicat ing  about

unmet  expectat ions?

How  do  you  know  your  team  understands  and  i s

c lear  on  goals?  

Great  managers  f ight  for  and  make  resources

avai lable  and  people  appreciate  that  -  a  lo t !   

Employees  also  appreciate  being  recognized  for

doing  a  great  job .   Yet ,  recogniz ing  performance  i s

not  only  about  what  people  do  wel l .  Engaged

employees  value  a  leader  who  encourages

accountabi l i ty  and  can  address  when  performance

doesn ' t  meet  expectat ions .   

And  f ina l ly ,  great  leaders  value  people  and  know

how  to  connect  with  them.  They  are  authent ic  and

trustworthy  and  bel ieve  the  more  they  give ,  the

more  thei r  people  wil l  give  back.

Q U E S T I O N S  T O  C O N S I D E R
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A  C o n f l i c t  Q u o t e
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e x p e c t  f r o m  y o u r  e x p r e s s i o n  b e f o r e  y o u

s h a r e  i t . "
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4  E S S E N T I A L  C O N F L I C T  M A N A G E M E N T
S T R A T E G I E S  F O R  L E A D E R S

Managing  conf l ic t  of  any  kind  can  be  a  f rust rat ing

task  for  most  of  us.  For  leaders ,  resolv ing  some  sort

of  conf l ic t  i s  usual ly  the  norm  rather  than  the

except ion.  From  compet ing  resources  and  deadl ines

to  new  project  teams,  mergers ,  and  managing

through  organizat ional  change,  leaders  are

cont inual ly  requi red  to  f lex  thei r  in terpersonal

conf l ic t  management  sk i l ls .  

In  addi t ion,  more  and  more  of  the  work  we  do  today

involves  mult ip le  teams  to  reach  organizat ional

goals .  The  increased  need  for  clear  communicat ion

and  ro le  clar i ty  between  teams  wil l  help  to  ease

potent ia l  conf l ic t ,  and  i f  navigated  wel l ,  can  provide

team  members  with  the  opportuni ty  to  be

innovat ive ,  take  r isks ,  and  increase  product iv i ty .  

As  a  leader ,  you  may  f ind  the  st rategies  below  can

help  you  to  leverage  your  emot ional  in te l l igence

ski l ls  in  t imes  of  conf l ic t .
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4  E S S E N T I A L  C O N F L I C T  M A N A G E M E N T
S T R A T E G I E S  F O R  L E A D E R S

M a n a g e  Y o u r s e l f  F i r s t

1.  L i s t e n  t o  y o u r s e l f  w i t h  p u r p o s e .   Use  E m o t i o n a l

S e l f - A w a r e n e s s  sk i l ls  to  recognize  your  react ions ,

thoughts ,  and  fee l ings  regarding  the  conf l ic t  at

hand.  What  are  your  thoughts  about  the  conf l ic t ;  the

way  i t  has  been  handled  thus  far  and  what  can  be

done  to  get  through  i t?  What  f rust rates  you  about

i t?  What  i s  good  about  i t?  Remember ,  even  though  i t

may  fee l  personal  at  t imes ,  the  conf l ic t  i s  often  not

about  you.  Pay  attent ion  to  how  you  fee l  and  br ing

the  focus  back  to  the  i ssue.  

2.  T i m e l y  e x p r e s s i o n s  o f  y o u r s e l f .  As  a  leader ,  your

emot ional  express ions  are  always  in  the  l imel ight ,

and  whi le  some  s i tuat ions  cal l  for  instant ly

express ing  yoursel f ,  most  requi re  a  more  del iberate

and  control led  express ion.  Your  genuine  express ion

and  authent ic i ty  wil l  be  appreciated  by  others

especia l ly  when  i t  i s  t imely  and  construct ive .   Make

the  conscious  decis ion  to  express  yoursel f  in  a

construct ive  manner ,  th inking  through  the  outcome

you  expect  f rom  your  express ion  before  you  share  i t .
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4  E S S E N T I A L  C O N F L I C T  M A N A G E M E N T
S T R A T E G I E S  F O R  L E A D E R S

M a n a g e  O t h e r s  S e c o n d

3.  E m p a t h y  i n  c o n f l i c t  m a n a g e m e n t .   Without

empathy,  the  conf l ic t  would  br ing  nothing  but  harm

to  your  team  and  your  ef fect iveness .  Use  your

E m p a t h y  sk i l ls  as  a  tool  to  br ing  down  the

temperature  of  the  s i tuat ion.  Listen  to  the  other  s ide

at tent ive ly  and  genuinely .  

