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Missed Opportunities of Leaders

Most leaders are very busy with their own stuff. They 
have tasks to accomplish, projects to complete, and 
meetings to attend. And, they miss opportunities to 
lead people.

I have been coaching and training leaders for years. 
In our organization, it is what we do. And, in 
fairness, we know leaders do not intend to miss 
opportunities for leadership. It happens when they 
are not choosing intentional leadership. They 
schedule meetings, they track deadlines, and they 
do not DESIGN leadership. More than that, 
employees are sometimes handled as a nuisance. 
You’ve seen it: An employee knocks on the door 
and says, “Hey do you have a moment?” The leader 
says, “Sure, come on in.” Their eyes say, “I wonder 
how long this will take.” Sometimes, that part of it is 
even more blatant, as they continue to type on their 
keyboard, saying, “Go ahead, I’m listening.” 

So where are leaders missing opportunities to 
maximize productivity and engagement. Below is a 
short list of what we’ve seen:

Leaders do not have a tough conversation, many 
times because of fear of offending someone. The 
missed opportunity is in making a difference in this 
employee’s life. Ten years from now when someone 
asks this person who contributed to their success, 
let it be you. Ensure that they will say, “I had a boss 
who sometimes told me things I did not want to 
hear. And, now I’m so glad. I’m better because of it!”

Leaders do not manage their volume of negative 
feedback. The missed opportunity is in helping to 
keep people motivated and feeling positive about 
what they’re contributing.

Leaders do not provide enough positive feedback. 
The missed opportunity: “What gets rewarded gets 
repeated.”

Some leaders 
do not treat 
people with 
respect. The 
missed 
opportunity is 
reflected in 
this employee’s 
comments: 
“What I really 
like about my boss is that he treats me like he would 
want to be treated. I have a lot of respect for him 
and will do anything to make sure we accomplish 
what we need to.” 

These are not the only missed opportunities. I 
encourage you to think through these and add 
more of your own. Keep in mind that the employees 
you lead are human beings. They deserve to be 
valued, supported and appreciated, while being 
held accountable. Do not miss this opportunity!

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.

On Leadership

Fall 2015

Leadership and Positive Feedback 

69% of American workers would work harder if they 
were better recognized and appreciated. 
(Globoforce Workforce Mood Tracker, 2011)

By understanding what current research is telling us 
about employees and about leaders….well this is 
one way to hone in on key strategies for maximizing 
employee performance and engagement. Many 
(though not all) employees experience some 
degree of disappointment day in and day out at 
work. Very often, it is because of a lack of feeling 
valued or of feeling assured that they’re on the right 
track at work. 

It remains that positive feedback is one of the most 
under utilized responsibilities of a leader! And think 
about this….it doesn’t cost a penny. 

Why then are leaders not providing more 
recognition, appreciation, positive feedback and 
gratitude? There are a number of common reasons 
(all of which you can note do not have anything to 
do with ‘malicious’ intent): 

> They do not think about it. 
> They do not have a disciplined plan of   
 accountability for themselves to give it. 
> Some think a paycheck is feedback enough. 

> Some don’t do it, because THEY do not receive  
 these things from their leader. 
> And some just don’t believe in it. They liken it to  
 ‘coddling’ people. 

Consistently within organizations, there is a 
disconnect between the needs of employees and 
the needs of leaders. The number one need for 
leaders is to get results, and the number one need 
for employees is to feel fulfilled while working to 
achieve results. We often refer to the flashing sign 
that inadvertently exists on the forehead of every 
employee – MMFI. This stands for “Make Me Feel 
Important.”

Positive feedback has a powerful impact. The 
human need to feel important is fairly universal. 

A high-performing employee we know recently 
shared with his boss, “Since you’ve been more 
intentional about your leadership, you have been 
giving me more positive feedback. I appreciate it, 
and it makes me want to work even harder.”

Try it this week! Challenge yourself to a minimum of 
five doses of recognition, appreciation, feedback 
and gratitude!

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Ask Them How They’re Doing

Employees want to work for leaders who are 
intentional about their expectations and who also 
care about how things are going for the employee. 
And, employees want to have conversations.

Whether you have a performance review process in 
your organization or not, I encourage you to weave 
in a conversational process like the one outlined 
below. At times, in the formality of the performance 
review process, leaders are too stiff and tell 
oriented.

In your conversation, you may consider questions 
like:
   
1) In general, how has this year been for you? What  
 did you feel particularly good about? What did  
 not go particularly well for you? 

2) In what ways have you grown over the past year?

3) Where did you experience missed opportunities  
 or disappointments?

A few tips as you go into the conversation

Going into this conversation, a few reminders for you:

1) Remember, this was their experience. Let them  
 own it; allow them to do most of the talking.

2) As they share reflections, you will want to delve  
 deeper:

> “Tell me more about that”
> “Can you share a couple of examples?”
> “How did that make you feel?”
> “What was the impact of that?”

3) After they have shared:

> Acknowledge their perspective, particularly   
 where you have noted agreement.
> Add your perspective
> Avoid the phrase, “Now, let me tell you what I  
 think.”
> Instead, use the phrase “Let me add a few things  
 that you didn’t mention (or that I see   
 differently).”

In my next column, I’ll talk about planning and goal 
setting for the coming year. 

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Accidental Leadership

“His employees are miserable; They despise him.” 

“He is the best machinist we have ever had in our 
facility.” 

“As a leader, he is intolerant.  As a person, he is one 
of the nicest guys I know.”  

These are just a few of the comments shared with 
me by an HR Manager during a one-hour 
conversation about a struggling leader - a plant 
superintendent with 15 direct reports.  She went on 
to explain, “With the company for over 30 years, 
there is no one in the facility who knows the 
equipment better than him – how to run it or how to 
fix it.”  

Later that same day, during my conversation with 
this leader, he said to me, “Why would I ask 
anyone’s opinion when I know all of the answers?”   
He also shared, “Listen, essentially these people 
willingly sign on to show up every day under a 
dictatorship for eight hours. We’ve got a lot of work 
to do, so I tell them what to do, and they do it.”  
 
I asked him a number of questions: “How do you 
feel about being a leader? What are your strengths?  
Your weaknesses?  What does it mean to be a 
leader?  How do you believe you affect these 
people?”  He said to me, “You are asking me 
questions I have never even thought about.  No one 
has ever asked me questions like this.”   

What is happening here (and you already know the 
answer)?  This organization promoted its best guy.  
Then everyone assumed he would be a great 
leader, just as he has been a great machinist.  It very 
seldom works to promote someone into 
leadership….then just leave them alone to figure it 
out.   He is, as we refer, an accidental leader.     

Considering the 1000’s of leaders we have worked 
with over the past 15 years, the most common 
feeling of these leaders (when being intentionally 
developed) is Gratitude. We often hear them say, 
“For the first time, I feel confident.  I’m so 
appreciative.”      

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Leading Change

“When something new begins, somethings old and 
familiar ends.”

Leading change efforts in organizations is rarely 
easy.  And from what research tells us, it’s rarely 
successful.    

The human factor is where leaders need to 
focus!

Much of what gets written about focuses on change 
from the organizational level – the strategic 
execution of the change effort.   Our view of change 
is often formulaic.  If we plan, communicate and 
implement well enough, everything will fall into 
place.  The reality is that successful change requires 
people to change.  So, as leaders, if we want to be 
more successful at leading change, we have to be 
better at helping people overcome their 
disappointment, fear and resistance.  

Example:  A local organization built a beautiful, 
state-of-the-art manufacturing facility.  The female 
assembly workers struggled to accept this change, 
because they now had to keep their purses in 
lockers, and the restrooms were a good 
three-minute walk from their work stations.  

Example:  In another organization, a multi-million 
dollar software implementation was compromised, 
because employees were upset by their discomfort 
with the system and, even moreso, with the lack of 
support AND empathy from their leaders.  The lack 
of care from the leadership led to resentment and 
an adverse impact on productivity.  

In both of these situations, organizations spent 
millions of dollars on the change itself.  Neither 
invested in equipping leaders to effectively 
respond to the predictable concerns or pushback 
of the employees.  

In all change situations, leaders need to be 
equipped with an understanding that employees 
may struggle.  The most effective leaders will 
proactively do the following:  1) Listen to what the 
employees are feeling; 2) Show empathy and 
support; 3) Involve employees in shaping change or 
the implementation of change; 4) Provide praise 
and encouragement; and 5) Provide training and 
support. 

The human side of change is your key.  For your 
employees, the little things are the big things.    

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Set Employees Up For Success

In my previous column, I provided a framework for 
the annual performance conversation. The key word 
is ‘conversation.’ Employees want to talk WITH their
leaders! Employees also have an interest in talking 
with their leaders regularly about their performance, 
not just once a year. We are seeing more and more 
of our customers shifting toward a continuous 
coaching model, in lieu of the annual review.

With this in mind, ongoing conversations (as well as 
the annual review) will be more meaningful if they are 
tied back to intentional planning. Planning is the first 
step in maximizing the performance and fulfillment 
of your employees. During the planning phase, you 
will want to create clarity around two things:

1. What are the roles and responsibilities this
 employee is intended to fulfill? Take a look at
 your position description for each role? How
 detailed is it? Is it written in such a way that your
 employees can go home each day confident in
 what they have accomplished? Beyond a written
 description, it is also helpful for your employees
 to know you expect a “whatever it takes”

 approach to serving both internal and external
 customers. The written description is a guide for
 the major part of the role.

2. What are the goals for this employee for the
 year? Goals can be written for special projects,
 for professional development and for correction
 of something that is currently below expectation.
 You will want to ensure your goals are SMART:
 Specific; Measurable; Agreed-Upon; Realistic;
 Timed.

An example of a goal that is not SMART: Improve 
your communication skills.

An example of a goal that is SMART: To improve 
your communication with customers, effective
immediately, return all customer calls and emails 
within 24 hours or receiving them, and have zero 
typos on all written documents.

Make sure to schedule time for planning.  
Employees appreciate this intentional leadership!

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Understand Yourself and Others

As we work with leaders to support their 
development, an understanding of behavioral 
tendencies of humans is a favorite part of the 
process.  We rely on the use of the DISC Behavioral 
Style profile.  In this column, I will summarize the 
key attributes the four styles.    

The Dominant Driver, who has a direct nature with 
a task orientation while doing work, is valuable to 
an organization because of their drive for results.  
They take on challenges and make quick decisions, 
relying on a combination of data and instinct.  They 
need to be careful as they work with others because 
of a natural tendency to be abrupt and abrasive.  
They are motivated by having a sense of control for 
both themselves and others.   

The Influencing Expressive, who has a direct 
nature with a relationship orientation while doing 
work, is valuable for their creativity and ability to 
rally groups of people around key initiatives.  Their 
relationship orientation is ‘one to many,’ and they 
tend to be the cheerleaders, known for 
participating in teams, sharing ideas and energizing 
others.  They need to be careful about their 
tendency to be easily distracted when, in fact, they 
may have additional details to attend to on things 
already in motion.  They are motivated by 
acknowledgment for their contributions.   

The Steady Amiable, who has an indirect nature 
with a relationship orientation while doing work, is 
valuable to an organization because of their 
genuine care for others.  Their relationship 
orientation is ‘one to one,’ and they like working 
behind the scenes, performing in consistent and 
predictable ways and being good listeners. They 
need to be careful about their tendency to avoid 
uncomfortable situations because of the need to 
preserve relationships. 

The Compliant Analytical, who has an indirect 
nature with a task orientation while doing work, is 
valuable because of their typically extreme 
attention to detail.  They are often sticklers for 
quality, planning ahead, employing systematic 
approaches, and checking and rechecking their 
work for accuracy.  They need to be careful about 
their tendency to take too long or to strive for a sure 
thing.  

Without an understanding of the innate differences 
of people, it is too easy for us to get caught up in 
what annoys us about others, particularly when their 
behaviors do not match our own.  The ultimate goal 
of strengthening this understanding is to help foster 
tolerance for and appreciation of differences.   

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Leading Change

“When something new begins, 
something old and familiar ends.”
Leading change efforts in organizations is rarely 
easy.  And from what research tells us, it’s rarely 
successful.    

The human factor is where leaders need to focus!

Much of what gets written about focuses on change 
from the organizational level – the strategic 
execution of the change effort.   Our view of change 
is often formulaic.  If we plan, communicate and 
implement well enough, everything will fall into 
place.  The reality is that successful change requires 
people to change.  So, as leaders, if we want to be 
more successful at leading change, we have to be 
better at helping people overcome their 
disappointment, fear and resistance.  

Example:  A local organization built a beautiful, 
state-of-the-art manufacturing facility.  The female 
assembly workers struggled to accept this change, 
because they now had to keep their purses in 
lockers, and the restrooms were a good 
three-minute walk from their work stations.  

Example:  In another organization, a multi-million 
dollar software implementation was compromised, 
because employees were upset by their discomfort 
with the system and, even moreso, with the lack of 
support AND empathy from their leaders.  The lack 
of care from the leadership led to resentment and 
an adverse impact on productivity.  

