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WHAT'S UP, DOC?
Vol. 3, No. 2; February 2003 -- Copyright 2003 by A. J. Schuler, Psy. D

"Creating Leadership Solutions for Profit and Growth"
3t s sk sk s sk sk s sk sk sk sk sk sk sk sk s sk sk s sk sk s sk sk sk sk sk s sk sk seoske sk seoske sk seoske sk seoske sk seosk sk seosk sk sk sk skoskoskeskosk sk sk

THIS MONTH’S THEME: MANAGEMENT VS. LEADERSHIP

Do you think like a manager — or like a leader? This month’s issue offers
you a little self-test, and a primer on the difference between the leadership
mindset and the management mindset. Whether you are running a kids’
soccer team or a Fortune 100 company, this month’s e-Newsletter has
ideas that you can use to become more effective and successful, and more
supportive of the success of others. Be sure to forward this edition to your
friends who may find it interesting!
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THIS MONTH'S QUOTES:
"The secret of joy in work is contained in one word - excellence. To know
how to do something well is to enjoy it." -- Pearl Buck

“Cynicism is what passes for insight among the mediocre.” -- Joe Klein
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1. LEADERSHIP SELF TEST
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1. TRUE or FALSE: I think more about immediate results than I do
about mentoring others.

2. TRUE or FALSE: People will be motivated if you pay them enough.



3. TRUE or FALSE: It’s nice to know about people’s long-term goals,
but not necessary to get the job done.

4. TRUE or FALSE: If you have a consistent recognition system that
rewards everyone in the same way, then that is enough.

5. TRUE or FALSE: The best way to build a team is to set a group goal
that is highly challenging, maybe even “crazy.”

6. TRUE or FALSE: My greatest pleasure in my job comes from making
the work process more effective.

7. TRUE or FALSE: I spend more of my time and attention on my
weaker performers than I do on my top performers, who basically take
care of themselves.

8. TRUE or FALSE: It’s better not to know anything about the personal
lives and interests of the people who report to me.

9. TRUE or FALSE: Sometimes, it’s almost as if I’'m a “collector of
people” because I’'m always recruiting and getting to know new people.

10. TRUE or FALSE: I like to surround myself with people who are
better at what they do than I am.

11. TRUE or FALSE: I am a lifelong student of what makes other people
tick.

12. TRUE or FALSE: People talk about “mission” too much — it’s best
just to let people do their work and not try to bring values into the
conversation.

13. TRUE or FALSE: It’s my job to know everything that goes on in my
area.

14. TRUE or FALSE: I pay close attention to how and where I spend my
time, because the priorities I put into action are the ones that other people
will observe and follow.

15. TRUE or FALSE: I’ve worked hard to get along with or understand
people who are very different from me.
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2. SELF TEST ANSWERS AND DISCUSSION
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This little “Self Test” is meant to be a thought provoker, and there are no
standards here for how many “Leader” responses would make you a “true
leader.” The answers and ideas offered come from experience with
assessments involving hundreds of leaders and managers over time, but
this is not a standardized test. I hope you find the discussion below
interesting and educational. And remember — not everyone needs to be or
should be a leader — excellent managers who focus on process and
efficiency while coordinating the efforts of others are just as important!

1. TRUE or FALSE: I think more about immediate results than I do
about mentoring others.

Managers focus on the process and immediate efficiency more than
leaders do. Leaders think about how they invest their time to develop the
strongest talent so that those people can grow and do more and more over
time. Leaders figure if they do that, those people will do a better job of
watching and improving processes than they themselves will. “True” is
more of a manager’s response, and “False” is more of a leader’s response.

2. TRUE or FALSE: People will be motivated if you pay them enough.

Leaders understand that pay is a satisfier, not a true motivator. Once the
satisfier is in place at an acceptable level, people are motivated by the
nature of the work and challenges, opportunities to learn and grow, and
based on whether or not they feel their bosses support or care about them.
“True” is more of a manager’s answer, and “False” is more of a leader’s
answer.