Even  i f  you  disagree  complete ly ,  f ind  ways  to

express  your  genuine  understanding  (e.g . ,  how

frust rat ing  the  s i tuat ion  must  be  for  them ;  the

amount  of  ef for t  being  dedicated ;  how  much  i s  at

stake  for  them ) .  Val idat ion  in  th is  way  can  be  the

s ingle  most  powerful  tool  to  get  others  to  pul l  back

thei r  defenses .  

4.  C o n f l i c t  r e s o l u t i o n  m a n a g e m e n t .   Note  that  the

t i t le  of  th is  art ic le  i s  conf l ic t  management ,  not

conf l ic t  resolut ion.  Yes ,  there  wil l  be  s i tuat ions  that

cal l  for  immediate  act ion  and  you  wil l  need  to  make

use  of  the  author i ty  behind  the  posi t ion  you  hold  at

your  organizat ion.  
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4  E S S E N T I A L  C O N F L I C T  M A N A G E M E N T
S T R A T E G I E S  F O R  L E A D E R S

What  have  you  not iced  when  managing

conversat ions  versus  t ry ing  to  quickly  resolve

conf l ic t?

When  do  you  avoid  conf l ic t?

Who  do  you  know  that  manages  conf l ic t  wel l?

For  others ,  t ry  s imply  managing  the  conf l ic t  as

opposed  to  resolv ing  i t .  Leaders  usual ly  have  the

tendency  to  jump  r ight  in to  problem -solv ing  mode,

especia l ly  when  problem -solv ing  sk i l ls  are  second -

nature ,  or  i t  seems  easier  to  solve  i t  yoursel f  than

al low  others  to  do  so.  

Make  the  conscious  decis ion  to  manage  the  conf l ic t

as  a  leader  and  use  i t  as  an  opportuni ty  to  develop

your  team.  Provide  them  with  the  la t i tude  to

generate  solut ions  and  then  rev iew  the  best  course

of  act ion  with  them.  Remember ,  conf l ic t  can  be  a

good  th ing!  Learn  to  manage  i ts  destruct ive

potent ia l  and  harness  i ts  construct ive  energy.

Q U E S T I O N S  T O  C O N S I D E R
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" A s  y o u  r i s e  i n  a n  o r g a n i z a t i o n . . . t h a t

t r a n s l a t e s  i n t o  l e s s  t i m e  s p e n t

p e r f o r m i n g  s u b o r d i n a t e s '  t a s k s  a n d

m o r e  t i m e  s p e n t  c o a c h i n g ,  g i v i n g

d i r e c t i o n ,  p r o v i d i n g  f e e d b a c k  a n d

r e c o g n i t i o n . "
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W H Y  M A N A G E R S  W O R K  8 0  H O U R S  A  W E E K

Managers  short  on  t ime  may  not  be  using  i t  wisely .

Invest ing  in  " P e o p l e  T i m e "  vs .  " T a s k  T i m e "  wil l

produce  long  term  benef i ts  for  managers  and  thei r

teams.  Task  t ime  i s  spent  doing  work  whereas

people  t ime  i s  spent  seeing  that  work  gets  done

through  others .  You  can ' t  do  both  without  working

80  hours  a  week.

Non -management  jobs  tend  to  be  pr imar i ly  involved

in  complet ing  tasks .  As  you  r ise  in  an  organizat ion,

the  proport ion  of  people  t ime  should  r ise  too.  That

t ranslates  in to  less  t ime  spent  performing

subordinates '  tasks  and  more  t ime  spent  coaching,

giv ing  direct ion,  providing  feedback  and

recogni t ion.

Here  are  three  mindsets  that  keep  managers  stuck  in

thei r  employee 's  task  t ime?   