In both of these situations, organizations spent 
millions of dollars on the change itself.  Neither 
invested in equipping leaders to effectively 
respond to the predictable concerns or pushback 
of the employees.  

In all change situations, leaders need to be 
equipped with an understanding that employees 
may struggle.  The most effective leaders will 
proactively do the following:  1) Listen to what the 
employees are feeling; 2) Show empathy and 
support; 3) Involve employees in shaping change or 
the implementation of change; 4) Provide praise and 
encouragement; and 5) Provide training and support. 

The human side of change is your key.  For your 
employees, the little things are the big things.  

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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One step to increased employee retention

Let’s face it. When we forecast our annual budgets, 
we calculate how many new hires we need, how 
much we are willing to spend, and what resources 
we will use to bring them inhouse. But how 
accurately are you measuring employee retention 
within your organization and the cost that goes 
along with turnover? Moreover, what are you doing 
to ensure your top performers remain engaged and 
happy working for your organization?

Here’s a stat: 80% of employee turnover is due to 
bad hiring decisions (Harvard Business Review). That 
means companies are making long-lasting mistakes 
right from the beginning.  In addition, one of the top 
10 reasons top talent leaves a company is because 
they don’t feel they are contributing directly to the 
company’s goals and objectives (The Balance).

To help combat these startling employee retention 
stats, it’s important to incorporate some critical 
steps into your interview process. 

One of the most important steps you can take to 
increase employee retention is outlining 
expected deliverables for the position BEFORE 
interview process.

Outlining deliverables with your hiring team 
BEFORE the interviewing process begins entails 
putting in writing all things the new hire needs to 
achieve in the first 30 days, first quarter and first year.  
This step is important for the following reasons.

1. It will ensure that your hiring team is on the   
 same page and that any questions or concerns  
 about the role are flushed out before   
 interviewing beings.  In addition, this helps paint  
 a very clear picture for the candidate on what  
 “success” look like for this position.    Knowing  
 up front what is expected will alleviate any guess  
 work and will install additional confidence in  
 your new hire and your internal team.

2. It will provide a better platform for a strong   
 interview with engaging questions and answers.   
 Have you heard that the average resume review  
 for an interview is a mere six seconds and the  
 typical hiring manager takes only 10 minutes  
 preparing for an interview? This way of   
 interviewing leads to critical mistakes and is only  
 6% effective in predicting performance on the  
 job for candidates. (Predictive Index).

3. It will lead to better performance from your new  
 hire.  According to a recent study, 63% of US  
 workers are let go due to performance issues  
 and failing to hit performance objectives   
 (FastCompany). It’s time to tighten up the   
 interview process and focus on the facts. Once  
 you accurately define deliverables with specific  
 timelines and expected results, you can sculpt  
 your interview questions around those   
 deliverables.  Having strong interview questions  
 around performance will lead to hiring better  
 quality candidates that will meet your company’s  
 goals and objectives.  

Jonathan Reynolds is CEO at Titus Talent 
& Certified Partner at The Predictive Index
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Leadership is everywhere

Leadership is everywhere: In organizations. In 
families. In parents. Between friends. In the midst of 
strangers. At the checkout counter. On the freeway. 
In restaurants. Between colleagues. In volunteerism.

A few things I believe about leadership:

 > It is a struggle. > It is a privilege. 
 > It is selfless. > It is noble. 
 > It changes lives. > It impacts people.
 > It is born. > It is made. 
 > It is difficult.  > It is simple. 
 > It is critical. > It is a responsibility.

And, perhaps most of all, I believe employees 
deserve strong leadership. Leaders too often think 
the leadership thing is about them: it’s about their 
promotion, their raise, their title, their power, their 
corporate climb, their accomplishments, their office. 
In fact, one leader said to his employees, “Listen, I 
want to get one thing perfectly clear; I don’t work 
for you, you work for me.” This person is missing the 
boat entirely. It’s much more humble than that. 
Leadership is a privilege. It is a responsibility. 
Leaders GET to help people.

Employees need support, encouragement, 
direction, clear expectations, candid feedback, 
recognition, a career path, a cheerleader. 
Employees need to know that they matter, that they 
even exist. We’ve heard many employees say 
something like, “I feel completely invisible… like I 
don’t really even matter.” One woman shared, “I 
want to be able to come to work every day and 
know that there is just ONE person who even cares 
about me.” Still another was passed by a manager 
in the hallway who did not even acknowledge her 
hello, said to me, “I feel like a piece of furniture.”

When you ask people what they do for a living, very 
few people respond by saying, “I’m a leader.” They 
went to school to learn a trade or craft or technical 
talent. This is what defines them. Yes. That is, until 
they become a leader. Leadership is different from 
your technical expertise, and it needs attention. The 
day you become a leader is the day you sign up to 
learn how to be a leader. It’s the day you commit to 
caring more about other people than you care 
about yourself.

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Responsibility Requires Confidence

100% of the organizations I talk with share 
something in common. A key reason for seeking 
development of its leaders is they won’t address 
issues.

This is almost universal. Several years ago, I talked 
with a company president who had a serious issue 
unfolding in his operation while I was on site. I went 
to him and said, “I think this is something you need 
to address personally.” His reply, without so much 
as a hesitation was “I’m not going out there.”

If our executives are afraid to have a conversation, it 
certainly is unreasonable to think front line leaders 
and middle leaders are equipped with the skill.

Most issues that require involvement from a leader 
will relate to performance, behavior or attendance. 
Yet, the most common response of a leader who is 
faced with an issue to address is avoidance. The 
second response is to address it poorly, in a way 
that shows disregard for the employee.

Leaders lack confidence. We hear things like:
 > I don’t know what to say.
 > I don’t want to offend them. 

 > I don’t want to hurt their feelings.
 > I don’t want to deal with their anger. 
 > I don’t like conflict. 
 > I don’t want to hurt our relationship.

The underlying message is I do not have the 
confidence to have the conversation. I do not 
believe I can have the conversation in a candid, 
respectful manner.

For many, confidence is misunderstood. To be 
confident doesn’t mean you know how to do it; to 
be confident means you trust in your ability to 
figure it out. Sometimes figuring it out requires 
reaching out to someone for help, participating in 
learning and development of some kind, or even 
sitting down with a blank sheet of paper.

Where does responsibility factor in? Leaders are 
responsible for having these conversations. A 
leader can change the trajectory of an employee’s 
future, as well as their present performance and 
fulfillment at work. This includes the work they do, 
combined with their sense of satisfaction in their 
relationships. 

Aleta Norris provides an ongoing column on developing 
better leadership skills. She is a leadership expert and 

Principal at Living as a Leader LLC.
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Time for some extreme self care

Work life is stressful, to-do lists are overwhelming, family 
commitments are demanding, and burnout is real.

I’ve worked with 1000’s of leaders over the years, 
and while stress has been an ever-present  
challenge in the lives of most leaders, something
feels different today. It’s as if the whirlwind has 
intensified. Daily, I hear stories of fatigue and 
overwhelmedness.

I have spent more and more time talking with 
leaders about extreme self-care. It is important that 
each of you show up at work as your very best
self. It is a responsibility, one that is too often left to 
chance. I encourage you to incorporate extreme  
self-care into your life.

Self-care is not about massages, manicures and 
yoga. While these can be part of your self-care   
routine, self-care is about prioritizing yourself in
the midst of too many demands. It is about getting 
a handle of your exhaustion. Below are some ideas 
to get you started:

> Commit to seven or eight hours of sleep each  
 night. What is keeping you from going to bed  
 earlier than you do? Is it unavoidable
 commitments or is it discretionary channel 
 surfing. Early to bed, early to rise.

> Drink water. To get off to a great start, when you  
 go to bed, put a glass of water on your night 

stand. When you wake up, start your day off
with eight ounces of water.

> Exercise. People who are most consistent with  
 their workouts are those who work out in the
 morning. Your workout does not have to be an  
 hour. It can be 15 – 30 minutes. And, the number  
 of apps available to support an efficient at-home  
 workout increases by the day.

> Join the 5:00 am club. Do you see how many  
 things are tied to getting to bed early? Here is
 another one. Wake up early enough to have your  
 own time. During this time, you can read a
 chapter of a book, capture a few thoughts in a  
 journal, spend some time meditating or gather  
 your thoughts for the day.

> Establish boundaries. I’ve seen it too many   
 times. People prioritize work over family and   
 wellbeing. The hours are extreme. We say yes to  
 deadlines and no to ourselves. While I’m not   
 advising that you become irresponsible in   
 meeting the needs of your employer, I am   
 advising that you are conscious about the manner  
 in which your work schedule swallows you up.

This list is a fraction of what you can consider. One 
final tip: As you think about what you can 
incorporate into your day, you may need to create a 
list of ‘stop-doing’ activities to make room for the 
good stuff. 

Aleta Norris provides an ongoing column on developing 
better leadership skills. She is a leadership expert and 

Principal at Living as a Leader LLC.
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Tips for First-Time Managers

Over the past 30 years, I’ve seen many new managers 
make mistakes, some of them irreparable, in the first 
days of their new role. Let’s be clear about one thing: 
managing or leading  other people is a challenging 
endeavor. For all of your years as a high-performing 
individual contributor; well, these years did not 
necessarily set you up to be successful in getting 
work done through others.

I would like to share tips for your first week. These 
days are critical. They are the first impression days that 
will have your employees feeling grateful for having a 
leader they feel good about or brushing up their 
resumes and putting their radars up nice and high.

Tip #1: Be 100% other centered.
On day one, the only kind of communication you will 
have with you team is the kind that involves asking 
questions and listening to answers. You may want to 
bring your team together for a very brief meeting. Tell 
them you’re glad to be working with them and that 
you would like to begin meeting with them 
one-on-one to learn what they do and how things are 
going for them. As you begin these meetings, below 
are the kinds of questions you will want to ask.

   > Tell me about yourself. (yes, this is a question)
   > What do you do here?
   > What do you like? Not like?
   > What do you do outside of work for enjoyment  
    and relaxation?
   > What is important to you in a leader?
   > What do you see as the priorities of the team?
   > What will be helpful for me to know?

Tip #2: Keep asking questions and observing
This is important enough to be your second tip, as 
well. In the beginning of your new role as a leader (or 
as a new leader for a team), do not move into the 
mode of deciding on things or taking action on 
things until you’ve observed, listened and learned 
from the team. I understand this may be slightly 
different if you’ve been a member of this team. 
Perhaps your direct reports were your co-workers up 
to your promotion. Do not take things for granted, 
however. You will still want to meet with your team. 
You may add a comment like, “I know we’ve been 
working together side-by-side for awhile, and I’m 
excited to be in a new role. I don’t want to make 
assumptions, so I look forward to learning some 
things from you.”

Tip #3: Share what you’ve learned from them, then 
share your definition of success. Bring your team 
together as a group and tell them, in general themes, 
what they’ve told you. Thank them for helping you 
understand what they do, as well as what they enjoy 
doing. Then, share some insights about you. What are 
you looking for as the manager and leader of this 
team? Think about this. Be confident. Your team 
wants your insight. 

Your team will begin to form their impression of you 
immediately. Many new managers will withhold this
level of intentionality because of their own 
insecurities. Confidence will be important for you.  
Lean in as if you have it. Your actions will foster
confidence within you. 

Aleta Norris provides an ongoing column on developing 
better leadership skills. She is a leadership expert and 

Principal at Living as a Leader LLC.
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Small nuggets, big difference

Organizations want results. Employees want 
fulfillment. 

Both are achievable. 

Small gestures, let’s call them nuggets, make a big 
difference for employees. When your employees are 
fulfilled, the benefits are palpable. Most of all, 
organizations get the results they need. 

It’s true that the little things are the big things for your 
employees. Let’s take a look at five small nuggets that 
will make a big difference. 

Have a welcoming nature.  Welcome your 
employees to their day, every morning, by name. Not 
a morning person? Doesn’t matter. Your employees 
deserve a friendly greeting. Welcoming also applies 
to new employees joining your team. Be ready for 
them. Make time for them on their first day. Tell them 
you’re glad to have them on board. 

Catch people doing things right…and tell them.  
This is such a big one. Too many leaders are focused 
on what’s wrong. They employ the “leave alone zap” 
method. This means leaving employees alone with 
they’re doing the right things and zapping them 
when something is not as it should be. 
Acknowledgment of the good things is a must. This 
can be as simple as “I can count on your every day. 
You’re here, you’re engaged, you’re 
productive…doing the things we need from you. 
Thank you.”   If I hear one more leader say, “That’s 
what their paycheck is for….”  

Be curious when things don’t go well.  How often 
do things not go well? Every. Single. Day. Step one is 
to have your mind in the right place about this. 
Expect that things will not go as expected. Unless 
you’re dealing with a chronic underperformer, 
employees deserve to be able to share the story. My 
absolute favorite question for a leader to have in his 
or her toolbox is “What happened.”  “You missed the 
deadline. What happened?”  “You lost your temper in 
the meeting today. What happened?”     

Manage your emotions. This is critical. Human 
beings remember moments of disrespectful 
treatment for a long time.  If you are an aggressive 
person or a passive aggressive person�toward your 
employees�get a handle on this. Use your words, not 
your emotions. 

Care about people. Life is difficult. Every day, 
employees face challenges at work and in their 
personal lives. Be in tune to the needs of your 
employees, and demonstrate to them that you care. 
People matter. 

Each of these could be considered a small nugget, 
most of them leaning toward positivity in someone 
else’s day. Make no mistake about the big difference 
these things make in the human experience. 

Aleta Norris provides an ongoing column on developing 
better leadership skills. She is a leadership expert and 

Principal at Living as a Leader LLC.
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Leaders! Shift from DOING to LEADING

Most leaders are, first and foremost, high-performing 
individual contributors. For most, the ability to get 
stuff done is what landed them their leadership role.   

And guess what? This high-performing, 
get-stuff-done passion does not go away just 
because of a promotion. 

I’d like to tell you about Rebecca. Like so many 
leaders, she was consumed by her project list, as well 
as her endless list of required meetings every day.  

Rebecca prided herself on all that she could 
accomplish in a day. Although she was in a leadership 
role, she was quick to remind her team that she was 
also expected to attend meetings, participate on 
project teams, and get her own work done on behalf 
of the company. 
  
The Problem: Rebecca was regularly annoyed by 
the needs of her employees

“Why can’t they just do their work?” Rebecca often 
thought. “I didn’t need all of this attention from my 
boss…and still don’t actually.” Rebecca’s employees, 
meanwhile, were frustrated that she was often 
unavailable, even keeping her door shut if  she wasn’t 
away in meetings. And when they knocked on her door, 
they were often welcomed with a “now what?” sigh.  

The solution/the approach

Because Rebecca was systematically (and in fairly 
short order) creating frustration—even resentment—on 
her team, her boss, Mike, sat down with her to share 
these concerns. While Rebecca was defensive and 
touted her excellent track record for getting results, 
Mike explained that she is no longer measured only 
on her own work accomplishment but—even 
moreso—on the success of her team. 

Rebecca agreed to begin making a conscious effort 
to make herself available to her team. She 
incorporated two of our strategies: a) Schedule 
leadership and b) create a visibility plan. As you read 
the examples that follow, you’ll see how Rebecca 
wove some things into her regular schedule and 
made herself visible (and accessible) to her team.

1. Every day, Rebecca talks to at least one of her  
 employees to ask how their day is going and learn  
 what they need from her.  

2. Every morning, Rebecca comes out of her office at  
 9:00 am to say good morning to all of her   
 employees. This seemingly small gesture makes  
 her more available to her team if they need   
 something to get started for their day. 

3. Rebecca now leaves her door open as a sign of  
 availability. 

4. And, my favorite—she stopped sighing.  

The result

Rebecca has learned that a key expectation of her 
new role is to, in fact, make time for her employees. 
By helping to maximize their productivity and 
satisfaction in their roles, the department is getting 
more accomplished, and her employees feel better 
about coming to work. 

What about you? Do you have opportunities to 
become more available to your team?

Aleta Norris provides an ongoing column on developing 
better leadership skills. She is a leadership expert and 

Principal at Living as a Leader LLC.
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Learning from Leaders in our Community

Recently KABA hosted Inspire Kenosha, a day-long 
summit focused on leadership and leadership 
development. This was our third year hosting such 
an event, but this year’s format was decidedly  
different. We moved away from re-broadcasting 
content from a national leadership conference held 
elsewhere and instead delivered a line-up of live 
speakers, real 
and in-person, 
from Southeastern 
Wisconsin and the 
surrounding region.

Top level leaders 
from InSinkerator, 
Snap-on, ULINE, 
Gateway Technical 
College, Living as 
a Leader, and LMI 
Packaging 
Solutions 
presented and 
shared their 
experiences and 
leadership insights. Richard Sheridan, author of Joy, 

Inc. and CEO of Menlo Innovations in Ann Arbor, 
MI, keynoted the event by sharing how his company 
wins by creating a joyful work environment 
Participant feedback was overwhelmingly positive 
and we are already thinking about how we raise the 
bar next year.

 In the interim, we will be  
 expanding the Inspire  
 Kenosha brand to 
 provide more content on  
 leadershipTodd Battle  
 and leadership   
 development. In future  
 newsletters, you can   
 expect to hear thoughts  
 on leadership from local  
 business and community  
 leaders in this space and  
 a regular column from  
 leadership expert Aleta
 Norris. Aleta  kicks off this
 new focus with a column
 on the importance of
 positive feedback.

Todd Battle is the President of the Kenosha Area Business Alliance.
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The Importance of Having a Vision

When an organization focus their time and attention 
on community goals, their work becomes a reality. 
Whether you believe in the power of intention, the 
law of attraction, or big audacious goals…having a 
vision and a focus will funnel our energy towards 
that end. Within an organizational context, 
importance lies not only in having a vision, but in 
having a shared vision based on shared values. 

Trust in leadership is planted like a seed when a 
vision is shared with others; sprouted once a path 
towards the vision has been planned; and it grows 
with every interaction as step by step the team 
works to make the vision a reality.

Each member of your team helps further define the 
vision. The team assembles a plan and acts 
methodically, step by step, to carry out the plan. A 

good plan leads the way, and a leader’s role is to 
keep the team true to the vision, ensuring that the 
plan carries forward consistently over time. The 
ability to listen and place information into the 
context of the larger view, patience, the ability to 
step back and assess, adjust and move forward are 
all made possible when you begin with the end in 
mind, when you have a vision. 

Michael Pollocoff recently retired as the Village Administrator and 
lead visionary at the Village of Pleasant Prairie, a position he had 
held since 1985. 
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Learning vs. Mistakes

Learning versus mistakes; I am reminded of the 
differences every day. The differences are something I just 
know and not yet wisdom, as it is still not second nature 
for me to see them right away. My executive staff often 
needs to remind me to stop using that word ‘mistake’ 
when I mean learning.

One sunny, summer day after I had recently taken over as 
General Manager of LMI Packaging at 33 years old, I 
received a call from one of our suppliers. He let me know 
that a material order he was holding for us was going up 
in price the next week and if I released it today I could 
save money. It was more than $10,000.00 which seemed 
like a lot of money to me, and still does. So I said YES 
RELEASE IT! I was so grateful for the warning and so 
proud of myself. It was the first time I had made such a 
major decision in the business and I felt like I had really 
come of age.

Fast forward one week and I am driving to work. As I 
reached our building, I noticed five semi trucks backed 
up along the road and traffic backed up for a mile as a 
result. I wondered what that was about, happy that I was 
at work now and didn’t need to have anything to worry 
about it. Boy was I mistaken.

When I walked into the building everyone was in an 
uproar. It seemed that all five trucks and the one in the 
dock were for us, delivering a hundred thousand pounds 
of aluminum coils. We had no room in the warehouse to 
put them. We didn’t have the crew or the equipment to 
efficiently unload them.

And soon enough I would learn that we also didn’t have 
the money to pay for them.

I had never considered all this. I had thought the $10,000 

savings was a no brainer. What did I learn that day and 
the next few weeks? I learned about inventory turns, cash 
flow, and taking responsibility with six fuming truck 
drivers, a line of screaming drivers, bankers, and 
employees. Unfortunately there was no one there to 
remind me I hadn’t made a mistake but had made a 
learning.

As the business grew I found out that I would not be the 
only one in the company making mistakes-learnings. I 
remember the day they delivered the brand new lathe we 
bought. Everyone was excited; we had finally spent the 
money to buy a highly precise piece of equipment. The 
plant foreman had been after me for months to make the 
investment. He walked into my office later that day, his 
face was ashen white. As he was unloading the lathe, it 
fell off the truck onto the concrete floor. No one was hurt 
but its ‘highly precise accuracy’ was now questionable. 
What did I learn? I learned that people are typically 
harder on themselves then I could ever be on them and 
often when they make mis-learnings all they really need is 
understanding and support. I also learned what FOB 
Supplier’s Dock meant: Once it leaves their dock it’s ours.

I realized that my job was not to protect people from 
making mistakes but to make sure that any mistakes 
learnings they made would not cost so much that they 
put the company under.

There are mistakes, of course, when we do the same 
thing again that didn’t work the first time and when that 
happens it makes me crazy. But typically we make 
lemonade out of lemons, never quit so we never fail and 
support each other through all the mistakes learnings.

Jean Moran is the recently retired CEO of LMI Packaging Solutions. 
She is also an invaluable advocate for the community, participating 
in many important initiatives including Building Our Future.
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Leaders: Bring your passion

What is Leadership? From my perspective, it’s a 
state of mind. One that starts with passion. Passion 
drives inspiration and with good leadership, the 
result is the ability to create a vision and have it 
become reality.

Leadership comes in many forms; leaders can be 
the CEO of an organization or a first year employee 
who leads a team to success behind the scenes. 
When driven by passion, no vision is too great or 
too small.

Having grown up in Kenosha, I’ve watched our 
community grow and evolve, and have developed a 
passion and belief that young professionals like 
myself have a lot to offer the community and that 
our community has a lot to offer young 
professionals. The perception that Kenosha is a 
great place for young professionals to live and work 
is something that I’m proud to have an impact on.

As president of the Young Leaders in Kenosha 
(YLink) advisory board, I’ve had the experience and 

privilege to lead our organization and its mission of 
connecting young professionals to each other and 
to the community. With the help of very talented
young leaders who share my passion, we have 
developed and are executing a three year strategic 
plan to achieve our mission.

As part of the leadership team, I hope my passion 
inspires others to build on our existing ideas for the 
future. My vision is that through a shared
passion, we work to create a bridge for young 
professionals and our community, while developing 
a comprehensive talent network in Kenosha for the 
area’s workforce.

It’s difficult to inspire others if you’re not inspired 
yourself. So if you want to do something really well, 
do something that you believe in. YLink is 
something I believe in. It’s one of my passions. 
What’s yours? 

Annette Stich is a Quality Assurance Manager at Fair Oaks Farms. 
She also serves as President of YLink, Kenosha County’s young 
professional association.
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The ROI of community involvement

I love Kenosha and my list of reasons why is almost 
limitless. But near the top is the great leadership 
ROI I have received during my 36 years of 
community involvement.

I moved here upon college graduation, but my real 
education and growth came from working and 
volunteering alongside the incredible people who 
built and developed Kenosha.

Through volunteerism and engaging in activities, 
I’ve learned about social services, community 
infrastructure, non-profit funding and human 
resource challenges, cancer research, marketing
and communications, concerns of the minority 
communities, government operations, the arts and 
business development.

I’ve grown. I’ve networked. I’ve met people and 
learned skills from them that I take forward to the next 
opportunity. I’ve gained wisdom, sometimes through 
missteps and over-committing. And I’ve gotten to 
know some wonderful people along the way.

I feel Kenosha is the perfect sized community for
professionals to become. No, I didn’t leave a word 

off the end of the sentence. Kenosha is large 
enough (and growing!) to offer nearly every type of 
opportunity, yet small enough to need the 
volunteer or new employee who is just forming 
their skillset.

Those of us with “mature” professional careers have 
a different kind of investment opportunity: to 
encourage others to volunteer. Some of us are so 
used to saying yes (someone once used the term 
“helium hand”—love it) that we forget one of the 
best things we can do is say, “No, but let’s see if 
‘Sarah’ can volunteer some time—she has great 
organizational skills and could lead this”.

Encouraging others’ talents is a way of 
communicating confidence in the other individual’s 
potential and giving them the opportunity to help 
the community while building their skills and 
knowledge.

Investing time and talents in Kenosha pays great 
leadership dividends and strengthens the future of 
our community. 

Jayne Herring is the Director of Marketing & Communications
at Gateway Technical College, an accomplished artist and tireless
community volunteer.
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A Passion for Lifelong learning

Many people don’t know that I first entered 
college with ambitions of becoming a physical 
therapist. It was there that I discovered my 
passion for helping others and my true love of 
learning. Upon this realization, I made a 
change in schools and focused on becoming a 
physical education teacher. 

What I didn’t realize about myself at the time is 
how passionate about learning I would be. 

I quickly learned one of the joys of teaching 
children is witnessing moments when they 
truly comprehend what is being shared with 
them. It may seem little, but seeing those 
ah-ha moments is inspiring. This drove me to 
learn as much as I could about how students 
learn and the teaching profession because I 
wanted to make a tremendous impact in the 
lives of all children. 

While I had always been strong in school 
academically, I found myself immersed in my 
studies and loving every minute of it. Not only 
was I gaining valuable knowledge, I was truly 
enjoying all that I was reading, hearing and 
researching – it was energizing! I loved 
learning about teaching, students and the 
unique gifts that each child brings into this 
world so much that I pursued and attained 
both my masters and doctorate as well.