" I f  you  want  i t  done  r ight ,  you 've  got  to  do  i t

yoursel f . "   What  they  mean  i s ,  when  anything  goes

wrong,  as  i t  wil l ,  they  want  to  be  rescuers .  They  also

may  have  problems  with  delegat ion  and  t rust .
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W H Y  M A N A G E R S  W O R K  8 0  H O U R S  A  W E E K

Do  you  promote  the  best  performers  without  f i rs t

developing  thei r  management  and  people  sk i l ls?

Who  on  your  team  i s  ready  for  addi t ional

responsib i l i ty  that  delegat ion  can  provide?

What  keeps  you  f rom  spending  t ime  coaching,

giv ing  direct ion,  providing  feedback  and

recogni t ion?

" I  want  my  subordinates  to  see  I 'm  wil l ing  and  able

to  do  whatever  I  expect  them  to  do. "   Val id

reasoning?  I f  so,  a  chicken  farmer  would  have  to  lay

an  egg  a  day  to  keep  his  hens '  respect .  

" I  owe  i t  to  my  subordinates  to  give  them  f requent

examples  of  how  things  look  when  i t 's  done  r ight . "   

Let  employees  excel  and  own  thei r  work,  not  s imply

repeat  how  the  manager  does  i t .  

Managers  have  discret ion  only  over  a  smal l  part  of

thei r  t ime.  Use  i t  to  develop  your  team,  clar i fy  goals ,

communicate  expectat ions  and  el iminate

roadblocks .

Q U E S T I O N S  T O  C O N S I D E R

www.tomschreiber.net 31



A   P r i d e  Q u o t e
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Suppose  you  were  working  for  a  company  in  a

product  support  or  serv ice  ro le  in teract ing  with

customers  on  the  phone.  Which  would  you  rather

do?  

C h o i c e  A :   Use  your  product  expert ise  and  unique

personal i ty  to  help  your  customer  solve  thei r

problems,  concluding  the  cal l  once  the  customer 's

needs  are  met ,  and  being  measured  by  customer

feedback,  increased  product  ut i l i zat ion  or  revenue

plus  the  fee l ing  that  you  made  a  di f ference.  

C h o i c e  B :   Take  cal ls  al l  day  responding  with

organizat ional ly  approved  scr ipts ,  ass igning  cal lers

a  case  number ,  pass ing  them  on  to  a  case  manager

and  being  measured  by  how  many  cal ls  you  took

and  how  quickly  you  ended  the  cal l .

1 0  O B S T A C L E S  T H A T  K I L L  E M P L O Y E E  P R I D E
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Lack  of  direct ion,  unclear  goals  and  object ives .

Goals  without  what 's  needed  to  achieve  them:

t ime,  resources ,  equipment .

Arbi t rary  decis ions  by  the  boss .   

No  indicat ion  that  thei r  contr ibut ion  i s  valued.

Insuf f ic ient  in format ion  provided  to  make

decis ions  on  thei r  own.   

Conf l ic t ing  organizat ional  goals  within  the

company.

Deadl ine  anxiety .   

Staf f  not  valued  by  management .

Hierarchy  t r ies  to  run  technology  i t  doesn ' t

understand.   

Short  term  object ives  conf l ic t  with  long  term.

According  to  the  noted  qual i ty  consul tant  Dr.  W.

Edwards  Deming,  Choice  A  susta ins  in t r ins ic

mot ivat ion  to  do  one 's  best  work  and  boosts  morale .   

At  his  seminars ,  Deming  asked  part ic ipants  to  name

speci f ic  obstacles  that  prevent  them  f rom  

exper iencing  pr ide  in  workmanship  and  company

loyal ty .

They  often  come  up  with :

1 0  O B S T A C L E S  T H A T  K I L L  E M P L O Y E E  P R I D E
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Which  of  the  l i s ted  obstacles  do  your  employees

exper ience  most  often?

How  can  you  increase  ownership  and  pr ide  in  the

work  your  employees  perform?

What  i s  the  cost  of  not  removing  the  obstacles

you 've  ident i f ied?

Consider  the  ro les  your  employees  perform  and  how

thei r  work  i s  measured  and  valued.   You  hired  them

because  they  are  smart ,  capable  profess ionals  and

that 's  what  they  want  to  show  you.   The  quest ion  i s  

wil l  you  le t  them?

Q U E S T I O N S  T O  C O N S I D E R
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A   P o w e r  Q u o t e

www.tomschreiber.net

" A n y o n e  i s  c a p a b l e  o f  h o l d i n g  p o w e r  a n d

i n f l u e n c i n g  o t h e r s "

36



Leadership  and  power  are  closely  l inked  but  they

are  not  synonymous.   People  fo l low  powerful

leaders .   Some  are  powerful  because  they  can  give  a

bonus  or  a  ra ise .  Others  are  powerful  because  they

can  hire  &  f i re  and  ass ign  undesi rable  tasks .  Their

teams  are  unl ikely  to  be  enthusiast ic  about  thei r

approach  to  leadership .  

Leaders  also  have  power  because  they ' re  experts  in

thei r  f ie lds ,  or  because  thei r  team  members  admire

them.  People  with  these  types  of  power  in f luence

others  ef fect ive ly  because  of  thei r  sk i l ls  and

personal  qual i t ies .

The  or ig inal  typology  of  power  was  developed  by

French  and  Raven  (1959 )  and  inc luded  the  f i rs t  f ive

forms  of  power  below.  In format ion  power  was  f i rs t

descr ibed  by  Raven  and  Kruglanski  (1975 ) .

Connect ion  power  was  descr ibed  by  Hersey  and

Goldsmith  (1980 ) .  Moral  power  was  descr ibed  by  

Sergiovanni  and  Starrat t  (1998 ) .

L E A D E R S H I P  &  P O W E R  A R E  N O T  S Y N O N Y M O U S
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Legi t imate

Reward

Expert

Referent

Coerc ive

Informat ion

Connect ion

Moral

How  i s  the  power  used  ef fect ive ly  in  your

organizat ion?

When  has  power  been  used  inef fect ive ly  and  what

is  the  cost?

What  type  of  power  do  you  re ly  on  most  to

inf luence  others?

8  F O R M S  O F  L E A D E R S H I P  P O W E R

Anyone  i s  capable  of  holding  power  and  in f luencing

others :  you  don ' t  need  to  have  an  important  job

t i t le .    

Q U E S T I O N S  T O  C O N S I D E R
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" T h e y  a r e  v i g i l a n t  a b o u t  t e a c h i n g  a n d

m o d e l i n g  c o m m u n i c a t i o n  t h a t

e n c o u r a g e s  q u e s t i o n s ,  c h a l l e n g e s  t h e

s t a t u s  q u o  a n d  i n s t i l l s  c o m m i t m e n t  a n d

o w n e r s h i p  o f  p r o b l e m  s o l v i n g  a n d

d e c i s i o n  m a k i n g . "
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A  163 -year -old  company  with  43K  employees  hired

6K  people  in  2015.  Today,  50%  of  thei r  workforce

possess  less  than  5  years  of  exper ience.  That  means

lots  of  ret i rement  part ies  and  or ientat ion  classes .  I t

a lso  means  decades  and  in  some  cases ,  generat ions

of  knowledge  wil l  soon  depart .  

Captur ing  that  know -how  and  archiv ing  the

inst i tut ional  memory  i s  cr i t ica l .  So  too  i s  helping

new  hires  embrace  a  cul ture  with  leaders  and  co -

workers  more  than  twice  thei r  age.   The  beauty  of

th is  cl ient  i s  thei r  "head  above  the  sand "  approach

to  address ing  th is  rea l i ty .

They  recognize  that  i t 's  easy  for  tenured  managers

to  s imply  te l l  fo lks  how  work  get 's  done.   In  fact ,

they  once  character ized  thei r  cul ture  as  one  of

command  and  control .   You  do  what 's  to ld ,  ask  few  i f

any  quest ions  and  f igure  i t  out  yoursel f .  For  a  t ime

that  worked,  yet  the  organizat ion  recognized  i t  must

change.  I t 's  very  s imple ;  many  leaders  are  ret i r ing

and  new  generat ions  must  be  developed.  And  they

didn ' t  just  rea l ize  th is  yesterday.

C O N S I D E R  Y O U R  A P P R O A C H  T O  
L E A D E R S H I P  D E V E L O P M E N T  

www.tomschreiber.net

continued...