If you are truly passionate about something, 
you will want to learn more and do more. Your 
passion becomes your motivation to learn 
more, and the knowledge you gain can bloom 
into amazing things, such as landing your 
dream career. 

In the words of Alfred Mercier, “What we learn 
with pleasure we never forget.” 

Dr. Sue Savaglio-Jarvis is the Superintendent of the Kenosha 
Unified School District, the fourth largest in the state of Wisconsin. 
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Something entirely my own, cont.

by women.  I also maintain my mindset for 
keeping our planet healthy and I carry lines 
that are made of recycled materials, such as 
cute tote bags made of recycled New York City 
billboards (sold currently only in New York 
state and Authentique).

I believe in the experience of shopping for a 
gift and I try to make it special and fun.  To this 
point, every Saturday and Sunday we serve 
mimosas and Racine Kringle, we host private, 
evening shopping soirees with local live music 

and always cater to the little people and furry 
friends of our clients.  Through the years, I’ve 
learned that authenticity is the best way to 
achieve success and true happiness.  It has 
been my mantra and why it became the name 
of my store.

Also, sometimes a girl wants a martini at 2pm 
on a Monday, which is why we serve mimosas 
on the weekend.  Vodka is gone by Friday.

Kimberly Warner is the Owner of 
Authentique Gifts in Downtown Kenosha

On Leadership

Summer 2018

Something entirely my own

A shoe.  Can you believe that?  So superficial, I 
know but hear me out.  From the moment I saw 
that positive pregnancy test I thought I would 
never be anything other than the happiest stay 
at home mom on earth.  Yeah, well that job isn’t 
as easy or as fun as I thought it would be. Don’t 
get me wrong, motherhood is an absolute 
irreplaceable joy and being fortunate enough 
to stay home with my babies—a gift.  Many days 
ended and I was happy but often felt like a 
mop in the corner, can anyone relate to this?

And 8 years ago, my journey as a woman in 
business began.  My pre-married life consisted 
of managing many retail businesses and 
training others to engage customers and sell 
but my new ventures all started with wanting to 
get out of my pj’s each day and have a shoe 
budget.  I was introduced to a company called 
Norwex, via my sister, and as soon as I used 
that amazing cloth, I was hooked.  Going to do 
home parties seemed so “not me,” I typically 
felt sorry for those moms that sold baskets or 
lipstick and I figured they never made any 
money.  Now here I am…selling rags??

However, this superb company and all the 
amazing women I met, made it a mission I 
wanted to adopt for life.  Norwex is top of the 
line microfiber and healthy cleaning products 
and they changed my life.  As I began doing in 
home parties and making friends/customers, I 
invited others to come along with me; and to 

my surprise, they said yes!  Before long I had 
the number 1 selling team in the country.

I still do in-home Norwex parties and still invite 
others to join me to create healthier homes and 
safer havens.  My top selling team is over 
11,000 women and several are top leaders in 
the world.  I enjoy training and mentoring other 
stay at home moms and working moms alike to 
find their potential and see their true gifts.

Through this process, I realized that although I 
loved my full-time job, my husband and my 2 
children, I still wanted more.  I wanted 
something that was entirely my own that I built 
from the ground up and something that 
exemplified who I was as a person.   It was then 
that Authentique was born.

French for authentic, Authentique is my “little 
beach house”.  Many people earn success and 
buy second homes, boats, or pairs and pairs of 
shoes but I realized what makes me even 
happier than a pair of Jimmy Choos is seeing 
smiles on the faces of other people.  I have 
always known that gift giving is my love 
language but I never realized it would become 
my children’s legacy.  At Authentique, we 
perfect the love language of gift giving.  I take 
great care in finding companies that are 
unique and not sold anywhere near our area.  I 
believe in supporting other small businesses 
within my small business and most are owned 

continued on next page >
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The ROI that Beats the Stock Market

The buzz in recent years on the importance of 
early childhood has been deafening. Research 
has shown that investing in quality
care and programming at this young age, 
specifically for our most disadvantaged 
children, set families up for success from very
early-on leads to a 13% return on investment 
annually. Kenosha County residents of all 
generations, and our economy, would
benefit widely from this return. Setting families 
up for success from very early-on is the work of 
our Smart Beginnings Network.

Dr. Diane Gerlach, pediatrician at Aurora 
Health Care and champion of this work, 
demonstrates this. “When children are 
struggling early on, they tend to have behavior 
problems. This adds stress to the parent who 
may also be struggling with parenting, and it
bleeds over to their [employment] with poor 

productivity and attendance. Identifying 
problem areas early allows for early treatment,
which decreases their struggles and behavior 
problems, which decreases parent stress. This 
creates better current and future employees.” 
Smart Beginnings brings together community 
partners to directly address the importance of 
early childhood through alignment of 
programs and systems.

We are already seeing small wins with this 
alignment. Suzi Wolf, Early Intervention 
Program Manager at KAC, shares, “Providing 
services before a child is school age is more 
effective and less costly because the 
developing brain is the most capable of 
change.” Is this an investment we can
afford not to make? 

Lynn Debilzen is Manager, Birth to 8 at 
Building our Future. Learn more at

buildingourfuturekc.org.
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Work hard. Treat people the right way. Be accountable. Lead by 
example.

Throughout my career, when someone has 
asked me for advice, after laughing a bit about 
the fact that they're asking ME, I've always 
responded the same: “Work hard, treat people 
the right way, be accountable and lead by 
example. Surround yourself with great people. 
Always say thanks."

My reasoning behind it was simple. If you do 
those four things, you'll always get the benefit 
of the doubt. If you work hard, people will 
respect you. If you treat people the right way, 
people will like you. If you are accountable, 
people can count on you to do what you say 
you're going to do. And if you lead by example, 
you earn trust and people will follow your lead. 
If people respect you and like you, and can rely 
on you and trust you, it makes a leader that 
people want to follow.

While I still believe in those four things, I've 
learned one more thing that I believe is just as 
important, and probably most important.

The thing that has helped me the most as I’ve 
learned how to become a leader, is becoming 
aware of my many weaknesses, and 
surrounding myself with great people. Not only 

do I surround myself with great people in a 
moral sense, but I surround myself with people 
who are especially great at those things that are 
my personal weaknesses.

Early in my career, I used to find myself 
struggling to do it all. And while I still tried to 
work hard, treat people the right way, be 
accountable and set an example, it wasn’t easy 
to be a leader.

My desk would show you that I’m unorganized. I 
would never be called “detail oriented.” I usually 
run a few minutes late and I’m far too 
comfortable doing things at the last minute. 
However, I’m surrounded by great people who 
are polar opposites of me. I know my 
weaknesses and I can guarantee you that they 
are VERY well aware of my weaknesses. I’d be 
lost without my team and I make sure they know 
it. With the team I’m surrounded by, I’m able to 
focus on my strengths and move our 
organization forward.

My path to leadership is ongoing and imperfect, 
but I stay open-minded and often fall back on 
those big four values and the people around me. 

Jake McGhee is the Chief Executive Officer 
of the Boys & Girls Club of Kenosha.
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True LEADERS must be SERVANTS first!

To me, servant leadership is the only way to 
guarantee great relationships and great results. 
Why? When you treat people well (catch them 
doing things right), praise them when they are 
doing well, and redirect them when they get off 
track; when you empower them to do their very 
best, you will get positive results. As a leader, I 
personally like to take a more holistic approach. 
This just means, you must understand your own 
unique organizational culture. You must be able 
to hold leaders accountable to seeing that 
vision through. You must analyze real data 
gathered from your workforce to gage the 
effectiveness of both. Good leadership leads to 
a strong culture, which leads to a successful 
organization. I believe, the best leaders are the 
ones who see the bigger picture, how it all 
works together, and put in the hard work to 
improve the organization as a whole over time.

By creating a holistic approach, it requires me to 
look at the bigger picture and see the 
relationships between the people and the 
organization as well as the organization and the 
community to which we serve. I, as a servant 
leader, view the people on my team as more 
than just staff. They are part of the 
organizational family.

Growing as a leader, I personally was taught that 
you must serve first. You can’t expect people to 
follow you, if you’ve never served or are not 
willing to continue to serve. You can’t ask your 
team to do things that you yourself are not 
willing to do. Leaders lead by example. People 
need to be encouraged to be who they are, and 
their individual strengths need to be identified, 
cultivated, and celebrated. To do this, servant 
leaders need to create an environment where 
team members can feel comfortable to take 
risks and make mistakes so they can discover 
their strengths.

Once a servant leader has created a team that 
works together and takes responsibility for each 
other, they can step back and concentrate on 
supporting the team rather than directing it. As 
a leader, I must still provide the vision and goal 
for the team, but how the team gets there can 
be decided by the empowered individuals on 
the team. Organizations need servant leaders in 
their workforce. I have experienced the negative 
impact of self-serving leaders in every sector. I 
hope you will not only implement servant 
leadership in your organization but also spread 
the word to everyone who will listen. I believe 
that someday everyone, everywhere will be 
influenced by a servant leader or become one

Tamarra Coleman is the Executive Director of the Shalom 
Center of Interfaith Network of Kenosha County, Inc.
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Tamarra Coleman is the Executive Director of the Shalom 
Center of Interfaith Network of Kenosha County, Inc.
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Positivity x Progress x People, cont.

Andrew Gavin is the Director of Athletics at 
the University of Wisconsin - Parkside. 

outlook and environment, and you will develop, 
help, and impact people. Focus on all three Ps 
and multiply them together, and sit back and 
watch the magic happen!  

Disclaimer: The reverse multiplying effect can 
happen as well, but that is too negative of a 
topic for me to address. 
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Positivity x Progress x People

When I took the job as the Director of Athletics 
at the University of Wisconsin-Parkside, I was a 
few years ahead of schedule, in my own mind. 
My experiences prepared me for the job, but I 
was not ready to walk in on day one as this 
buttoned up leader with my polished core 
values, expectations, and leadership speech. 

With this in mind, through self-reflection I 
created #RangerIMPACT to show our 
student-athletes, campus, and community my 
guiding principles and set the foundational 
values for Parkside Athletics. 
     > Inspire Others 
     > Mindful of Mission
     > Positivity x Progress x People 
     > Appreciation of Differences
     > Commitment to Community 
     > Telling Our Story

For the purposes of this column, I want to focus 
on the #RangerIMPACT value I consider a 
multiplier – Positivity x Progress x People.

Positivity
I’m a glass half full person, arguably to a fault 
sometimes. If I’m doing a basic SWOT analysis, 
the S and O lists are going to grow more rapidly 
than the W and T. A positive, optimistic focus on 
a day-to-day basis, even in the face of adversity, 
allows me as a leader to shift my mindset to the 
solution. It also fosters creativity, productivity, 
and vision. Acknowledging and understanding 
real challenges is critical, but what if we spent 

no more than 10% on the problem and 90% on 
the solution? As a leader, a positive, 
solution-focused outlook can spread quickly to 
those around you.
 
Progress
We have all heard a version of the following… if 
you are standing still, you are going backwards. 
For me, that mindset of progress is fuel. My 
mind races when it comes to progress. When I 
ask myself questions, most are related to 
progress. “What is our next opportunity to 
improve?”… “What should we be doing 
better?”… “What do we need to accomplish?” I 
hope our staff would attest that we try not to 
miss opportunities to celebrate progress, but 
we do not rest on our laurels long before 
asking, “Now what, what’s next?”

People
Most importantly, focus on people. Focus on the 
people you impact. People you serve. People you 
are working for. People you are working 
alongside. People that complement (and 
hopefully compliment) you. People that challenge 
you. Surround yourself with good people 
focused on working together to impact people. 

The Multiplying Impact
If you multiply any two of the Ps, I believe you 
will inevitably accomplish the third. Multiply 
your positive attitude with good people, and 
progress is undeniable. Take good people and 
multiply them with a focus on progress, and 
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Missed Opportunities of Leaders

Most leaders are very busy with their own stuff. They 
have tasks to accomplish, projects to complete, and 
meetings to attend. And, they miss opportunities to 
lead people.

I have been coaching and training leaders for years. 
In our organization, it is what we do. And, in 
fairness, we know leaders do not intend to miss 
opportunities for leadership. It happens when they 
are not choosing intentional leadership. They 
schedule meetings, they track deadlines, and they 
do not DESIGN leadership. More than that, 
employees are sometimes handled as a nuisance. 
You’ve seen it: An employee knocks on the door 
and says, “Hey do you have a moment?” The leader 
says, “Sure, come on in.” Their eyes say, “I wonder 
how long this will take.” Sometimes, that part of it is 
even more blatant, as they continue to type on their 
keyboard, saying, “Go ahead, I’m listening.” 

So where are leaders missing opportunities to 
maximize productivity and engagement. Below is a 
short list of what we’ve seen:

Leaders do not have a tough conversation, many 
times because of fear of offending someone. The 
missed opportunity is in making a difference in this 
employee’s life. Ten years from now when someone 
asks this person who contributed to their success, 
let it be you. Ensure that they will say, “I had a boss 
who sometimes told me things I did not want to 
hear. And, now I’m so glad. I’m better because of it!”

Leaders do not manage their volume of negative 
feedback. The missed opportunity is in helping to 
keep people motivated and feeling positive about 
what they’re contributing.

Leaders do not provide enough positive feedback. 
The missed opportunity: “What gets rewarded gets 
repeated.”

Some leaders 
do not treat 
people with 
respect. The 
missed 
opportunity is 
reflected in 
this employee’s 
comments: 
“What I really 
like about my boss is that he treats me like he would 
want to be treated. I have a lot of respect for him 
and will do anything to make sure we accomplish 
what we need to.” 

These are not the only missed opportunities. I 
encourage you to think through these and add 
more of your own. Keep in mind that the employees 
you lead are human beings. They deserve to be 
valued, supported and appreciated, while being 
held accountable. Do not miss this opportunity!

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Leadership and Positive Feedback 

69% of American workers would work harder if they 
were better recognized and appreciated. 
(Globoforce Workforce Mood Tracker, 2011)

By understanding what current research is telling us 
about employees and about leaders….well this is 
one way to hone in on key strategies for maximizing 
employee performance and engagement. Many 
(though not all) employees experience some 
degree of disappointment day in and day out at 
work. Very often, it is because of a lack of feeling 
valued or of feeling assured that they’re on the right 
track at work. 

It remains that positive feedback is one of the most 
under utilized responsibilities of a leader! And think 
about this….it doesn’t cost a penny. 

Why then are leaders not providing more 
recognition, appreciation, positive feedback and 
gratitude? There are a number of common reasons 
(all of which you can note do not have anything to 
do with ‘malicious’ intent): 

> They do not think about it. 
> They do not have a disciplined plan of   
 accountability for themselves to give it. 
> Some think a paycheck is feedback enough. 

> Some don’t do it, because THEY do not receive  
 these things from their leader. 
> And some just don’t believe in it. They liken it to  
 ‘coddling’ people. 

Consistently within organizations, there is a 
disconnect between the needs of employees and 
the needs of leaders. The number one need for 
leaders is to get results, and the number one need 
for employees is to feel fulfilled while working to 
achieve results. We often refer to the flashing sign 
that inadvertently exists on the forehead of every 
employee – MMFI. This stands for “Make Me Feel 
Important.”

Positive feedback has a powerful impact. The 
human need to feel important is fairly universal. 

A high-performing employee we know recently 
shared with his boss, “Since you’ve been more 
intentional about your leadership, you have been 
giving me more positive feedback. I appreciate it, 
and it makes me want to work even harder.”

Try it this week! Challenge yourself to a minimum of 
five doses of recognition, appreciation, feedback 
and gratitude!

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Ask Them How They’re Doing

Employees want to work for leaders who are 
intentional about their expectations and who also 
care about how things are going for the employee. 
And, employees want to have conversations.

Whether you have a performance review process in 
your organization or not, I encourage you to weave 
in a conversational process like the one outlined 
below. At times, in the formality of the performance 
review process, leaders are too stiff and tell 
oriented.

In your conversation, you may consider questions 
like:
   
1) In general, how has this year been for you? What  
 did you feel particularly good about? What did  
 not go particularly well for you? 

2) In what ways have you grown over the past year?

3) Where did you experience missed opportunities  
 or disappointments?

A few tips as you go into the conversation

Going into this conversation, a few reminders for you:

1) Remember, this was their experience. Let them  
 own it; allow them to do most of the talking.

2) As they share reflections, you will want to delve  
 deeper:

> “Tell me more about that”
> “Can you share a couple of examples?”
> “How did that make you feel?”
> “What was the impact of that?”

3) After they have shared:

> Acknowledge their perspective, particularly   
 where you have noted agreement.
> Add your perspective
> Avoid the phrase, “Now, let me tell you what I  
 think.”
> Instead, use the phrase “Let me add a few things  
 that you didn’t mention (or that I see   
 differently).”

In my next column, I’ll talk about planning and goal 
setting for the coming year. 

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Accidental Leadership

“His employees are miserable; They despise him.” 

“He is the best machinist we have ever had in our 
facility.” 

“As a leader, he is intolerant.  As a person, he is one 
of the nicest guys I know.”  

These are just a few of the comments shared with 
me by an HR Manager during a one-hour 
conversation about a struggling leader - a plant 
superintendent with 15 direct reports.  She went on 
to explain, “With the company for over 30 years, 
there is no one in the facility who knows the 
equipment better than him – how to run it or how to 
fix it.”  

Later that same day, during my conversation with 
this leader, he said to me, “Why would I ask 
anyone’s opinion when I know all of the answers?”   
He also shared, “Listen, essentially these people 
willingly sign on to show up every day under a 
dictatorship for eight hours. We’ve got a lot of work 
to do, so I tell them what to do, and they do it.”  
 
I asked him a number of questions: “How do you 
feel about being a leader? What are your strengths?  
Your weaknesses?  What does it mean to be a 
leader?  How do you believe you affect these 
people?”  He said to me, “You are asking me 
questions I have never even thought about.  No one 
has ever asked me questions like this.”   

What is happening here (and you already know the 
answer)?  This organization promoted its best guy.  
Then everyone assumed he would be a great 
leader, just as he has been a great machinist.  It very 
seldom works to promote someone into 
leadership….then just leave them alone to figure it 
out.   He is, as we refer, an accidental leader.     

Considering the 1000’s of leaders we have worked 
with over the past 15 years, the most common 
feeling of these leaders (when being intentionally 
developed) is Gratitude. We often hear them say, 
“For the first time, I feel confident.  I’m so 
appreciative.”      

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Leading Change

“When something new begins, somethings old and 
familiar ends.”

Leading change efforts in organizations is rarely 
easy.  And from what research tells us, it’s rarely 
successful.    

The human factor is where leaders need to 
focus!

Much of what gets written about focuses on change 
from the organizational level – the strategic 
execution of the change effort.   Our view of change 
is often formulaic.  If we plan, communicate and 
implement well enough, everything will fall into 
place.  The reality is that successful change requires 
people to change.  So, as leaders, if we want to be 
more successful at leading change, we have to be 
better at helping people overcome their 
disappointment, fear and resistance.  

Example:  A local organization built a beautiful, 
state-of-the-art manufacturing facility.  The female 
assembly workers struggled to accept this change, 
because they now had to keep their purses in 
lockers, and the restrooms were a good 
three-minute walk from their work stations.  

Example:  In another organization, a multi-million 
dollar software implementation was compromised, 
because employees were upset by their discomfort 
with the system and, even moreso, with the lack of 
support AND empathy from their leaders.  The lack 
of care from the leadership led to resentment and 
an adverse impact on productivity.  

In both of these situations, organizations spent 
millions of dollars on the change itself.  Neither 
invested in equipping leaders to effectively 
respond to the predictable concerns or pushback 
of the employees.  

In all change situations, leaders need to be 
equipped with an understanding that employees 
may struggle.  The most effective leaders will 
proactively do the following:  1) Listen to what the 
employees are feeling; 2) Show empathy and 
support; 3) Involve employees in shaping change or 
the implementation of change; 4) Provide praise 
and encouragement; and 5) Provide training and 
support. 

The human side of change is your key.  For your 
employees, the little things are the big things.    

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Set Employees Up For Success

In my previous column, I provided a framework for 
the annual performance conversation. The key word 
is ‘conversation.’ Employees want to talk WITH their
leaders! Employees also have an interest in talking 
with their leaders regularly about their performance, 
not just once a year. We are seeing more and more 
of our customers shifting toward a continuous 
coaching model, in lieu of the annual review.

With this in mind, ongoing conversations (as well as 
the annual review) will be more meaningful if they are 
tied back to intentional planning. Planning is the first 
step in maximizing the performance and fulfillment 
of your employees. During the planning phase, you 
will want to create clarity around two things:

1. What are the roles and responsibilities this
 employee is intended to fulfill? Take a look at
 your position description for each role? How
 detailed is it? Is it written in such a way that your
 employees can go home each day confident in
 what they have accomplished? Beyond a written
 description, it is also helpful for your employees
 to know you expect a “whatever it takes”

 approach to serving both internal and external
 customers. The written description is a guide for
 the major part of the role.

2. What are the goals for this employee for the
 year? Goals can be written for special projects,
 for professional development and for correction
 of something that is currently below expectation.
 You will want to ensure your goals are SMART:
 Specific; Measurable; Agreed-Upon; Realistic;
 Timed.

An example of a goal that is not SMART: Improve 
your communication skills.

An example of a goal that is SMART: To improve 
your communication with customers, effective
immediately, return all customer calls and emails 
within 24 hours or receiving them, and have zero 
typos on all written documents.

Make sure to schedule time for planning.  
Employees appreciate this intentional leadership!

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Understand Yourself and Others

As we work with leaders to support their 
development, an understanding of behavioral 
tendencies of humans is a favorite part of the 
process.  We rely on the use of the DISC Behavioral 
Style profile.  In this column, I will summarize the 
key attributes the four styles.    

The Dominant Driver, who has a direct nature with 
a task orientation while doing work, is valuable to 
an organization because of their drive for results.  
They take on challenges and make quick decisions, 
relying on a combination of data and instinct.  They 
need to be careful as they work with others because 
of a natural tendency to be abrupt and abrasive.  
They are motivated by having a sense of control for 
both themselves and others.   

The Influencing Expressive, who has a direct 
nature with a relationship orientation while doing 
work, is valuable for their creativity and ability to 
rally groups of people around key initiatives.  Their 
relationship orientation is ‘one to many,’ and they 
tend to be the cheerleaders, known for 
participating in teams, sharing ideas and energizing 
others.  They need to be careful about their 
tendency to be easily distracted when, in fact, they 
may have additional details to attend to on things 
already in motion.  They are motivated by 
acknowledgment for their contributions.   

The Steady Amiable, who has an indirect nature 
with a relationship orientation while doing work, is 
valuable to an organization because of their 
genuine care for others.  Their relationship 
orientation is ‘one to one,’ and they like working 
behind the scenes, performing in consistent and 
predictable ways and being good listeners. They 
need to be careful about their tendency to avoid 
uncomfortable situations because of the need to 
preserve relationships. 

The Compliant Analytical, who has an indirect 
nature with a task orientation while doing work, is 
valuable because of their typically extreme 
attention to detail.  They are often sticklers for 
quality, planning ahead, employing systematic 
approaches, and checking and rechecking their 
work for accuracy.  They need to be careful about 
their tendency to take too long or to strive for a sure 
thing.  

Without an understanding of the innate differences 
of people, it is too easy for us to get caught up in 
what annoys us about others, particularly when their 
behaviors do not match our own.  The ultimate goal 
of strengthening this understanding is to help foster 
tolerance for and appreciation of differences.   

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Leading Change

“When something new begins, 
something old and familiar ends.”
Leading change efforts in organizations is rarely 
easy.  And from what research tells us, it’s rarely 
successful.    

The human factor is where leaders need to focus!

Much of what gets written about focuses on change 
from the organizational level – the strategic 
execution of the change effort.   Our view of change 
is often formulaic.  If we plan, communicate and 
implement well enough, everything will fall into 
place.  The reality is that successful change requires 
people to change.  So, as leaders, if we want to be 
more successful at leading change, we have to be 
better at helping people overcome their 
disappointment, fear and resistance.  

Example:  A local organization built a beautiful, 
state-of-the-art manufacturing facility.  The female 
assembly workers struggled to accept this change, 
because they now had to keep their purses in 
lockers, and the restrooms were a good 
three-minute walk from their work stations.  

Example:  In another organization, a multi-million 
dollar software implementation was compromised, 
because employees were upset by their discomfort 
with the system and, even moreso, with the lack of 
support AND empathy from their leaders.  The lack 
of care from the leadership led to resentment and 
an adverse impact on productivity.  

In both of these situations, organizations spent 
millions of dollars on the change itself.  Neither 
invested in equipping leaders to effectively 
respond to the predictable concerns or pushback 
of the employees.  

In all change situations, leaders need to be 
equipped with an understanding that employees 
may struggle.  The most effective leaders will 
proactively do the following:  1) Listen to what the 
employees are feeling; 2) Show empathy and 
support; 3) Involve employees in shaping change or 
the implementation of change; 4) Provide praise and 
encouragement; and 5) Provide training and support. 

The human side of change is your key.  For your 
employees, the little things are the big things.  

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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One step to increased employee retention

Let’s face it. When we forecast our annual budgets, 
we calculate how many new hires we need, how 
much we are willing to spend, and what resources 
we will use to bring them inhouse. But how 
accurately are you measuring employee retention 
within your organization and the cost that goes 
along with turnover? Moreover, what are you doing 
to ensure your top performers remain engaged and 
happy working for your organization?