40



Their  approach  for  the  last  17  years  i s  to  develop

thei r  people  and  provide  leadership  t ra in ing  to  ALL

levels  of  the  organizat ion.  That  means  Indiv idual

Contr ibutors ,  Front  Line  Superv isors ,  Managers ,  

Directors  and  C -Level  Execs  part ic ipate  and  learn

together .  Components  of  the  t ra in ing  inc lude  tact i le

team  bui ld ing  act iv i t ies ,  peer  &  1:1coaching,

Emot ional  Inte l l igence  &  Leadership  assessments ,

360  feedback,  and  more.  

Being  a  matr ix  organizat ion,  they  are  vigi lant  about

teaching  and  model ing  communicat ion  that

encourages  quest ions ,  chal lenges  the  status  quo,

and  inst i l l s  commitment  and  ownership  of  problem -

solv ing  and  decis ion  making.

Are  they  unique  in  th is  approach?   You  bet !  But

they ' re  not  alone  in  valu ing  educat ion  and  t ra in ing.

In  June  of  2014,  Starbucks  announced  they  wil l  pay

for  el ig ib le  Partners  (Starbucks ,  Teavana,  La

Boulange,  Evolut ion  Fresh,  and  Seatt le 's  Best  Coffee

employees )  to  f in ish  a  bachelor 's  degree  with  fu l l

tu i t ion  re imbursement  for  juniors  and  seniors

through  a  unique  col laborat ion  with  Ar izona  State

Univers i ty .   

C O N S I D E R  Y O U R  A P P R O A C H  T O  
L E A D E R S H I P  D E V E L O P M E N T  
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"Support ing  our  partner 's  ambit ions  i s  the  very  best

investment  Starbucks  can  make, "  sa id  then -

Pres ident  and  CEO  Howard  Schul tz .  The  al l iance

between  Starbucks  and  ASU  was  inspi red  by

part ic ipat ion  in  the  Markle  Economic  Future

In i t ia t ive ,  co -chai red  by  Schul tz  and  Markle

Pres ident  Zo  Baird .

The  in i t ia t ive  i s  commit ted  to  expanding

opportuni t ies  that  help  Amer icans  succeed  in  the

global  digi ta l  economy  and  re igni te  fa i th  that  the

Amer ican  Dream  i s  achievable .  And  guess  what ,

Par tners  wil l  have  no  commitment  to  remain  at  the

company  past  graduat ion.  In  fact ,  they  only  need  to

work  20  hours  a  week  to  be  el ig ib le .

(https : / /asunews.asu.edu /20140615 -starbucks -asu -

partnership )

C O N S I D E R  Y O U R  A P P R O A C H  T O  
L E A D E R S H I P  D E V E L O P M E N T  
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I s  your  leadership  development  investment  based

on  an  endur ing  st rategy  or  a  temporary  in terest?  

How  would  your  employees  descr ibe  the

organizat ion 's  approach  to  leadership

development?

How  do  your  development  in i t ia t ives  impact

measurable  resul ts?

So  why  do  f i rms  make  a  commitment  to  develop  and

invest  in  thei r  employees?  Some  wil l  say  i t 's  the

r ight  th ing  to  do,  others  because  i t  provides  a

compet i t ive  advantage  and  others  because  i t  helps

them  att ract  smart  people .  For  cl ients  l ike  my  160 -

year -old  company,  they  know  i t  stat is t ica l ly  impacts

key  metr ics ;  safety ,  product iv i ty ,  customer

sat is fact ion,  cost  conta inment ,  employee

commitment  and  revenue  growth.

Q U E S T I O N S  T O  C O N S I D E R
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Department & Team Leadership

Talent Selection & Development

Training Design & Delivery  
Technology Acquisition & Deployment 
Survey Design & Research Analysis 
Vendor Selection & Relationship Management

Revenue Growth & Customer Retention

Coach leaders and teams

Design & facilitate virtual & in-person workshops

Provide expertise to grow revenue, engage employees, and

retain customers

Tom's career has taken him to every state and halfway around the

world designing, selling, and delivering training, coaching, and

consulting services. He has held leadership roles in public and

private companies and been responsible for:

Today organizations hire Tom to:

A B O U T  T O M  S C H R E I B E R
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913-229-2491

tom@tomschreiber.net
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