Here’s a stat: 80% of employee turnover is due to 
bad hiring decisions (Harvard Business Review). That 
means companies are making long-lasting mistakes 
right from the beginning.  In addition, one of the top 
10 reasons top talent leaves a company is because 
they don’t feel they are contributing directly to the 
company’s goals and objectives (The Balance).

To help combat these startling employee retention 
stats, it’s important to incorporate some critical 
steps into your interview process. 

One of the most important steps you can take to 
increase employee retention is outlining 
expected deliverables for the position BEFORE 
interview process.

Outlining deliverables with your hiring team 
BEFORE the interviewing process begins entails 
putting in writing all things the new hire needs to 
achieve in the first 30 days, first quarter and first year.  
This step is important for the following reasons.

1. It will ensure that your hiring team is on the   
 same page and that any questions or concerns  
 about the role are flushed out before   
 interviewing beings.  In addition, this helps paint  
 a very clear picture for the candidate on what  
 “success” look like for this position.    Knowing  
 up front what is expected will alleviate any guess  
 work and will install additional confidence in  
 your new hire and your internal team.

2. It will provide a better platform for a strong   
 interview with engaging questions and answers.   
 Have you heard that the average resume review  
 for an interview is a mere six seconds and the  
 typical hiring manager takes only 10 minutes  
 preparing for an interview? This way of   
 interviewing leads to critical mistakes and is only  
 6% effective in predicting performance on the  
 job for candidates. (Predictive Index).

3. It will lead to better performance from your new  
 hire.  According to a recent study, 63% of US  
 workers are let go due to performance issues  
 and failing to hit performance objectives   
 (FastCompany). It’s time to tighten up the   
 interview process and focus on the facts. Once  
 you accurately define deliverables with specific  
 timelines and expected results, you can sculpt  
 your interview questions around those   
 deliverables.  Having strong interview questions  
 around performance will lead to hiring better  
 quality candidates that will meet your company’s  
 goals and objectives.  

Jonathan Reynolds is CEO at Titus Talent 
& Certified Partner at The Predictive Index

On Leadership

Summer 2018

Leadership is everywhere

Leadership is everywhere: In organizations. In 
families. In parents. Between friends. In the midst of 
strangers. At the checkout counter. On the freeway. 
In restaurants. Between colleagues. In volunteerism.

A few things I believe about leadership:

 > It is a struggle. > It is a privilege. 
 > It is selfless. > It is noble. 
 > It changes lives. > It impacts people.
 > It is born. > It is made. 
 > It is difficult.  > It is simple. 
 > It is critical. > It is a responsibility.

And, perhaps most of all, I believe employees 
deserve strong leadership. Leaders too often think 
the leadership thing is about them: it’s about their 
promotion, their raise, their title, their power, their 
corporate climb, their accomplishments, their office. 
In fact, one leader said to his employees, “Listen, I 
want to get one thing perfectly clear; I don’t work 
for you, you work for me.” This person is missing the 
boat entirely. It’s much more humble than that. 
Leadership is a privilege. It is a responsibility. 
Leaders GET to help people.

Employees need support, encouragement, 
direction, clear expectations, candid feedback, 
recognition, a career path, a cheerleader. 
Employees need to know that they matter, that they 
even exist. We’ve heard many employees say 
something like, “I feel completely invisible… like I 
don’t really even matter.” One woman shared, “I 
want to be able to come to work every day and 
know that there is just ONE person who even cares 
about me.” Still another was passed by a manager 
in the hallway who did not even acknowledge her 
hello, said to me, “I feel like a piece of furniture.”

When you ask people what they do for a living, very 
few people respond by saying, “I’m a leader.” They 
went to school to learn a trade or craft or technical 
talent. This is what defines them. Yes. That is, until 
they become a leader. Leadership is different from 
your technical expertise, and it needs attention. The 
day you become a leader is the day you sign up to 
learn how to be a leader. It’s the day you commit to 
caring more about other people than you care 
about yourself.

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Responsibility Requires Confidence

100% of the organizations I talk with share 
something in common. A key reason for seeking 
development of its leaders is they won’t address 
issues.

This is almost universal. Several years ago, I talked 
with a company president who had a serious issue 
unfolding in his operation while I was on site. I went 
to him and said, “I think this is something you need 
to address personally.” His reply, without so much 
as a hesitation was “I’m not going out there.”

If our executives are afraid to have a conversation, it 
certainly is unreasonable to think front line leaders 
and middle leaders are equipped with the skill.

Most issues that require involvement from a leader 
will relate to performance, behavior or attendance. 
Yet, the most common response of a leader who is 
faced with an issue to address is avoidance. The 
second response is to address it poorly, in a way 
that shows disregard for the employee.

Leaders lack confidence. We hear things like:
 > I don’t know what to say.
 > I don’t want to offend them. 

 > I don’t want to hurt their feelings.
 > I don’t want to deal with their anger. 
 > I don’t like conflict. 
 > I don’t want to hurt our relationship.

The underlying message is I do not have the 
confidence to have the conversation. I do not 
believe I can have the conversation in a candid, 
respectful manner.

For many, confidence is misunderstood. To be 
confident doesn’t mean you know how to do it; to 
be confident means you trust in your ability to 
figure it out. Sometimes figuring it out requires 
reaching out to someone for help, participating in 
learning and development of some kind, or even 
sitting down with a blank sheet of paper.

Where does responsibility factor in? Leaders are 
responsible for having these conversations. A 
leader can change the trajectory of an employee’s 
future, as well as their present performance and 
fulfillment at work. This includes the work they do, 
combined with their sense of satisfaction in their 
relationships. 

Aleta Norris provides an ongoing column on developing 
better leadership skills. She is a leadership expert and 

Principal at Living as a Leader LLC.
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Time for some extreme self care

Work life is stressful, to-do lists are overwhelming, family 
commitments are demanding, and burnout is real.

I’ve worked with 1000’s of leaders over the years, 
and while stress has been an ever-present  
challenge in the lives of most leaders, something
feels different today. It’s as if the whirlwind has 
intensified. Daily, I hear stories of fatigue and 
overwhelmedness.

I have spent more and more time talking with 
leaders about extreme self-care. It is important that 
each of you show up at work as your very best
self. It is a responsibility, one that is too often left to 
chance. I encourage you to incorporate extreme  
self-care into your life.

Self-care is not about massages, manicures and 
yoga. While these can be part of your self-care   
routine, self-care is about prioritizing yourself in
the midst of too many demands. It is about getting 
a handle of your exhaustion. Below are some ideas 
to get you started:

> Commit to seven or eight hours of sleep each  
 night. What is keeping you from going to bed  
 earlier than you do? Is it unavoidable
 commitments or is it discretionary channel 
 surfing. Early to bed, early to rise.

> Drink water. To get off to a great start, when you  
 go to bed, put a glass of water on your night 

stand. When you wake up, start your day off
with eight ounces of water.

> Exercise. People who are most consistent with  
 their workouts are those who work out in the
 morning. Your workout does not have to be an  
 hour. It can be 15 – 30 minutes. And, the number  
 of apps available to support an efficient at-home  
 workout increases by the day.

> Join the 5:00 am club. Do you see how many  
 things are tied to getting to bed early? Here is
 another one. Wake up early enough to have your  
 own time. During this time, you can read a
 chapter of a book, capture a few thoughts in a  
 journal, spend some time meditating or gather  
 your thoughts for the day.

> Establish boundaries. I’ve seen it too many   
 times. People prioritize work over family and   
 wellbeing. The hours are extreme. We say yes to  
 deadlines and no to ourselves. While I’m not   
 advising that you become irresponsible in   
 meeting the needs of your employer, I am   
 advising that you are conscious about the manner  
 in which your work schedule swallows you up.

This list is a fraction of what you can consider. One 
final tip: As you think about what you can 
incorporate into your day, you may need to create a 
list of ‘stop-doing’ activities to make room for the 
good stuff. 

Aleta Norris provides an ongoing column on developing 
better leadership skills. She is a leadership expert and 

Principal at Living as a Leader LLC.
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Tips for First-Time Managers

Over the past 30 years, I’ve seen many new managers 
make mistakes, some of them irreparable, in the first 
days of their new role. Let’s be clear about one thing: 
managing or leading  other people is a challenging 
endeavor. For all of your years as a high-performing 
individual contributor; well, these years did not 
necessarily set you up to be successful in getting 
work done through others.

I would like to share tips for your first week. These 
days are critical. They are the first impression days that 
will have your employees feeling grateful for having a 
leader they feel good about or brushing up their 
resumes and putting their radars up nice and high.

Tip #1: Be 100% other centered.
On day one, the only kind of communication you will 
have with you team is the kind that involves asking 
questions and listening to answers. You may want to 
bring your team together for a very brief meeting. Tell 
them you’re glad to be working with them and that 
you would like to begin meeting with them 
one-on-one to learn what they do and how things are 
going for them. As you begin these meetings, below 
are the kinds of questions you will want to ask.

   > Tell me about yourself. (yes, this is a question)
   > What do you do here?
   > What do you like? Not like?
   > What do you do outside of work for enjoyment  
    and relaxation?
   > What is important to you in a leader?
   > What do you see as the priorities of the team?
   > What will be helpful for me to know?

Tip #2: Keep asking questions and observing
This is important enough to be your second tip, as 
well. In the beginning of your new role as a leader (or 
as a new leader for a team), do not move into the 
mode of deciding on things or taking action on 
things until you’ve observed, listened and learned 
from the team. I understand this may be slightly 
different if you’ve been a member of this team. 
Perhaps your direct reports were your co-workers up 
to your promotion. Do not take things for granted, 
however. You will still want to meet with your team. 
You may add a comment like, “I know we’ve been 
working together side-by-side for awhile, and I’m 
excited to be in a new role. I don’t want to make 
assumptions, so I look forward to learning some 
things from you.”

Tip #3: Share what you’ve learned from them, then 
share your definition of success. Bring your team 
together as a group and tell them, in general themes, 
what they’ve told you. Thank them for helping you 
understand what they do, as well as what they enjoy 
doing. Then, share some insights about you. What are 
you looking for as the manager and leader of this 
team? Think about this. Be confident. Your team 
wants your insight. 

Your team will begin to form their impression of you 
immediately. Many new managers will withhold this
level of intentionality because of their own 
insecurities. Confidence will be important for you.  
Lean in as if you have it. Your actions will foster
confidence within you. 

Aleta Norris provides an ongoing column on developing 
better leadership skills. She is a leadership expert and 

Principal at Living as a Leader LLC.
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Small nuggets, big difference

Organizations want results. Employees want 
fulfillment. 

Both are achievable. 

Small gestures, let’s call them nuggets, make a big 
difference for employees. When your employees are 
fulfilled, the benefits are palpable. Most of all, 
organizations get the results they need. 

It’s true that the little things are the big things for your 
employees. Let’s take a look at five small nuggets that 
will make a big difference. 

Have a welcoming nature.  Welcome your 
employees to their day, every morning, by name. Not 
a morning person? Doesn’t matter. Your employees 
deserve a friendly greeting. Welcoming also applies 
to new employees joining your team. Be ready for 
them. Make time for them on their first day. Tell them 
you’re glad to have them on board. 

Catch people doing things right…and tell them.  
This is such a big one. Too many leaders are focused 
on what’s wrong. They employ the “leave alone zap” 
method. This means leaving employees alone with 
they’re doing the right things and zapping them 
when something is not as it should be. 
Acknowledgment of the good things is a must. This 
can be as simple as “I can count on your every day. 
You’re here, you’re engaged, you’re 
productive…doing the things we need from you. 
Thank you.”   If I hear one more leader say, “That’s 
what their paycheck is for….”  

Be curious when things don’t go well.  How often 
do things not go well? Every. Single. Day. Step one is 
to have your mind in the right place about this. 
Expect that things will not go as expected. Unless 
you’re dealing with a chronic underperformer, 
employees deserve to be able to share the story. My 
absolute favorite question for a leader to have in his 
or her toolbox is “What happened.”  “You missed the 
deadline. What happened?”  “You lost your temper in 
the meeting today. What happened?”     

Manage your emotions. This is critical. Human 
beings remember moments of disrespectful 
treatment for a long time.  If you are an aggressive 
person or a passive aggressive person�toward your 
employees�get a handle on this. Use your words, not 
your emotions. 

Care about people. Life is difficult. Every day, 
employees face challenges at work and in their 
personal lives. Be in tune to the needs of your 
employees, and demonstrate to them that you care. 
People matter. 

Each of these could be considered a small nugget, 
most of them leaning toward positivity in someone 
else’s day. Make no mistake about the big difference 
these things make in the human experience. 

Aleta Norris provides an ongoing column on developing 
better leadership skills. She is a leadership expert and 

Principal at Living as a Leader LLC.

On Leadership

Spring 2020

Leaders! Shift from DOING to LEADING

Most leaders are, first and foremost, high-performing 
individual contributors. For most, the ability to get 
stuff done is what landed them their leadership role.   

And guess what? This high-performing, 
get-stuff-done passion does not go away just 
because of a promotion. 

I’d like to tell you about Rebecca. Like so many 
leaders, she was consumed by her project list, as well 
as her endless list of required meetings every day.  

Rebecca prided herself on all that she could 
accomplish in a day. Although she was in a leadership 
role, she was quick to remind her team that she was 
also expected to attend meetings, participate on 
project teams, and get her own work done on behalf 
of the company. 
  
The Problem: Rebecca was regularly annoyed by 
the needs of her employees

“Why can’t they just do their work?” Rebecca often 
thought. “I didn’t need all of this attention from my 
boss…and still don’t actually.” Rebecca’s employees, 
meanwhile, were frustrated that she was often 
unavailable, even keeping her door shut if  she wasn’t 
away in meetings. And when they knocked on her door, 
they were often welcomed with a “now what?” sigh.  

The solution/the approach

Because Rebecca was systematically (and in fairly 
short order) creating frustration—even resentment—on 
her team, her boss, Mike, sat down with her to share 
these concerns. While Rebecca was defensive and 
touted her excellent track record for getting results, 
Mike explained that she is no longer measured only 
on her own work accomplishment but—even 
moreso—on the success of her team. 

Rebecca agreed to begin making a conscious effort 
to make herself available to her team. She 
incorporated two of our strategies: a) Schedule 
leadership and b) create a visibility plan. As you read 
the examples that follow, you’ll see how Rebecca 
wove some things into her regular schedule and 
made herself visible (and accessible) to her team.

1. Every day, Rebecca talks to at least one of her  
 employees to ask how their day is going and learn  
 what they need from her.  

2. Every morning, Rebecca comes out of her office at  
 9:00 am to say good morning to all of her   
 employees. This seemingly small gesture makes  
 her more available to her team if they need   
 something to get started for their day. 

3. Rebecca now leaves her door open as a sign of  
 availability. 

4. And, my favorite—she stopped sighing.  

The result

Rebecca has learned that a key expectation of her 
new role is to, in fact, make time for her employees. 
By helping to maximize their productivity and 
satisfaction in their roles, the department is getting 
more accomplished, and her employees feel better 
about coming to work. 

What about you? Do you have opportunities to 
become more available to your team?

Aleta Norris provides an ongoing column on developing 
better leadership skills. She is a leadership expert and 

Principal at Living as a Leader LLC.
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Learning from Leaders in our Community

Recently KABA hosted Inspire Kenosha, a day-long 
summit focused on leadership and leadership 
development. This was our third year hosting such 
an event, but this year’s format was decidedly  
different. We moved away from re-broadcasting 
content from a national leadership conference held 
elsewhere and instead delivered a line-up of live 
speakers, real 
and in-person, 
from Southeastern 
Wisconsin and the 
surrounding region.

Top level leaders 
from InSinkerator, 
Snap-on, ULINE, 
Gateway Technical 
College, Living as 
a Leader, and LMI 
Packaging 
Solutions 
presented and 
shared their 
experiences and 
leadership insights. Richard Sheridan, author of Joy, 

Inc. and CEO of Menlo Innovations in Ann Arbor, 
MI, keynoted the event by sharing how his company 
wins by creating a joyful work environment 
Participant feedback was overwhelmingly positive 
and we are already thinking about how we raise the 
bar next year.

 In the interim, we will be  
 expanding the Inspire  
 Kenosha brand to 
 provide more content on  
 leadershipTodd Battle  
 and leadership   
 development. In future  
 newsletters, you can   
 expect to hear thoughts  
 on leadership from local  
 business and community  
 leaders in this space and  
 a regular column from  
 leadership expert Aleta
 Norris. Aleta  kicks off this
 new focus with a column
 on the importance of
 positive feedback.

Todd Battle is the President of the Kenosha Area Business Alliance.
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The Importance of Having a Vision

When an organization focus their time and attention 
on community goals, their work becomes a reality. 
Whether you believe in the power of intention, the 
law of attraction, or big audacious goals…having a 
vision and a focus will funnel our energy towards 
that end. Within an organizational context, 
importance lies not only in having a vision, but in 
having a shared vision based on shared values. 

Trust in leadership is planted like a seed when a 
vision is shared with others; sprouted once a path 
towards the vision has been planned; and it grows 
with every interaction as step by step the team 
works to make the vision a reality.

Each member of your team helps further define the 
vision. The team assembles a plan and acts 
methodically, step by step, to carry out the plan. A 

good plan leads the way, and a leader’s role is to 
keep the team true to the vision, ensuring that the 
plan carries forward consistently over time. The 
ability to listen and place information into the 
context of the larger view, patience, the ability to 
step back and assess, adjust and move forward are 
all made possible when you begin with the end in 
mind, when you have a vision. 

Michael Pollocoff recently retired as the Village Administrator and 
lead visionary at the Village of Pleasant Prairie, a position he had 
held since 1985. 
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Learning vs. Mistakes

Learning versus mistakes; I am reminded of the 
differences every day. The differences are something I just 
know and not yet wisdom, as it is still not second nature 
for me to see them right away. My executive staff often 
needs to remind me to stop using that word ‘mistake’ 
when I mean learning.

One sunny, summer day after I had recently taken over as 
General Manager of LMI Packaging at 33 years old, I 
received a call from one of our suppliers. He let me know 
that a material order he was holding for us was going up 
in price the next week and if I released it today I could 
save money. It was more than $10,000.00 which seemed 
like a lot of money to me, and still does. So I said YES 
RELEASE IT! I was so grateful for the warning and so 
proud of myself. It was the first time I had made such a 
major decision in the business and I felt like I had really 
come of age.

Fast forward one week and I am driving to work. As I 
reached our building, I noticed five semi trucks backed 
up along the road and traffic backed up for a mile as a 
result. I wondered what that was about, happy that I was 
at work now and didn’t need to have anything to worry 
about it. Boy was I mistaken.

When I walked into the building everyone was in an 
uproar. It seemed that all five trucks and the one in the 
dock were for us, delivering a hundred thousand pounds 
of aluminum coils. We had no room in the warehouse to 
put them. We didn’t have the crew or the equipment to 
efficiently unload them.

And soon enough I would learn that we also didn’t have 
the money to pay for them.

I had never considered all this. I had thought the $10,000 

savings was a no brainer. What did I learn that day and 
the next few weeks? I learned about inventory turns, cash 
flow, and taking responsibility with six fuming truck 
drivers, a line of screaming drivers, bankers, and 
employees. Unfortunately there was no one there to 
remind me I hadn’t made a mistake but had made a 
learning.

As the business grew I found out that I would not be the 
only one in the company making mistakes-learnings. I 
remember the day they delivered the brand new lathe we 
bought. Everyone was excited; we had finally spent the 
money to buy a highly precise piece of equipment. The 
plant foreman had been after me for months to make the 
investment. He walked into my office later that day, his 
face was ashen white. As he was unloading the lathe, it 
fell off the truck onto the concrete floor. No one was hurt 
but its ‘highly precise accuracy’ was now questionable. 
What did I learn? I learned that people are typically 
harder on themselves then I could ever be on them and 
often when they make mis-learnings all they really need is 
understanding and support. I also learned what FOB 
Supplier’s Dock meant: Once it leaves their dock it’s ours.

I realized that my job was not to protect people from 
making mistakes but to make sure that any mistakes 
learnings they made would not cost so much that they 
put the company under.

There are mistakes, of course, when we do the same 
thing again that didn’t work the first time and when that 
happens it makes me crazy. But typically we make 
lemonade out of lemons, never quit so we never fail and 
support each other through all the mistakes learnings.

Jean Moran is the recently retired CEO of LMI Packaging Solutions. 
She is also an invaluable advocate for the community, participating 
in many important initiatives including Building Our Future.
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Leaders: Bring your passion

What is Leadership? From my perspective, it’s a 
state of mind. One that starts with passion. Passion 
drives inspiration and with good leadership, the 
result is the ability to create a vision and have it 
become reality.

Leadership comes in many forms; leaders can be 
the CEO of an organization or a first year employee 
who leads a team to success behind the scenes. 
When driven by passion, no vision is too great or 
too small.

Having grown up in Kenosha, I’ve watched our 
community grow and evolve, and have developed a 
passion and belief that young professionals like 
myself have a lot to offer the community and that 
our community has a lot to offer young 
professionals. The perception that Kenosha is a 
great place for young professionals to live and work 
is something that I’m proud to have an impact on.

As president of the Young Leaders in Kenosha 
(YLink) advisory board, I’ve had the experience and 

privilege to lead our organization and its mission of 
connecting young professionals to each other and 
to the community. With the help of very talented
young leaders who share my passion, we have 
developed and are executing a three year strategic 
plan to achieve our mission.

As part of the leadership team, I hope my passion 
inspires others to build on our existing ideas for the 
future. My vision is that through a shared
passion, we work to create a bridge for young 
professionals and our community, while developing 
a comprehensive talent network in Kenosha for the 
area’s workforce.

It’s difficult to inspire others if you’re not inspired 
yourself. So if you want to do something really well, 
do something that you believe in. YLink is 
something I believe in. It’s one of my passions. 
What’s yours? 

Annette Stich is a Quality Assurance Manager at Fair Oaks Farms. 
She also serves as President of YLink, Kenosha County’s young 
professional association.
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The ROI of community involvement

I love Kenosha and my list of reasons why is almost 
limitless. But near the top is the great leadership 
ROI I have received during my 36 years of 
community involvement.

I moved here upon college graduation, but my real 
education and growth came from working and 
volunteering alongside the incredible people who 
built and developed Kenosha.

Through volunteerism and engaging in activities, 
I’ve learned about social services, community 
infrastructure, non-profit funding and human 
resource challenges, cancer research, marketing
and communications, concerns of the minority 
communities, government operations, the arts and 
business development.

I’ve grown. I’ve networked. I’ve met people and 
learned skills from them that I take forward to the next 
opportunity. I’ve gained wisdom, sometimes through 
missteps and over-committing. And I’ve gotten to 
know some wonderful people along the way.

I feel Kenosha is the perfect sized community for
professionals to become. No, I didn’t leave a word 

off the end of the sentence. Kenosha is large 
enough (and growing!) to offer nearly every type of 
opportunity, yet small enough to need the 
volunteer or new employee who is just forming 
their skillset.

Those of us with “mature” professional careers have 
a different kind of investment opportunity: to 
encourage others to volunteer. Some of us are so 
used to saying yes (someone once used the term 
“helium hand”—love it) that we forget one of the 
best things we can do is say, “No, but let’s see if 
‘Sarah’ can volunteer some time—she has great 
organizational skills and could lead this”.

Encouraging others’ talents is a way of 
communicating confidence in the other individual’s 
potential and giving them the opportunity to help 
the community while building their skills and 
knowledge.

Investing time and talents in Kenosha pays great 
leadership dividends and strengthens the future of 
our community. 

Jayne Herring is the Director of Marketing & Communications
at Gateway Technical College, an accomplished artist and tireless
community volunteer.
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A Passion for Lifelong learning

Many people don’t know that I first entered 
college with ambitions of becoming a physical 
therapist. It was there that I discovered my 
passion for helping others and my true love of 
learning. Upon this realization, I made a 
change in schools and focused on becoming a 
physical education teacher. 

What I didn’t realize about myself at the time is 
how passionate about learning I would be. 

I quickly learned one of the joys of teaching 
children is witnessing moments when they 
truly comprehend what is being shared with 
them. It may seem little, but seeing those 
ah-ha moments is inspiring. This drove me to 
learn as much as I could about how students 
learn and the teaching profession because I 
wanted to make a tremendous impact in the 
lives of all children. 

While I had always been strong in school 
academically, I found myself immersed in my 
studies and loving every minute of it. Not only 
was I gaining valuable knowledge, I was truly 
enjoying all that I was reading, hearing and 
researching – it was energizing! I loved 
learning about teaching, students and the 
unique gifts that each child brings into this 
world so much that I pursued and attained 
both my masters and doctorate as well.

If you are truly passionate about something, 
you will want to learn more and do more. Your 
passion becomes your motivation to learn 
more, and the knowledge you gain can bloom 
into amazing things, such as landing your 
dream career. 

In the words of Alfred Mercier, “What we learn 
with pleasure we never forget.” 

Dr. Sue Savaglio-Jarvis is the Superintendent of the Kenosha 
Unified School District, the fourth largest in the state of Wisconsin. 
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Something entirely my own, cont.

by women.  I also maintain my mindset for 
keeping our planet healthy and I carry lines 
that are made of recycled materials, such as 
cute tote bags made of recycled New York City 
billboards (sold currently only in New York 
state and Authentique).

I believe in the experience of shopping for a 
gift and I try to make it special and fun.  To this 
point, every Saturday and Sunday we serve 
mimosas and Racine Kringle, we host private, 
evening shopping soirees with local live music 

and always cater to the little people and furry 
friends of our clients.  Through the years, I’ve 
learned that authenticity is the best way to 
achieve success and true happiness.  It has 
been my mantra and why it became the name 
of my store.

Also, sometimes a girl wants a martini at 2pm 
on a Monday, which is why we serve mimosas 
on the weekend.  Vodka is gone by Friday.

Kimberly Warner is the Owner of 
Authentique Gifts in Downtown Kenosha
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Something entirely my own

A shoe.  Can you believe that?  So superficial, I 
know but hear me out.  From the moment I saw 
that positive pregnancy test I thought I would 
never be anything other than the happiest stay 
at home mom on earth.  Yeah, well that job isn’t 
as easy or as fun as I thought it would be. Don’t 
get me wrong, motherhood is an absolute 
irreplaceable joy and being fortunate enough 
to stay home with my babies—a gift.  Many days 
ended and I was happy but often felt like a 
mop in the corner, can anyone relate to this?

And 8 years ago, my journey as a woman in 
business began.  My pre-married life consisted 
of managing many retail businesses and 
training others to engage customers and sell 
but my new ventures all started with wanting to 
get out of my pj’s each day and have a shoe 
budget.  I was introduced to a company called 
Norwex, via my sister, and as soon as I used 
that amazing cloth, I was hooked.  Going to do 
home parties seemed so “not me,” I typically 
felt sorry for those moms that sold baskets or 
lipstick and I figured they never made any 
money.  Now here I am…selling rags??

However, this superb company and all the 
amazing women I met, made it a mission I 
wanted to adopt for life.  Norwex is top of the 
line microfiber and healthy cleaning products 
and they changed my life.  As I began doing in 
home parties and making friends/customers, I 
invited others to come along with me; and to 

my surprise, they said yes!  Before long I had 
the number 1 selling team in the country.

I still do in-home Norwex parties and still invite 
others to join me to create healthier homes and 
safer havens.  My top selling team is over 
11,000 women and several are top leaders in 
the world.  I enjoy training and mentoring other 
stay at home moms and working moms alike to 
find their potential and see their true gifts.

Through this process, I realized that although I 
loved my full-time job, my husband and my 2 
children, I still wanted more.  I wanted 
something that was entirely my own that I built 
from the ground up and something that 
exemplified who I was as a person.   It was then 
that Authentique was born.

French for authentic, Authentique is my “little 
beach house”.  Many people earn success and 
buy second homes, boats, or pairs and pairs of 
shoes but I realized what makes me even 
happier than a pair of Jimmy Choos is seeing 
smiles on the faces of other people.  I have 
always known that gift giving is my love 
language but I never realized it would become 
my children’s legacy.  At Authentique, we 
perfect the love language of gift giving.  I take 
great care in finding companies that are 
unique and not sold anywhere near our area.  I 
believe in supporting other small businesses 
within my small business and most are owned 

continued on next page >
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The ROI that Beats the Stock Market

The buzz in recent years on the importance of 
early childhood has been deafening. Research 
has shown that investing in quality
care and programming at this young age, 
specifically for our most disadvantaged 
children, set families up for success from very
early-on leads to a 13% return on investment 
annually. Kenosha County residents of all 
generations, and our economy, would
benefit widely from this return. Setting families 
up for success from very early-on is the work of 
our Smart Beginnings Network.

Dr. Diane Gerlach, pediatrician at Aurora 
Health Care and champion of this work, 
demonstrates this. “When children are 
struggling early on, they tend to have behavior 
problems. This adds stress to the parent who 
may also be struggling with parenting, and it
bleeds over to their [employment] with poor 

productivity and attendance. Identifying 
problem areas early allows for early treatment,
which decreases their struggles and behavior 
problems, which decreases parent stress. This 
creates better current and future employees.” 
Smart Beginnings brings together community 
partners to directly address the importance of 
early childhood through alignment of 
programs and systems.

We are already seeing small wins with this 
alignment. Suzi Wolf, Early Intervention 
Program Manager at KAC, shares, “Providing 
services before a child is school age is more 
effective and less costly because the 
developing brain is the most capable of 
change.” Is this an investment we can
afford not to make? 

Lynn Debilzen is Manager, Birth to 8 at 
Building our Future. Learn more at

buildingourfuturekc.org.
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Work hard. Treat people the right way. Be accountable. Lead by 
example.

Throughout my career, when someone has 
asked me for advice, after laughing a bit about 
the fact that they're asking ME, I've always 
responded the same: “Work hard, treat people 
the right way, be accountable and lead by 
example. Surround yourself with great people. 
Always say thanks."

My reasoning behind it was simple. If you do 
those four things, you'll always get the benefit 
of the doubt. If you work hard, people will 
respect you. If you treat people the right way, 
people will like you. If you are accountable, 
people can count on you to do what you say 
you're going to do. And if you lead by example, 
you earn trust and people will follow your lead. 
If people respect you and like you, and can rely 
on you and trust you, it makes a leader that 
people want to follow.

While I still believe in those four things, I've 
learned one more thing that I believe is just as 
important, and probably most important.

The thing that has helped me the most as I’ve 
learned how to become a leader, is becoming 
aware of my many weaknesses, and 
surrounding myself with great people. Not only 

do I surround myself with great people in a 
moral sense, but I surround myself with people 
who are especially great at those things that are 
my personal weaknesses.

Early in my career, I used to find myself 
struggling to do it all. And while I still tried to 
work hard, treat people the right way, be 
accountable and set an example, it wasn’t easy 
to be a leader.

My desk would show you that I’m unorganized. I 
would never be called “detail oriented.” I usually 
run a few minutes late and I’m far too 
comfortable doing things at the last minute. 
However, I’m surrounded by great people who 
are polar opposites of me. I know my 
weaknesses and I can guarantee you that they 
are VERY well aware of my weaknesses. I’d be 
lost without my team and I make sure they know 
it. With the team I’m surrounded by, I’m able to 
focus on my strengths and move our 
organization forward.

My path to leadership is ongoing and imperfect, 
but I stay open-minded and often fall back on 
those big four values and the people around me. 

Jake McGhee is the Chief Executive Officer 
of the Boys & Girls Club of Kenosha.

On Leadership

Summer 2019

True LEADERS must be SERVANTS first!

To me, servant leadership is the only way to 
guarantee great relationships and great results. 
Why? When you treat people well (catch them 
doing things right), praise them when they are 
doing well, and redirect them when they get off 
track; when you empower them to do their very 
best, you will get positive results. As a leader, I 
personally like to take a more holistic approach. 
This just means, you must understand your own 
unique organizational culture. You must be able 
to hold leaders accountable to seeing that 
vision through. You must analyze real data 
gathered from your workforce to gage the 
effectiveness of both. Good leadership leads to 
a strong culture, which leads to a successful 
organization. I believe, the best leaders are the 
ones who see the bigger picture, how it all 
works together, and put in the hard work to 
improve the organization as a whole over time.

By creating a holistic approach, it requires me to 
look at the bigger picture and see the 
relationships between the people and the 
organization as well as the organization and the 
community to which we serve. I, as a servant 
leader, view the people on my team as more 
than just staff. They are part of the 
organizational family.

Growing as a leader, I personally was taught that 
you must serve first. You can’t expect people to 
follow you, if you’ve never served or are not 
willing to continue to serve. You can’t ask your 
team to do things that you yourself are not 
willing to do. Leaders lead by example. People 
need to be encouraged to be who they are, and 
their individual strengths need to be identified, 
cultivated, and celebrated. To do this, servant 
leaders need to create an environment where 
team members can feel comfortable to take 
risks and make mistakes so they can discover 
their strengths.

Once a servant leader has created a team that 
works together and takes responsibility for each 
other, they can step back and concentrate on 
supporting the team rather than directing it. As 
a leader, I must still provide the vision and goal 
for the team, but how the team gets there can 
be decided by the empowered individuals on 
the team. Organizations need servant leaders in 
their workforce. I have experienced the negative 
impact of self-serving leaders in every sector. I 
hope you will not only implement servant 
leadership in your organization but also spread 
the word to everyone who will listen. I believe 
that someday everyone, everywhere will be 
influenced by a servant leader or become one

Tamarra Coleman is the Executive Director of the Shalom 
Center of Interfaith Network of Kenosha County, Inc.
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True LEADERS must be SERVANTS first!

To me, servant leadership is the only way to 
guarantee great relationships and great results. 
Why? When you treat people well (catch them 
doing things right), praise them when they are 
doing well, and redirect them when they get off 
track; when you empower them to do their very 
best, you will get positive results. As a leader, I 
personally like to take a more holistic approach. 
This just means, you must understand your own 
unique organizational culture. You must be able 
to hold leaders accountable to seeing that 
vision through. You must analyze real data 
gathered from your workforce to gage the 
effectiveness of both. Good leadership leads to 
a strong culture, which leads to a successful 
organization. I believe, the best leaders are the 
ones who see the bigger picture, how it all 
works together, and put in the hard work to 
improve the organization as a whole over time.

By creating a holistic approach, it requires me to 
look at the bigger picture and see the 
relationships between the people and the 
organization as well as the organization and the 
community to which we serve. I, as a servant 
leader, view the people on my team as more 
than just staff. They are part of the 
organizational family.

Growing as a leader, I personally was taught that 
you must serve first. You can’t expect people to 
follow you, if you’ve never served or are not 
willing to continue to serve. You can’t ask your 
team to do things that you yourself are not 
willing to do. Leaders lead by example. People 
need to be encouraged to be who they are, and 
their individual strengths need to be identified, 
cultivated, and celebrated. To do this, servant 
leaders need to create an environment where 
team members can feel comfortable to take 
risks and make mistakes so they can discover 
their strengths.

Once a servant leader has created a team that 
works together and takes responsibility for each 
other, they can step back and concentrate on 
supporting the team rather than directing it. As 
a leader, I must still provide the vision and goal 
for the team, but how the team gets there can 
be decided by the empowered individuals on 
the team. Organizations need servant leaders in 
their workforce. I have experienced the negative 
impact of self-serving leaders in every sector. I 
hope you will not only implement servant 
leadership in your organization but also spread 
the word to everyone who will listen. I believe 
that someday everyone, everywhere will be 
influenced by a servant leader or become one

Tamarra Coleman is the Executive Director of the Shalom 
Center of Interfaith Network of Kenosha County, Inc.
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Positivity x Progress x People, cont.

Andrew Gavin is the Director of Athletics at 
the University of Wisconsin - Parkside. 

outlook and environment, and you will develop, 
help, and impact people. Focus on all three Ps 
and multiply them together, and sit back and 
watch the magic happen!  

Disclaimer: The reverse multiplying effect can 
happen as well, but that is too negative of a 
topic for me to address. 
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Positivity x Progress x People

When I took the job as the Director of Athletics 
at the University of Wisconsin-Parkside, I was a 
few years ahead of schedule, in my own mind. 
My experiences prepared me for the job, but I 
was not ready to walk in on day one as this 
buttoned up leader with my polished core 
values, expectations, and leadership speech. 

With this in mind, through self-reflection I 
created #RangerIMPACT to show our 
student-athletes, campus, and community my 
guiding principles and set the foundational 
values for Parkside Athletics. 
     > Inspire Others 
     > Mindful of Mission
     > Positivity x Progress x People 
     > Appreciation of Differences
     > Commitment to Community 
     > Telling Our Story

For the purposes of this column, I want to focus 
on the #RangerIMPACT value I consider a 
multiplier – Positivity x Progress x People.

Positivity
I’m a glass half full person, arguably to a fault 
sometimes. If I’m doing a basic SWOT analysis, 
the S and O lists are going to grow more rapidly 
than the W and T. A positive, optimistic focus on 
a day-to-day basis, even in the face of adversity, 
allows me as a leader to shift my mindset to the 
solution. It also fosters creativity, productivity, 
and vision. Acknowledging and understanding 
real challenges is critical, but what if we spent 

no more than 10% on the problem and 90% on 
the solution? As a leader, a positive, 
solution-focused outlook can spread quickly to 
those around you.
 
Progress
We have all heard a version of the following… if 
you are standing still, you are going backwards. 
For me, that mindset of progress is fuel. My 
mind races when it comes to progress. When I 
ask myself questions, most are related to 
progress. “What is our next opportunity to 
improve?”… “What should we be doing 
better?”… “What do we need to accomplish?” I 
hope our staff would attest that we try not to 
miss opportunities to celebrate progress, but 
we do not rest on our laurels long before 
asking, “Now what, what’s next?”

People
Most importantly, focus on people. Focus on the 
people you impact. People you serve. People you 
are working for. People you are working 
alongside. People that complement (and 
hopefully compliment) you. People that challenge 
you. Surround yourself with good people 
focused on working together to impact people. 

The Multiplying Impact
If you multiply any two of the Ps, I believe you 
will inevitably accomplish the third. Multiply 
your positive attitude with good people, and 
progress is undeniable. Take good people and 
multiply them with a focus on progress, and 