3. TRUE or FALSE: It’s nice to know about people’s long-term goals,
but not necessary to get the job done.

Someone once said that managers get “work done through people,” but
leaders get “people done through work.” Since leaders need to know what
makes individual people tick, they want to know long-term goals and
aspirations, so they can craft ways to combine personal goals with the
work at hand, or even the organization’s goals. For a given project, it may
be less important to know people’s long-term goals, but for organizational
success and growth, it is necessary. “True” is more of a manager’s
answer, and “False” is more of a leader’s answer.



4. TRUE or FALSE: If you have a consistent recognition system that
rewards everyone in the same way, then that is enough.

Leaders’ recognize that everyone is motivated a little differently, and so
consistency is not an absolute virtue in recognizing people. Some people
may like public praise, and others may emphasize more the opportunity to
have flexible family time, for example. Since managers emphasize
systems more than they do people or personalities, “True” is more of a
manager’s response, and “False” is more of a leader’s response.

5. TRUE or FALSE: The best way to build a team is to set a group goal
that is highly challenging, maybe even “crazy.”

Manager’s tend to think more in terms of what has been done before and
try to make more incremental improvements, while leaders like to
challenge people to bring out their best in ways they themselves may not
have imagined possible. The best way to build team coherence is to take
people through a shared, difficult challenge — something any military
platoon leader can tell you. “True” is more of a leader’s response, and
“False” is more of a manager’s response.

6. TRUE or FALSE: My greatest pleasure in my job comes from
making the work process more effective.

This is a classic manager’s priority, deriving most pleasure from process
and efficiency. Leaders enjoy that a lot too, but they tend to enjoy most
when they can help people and organizations grow. “True” is more of a
manager’s response, and “False” is more of a leader’s response.

7. TRUE or FALSE: I spend more of my time and attention on my
weaker performers than I do on my top performers, who basically take
care of themselves.

Leaders use their time as a reward, and seek to invest their attention
where it can have the most upside impact. Generally speaking, people
have the most opportunity to grow and become truly great where they
already demonstrate strong performance, and so leaders tend to avoid
remedial projects or the constant oversight of weaker performers.
Instead, they spend more of their attention on the people who are the best
at what they do, since those are the people who will bring invent the
greatest process and performance improvements in the future. Managers
tend to focus more on problems to solve than they do on opportunities to
boost people toward previously unachieved levels of excellence. “True”
is more of a manager’s response, and “False” is more of a leader’s
response.



8. TRUE or FALSE: It’s better not to know anything about the personal
lives and interests of the people who report to me.

Leaders try to learn what makes each person tick, so that means knowing
getting to understand them in a more personal way, without being invasive
or inappropriate. Managers tend to be more cut-and-dried in their work
relations. “True” is more of a manager’s response, while “False” is more
of a leader’s response.

9. TRUE or FALSE: Sometimes, it’s almost as if I’'m a “collector of
people” because I’m always recruiting and getting to know new
people.

Some of the best managers are very good at studying best practices — ways
to “build a better mousetrap” to improve performance and efficiency.
Leaders tend to look more for the “Einsteins” and star performers of the
world who are more likely to invent those better mousetraps in the first
place. Leaders think about people and their talents as if they were
investment opportunities, and so “True” is more of a leader’s response,
and “False” is more of a manager’s response

10. TRUE or FALSE: I like to surround myself with people who are
better at what they do than [ am.

This is a classic leadership statement, since leaders are all about finding
and cultivating talent, and are not threatened by it. Managers may tend to
want to feel more in control of their surroundings — not least of all
because highly talented people can be very independent and difficult to
“manage!” Since leaders tend to have stronger social skills than
managers do, and so are better prepared to deal with other strong egos,
“True” is more of a leader’s response, and “False” is more of a manager’s
response.

11. TRUE or FALSE: I am a lifelong student of what makes other people
tick.

“True” is more of a leader’s response, and “False” is more of a manager’s
response, for reasons already discussed.

12. TRUE or FALSE: People talk about “mission” too much — it’s best
just to let people do their work and not try to bring values into the
conversation.

While it’s true that “mission” and “vision” are concepts that have become
watered down by careless misuse, leaders still understand that it is best to
connect daily work and projects into a larger framework that gives work a



sense of purpose and meaning. People would rather feel that their work
has some purpose and meaning in order to do their work well and care
about results. “True” is more of a manager’s response, and “False” is
more a leader’s response.

13. TRUE or FALSE: It’s my job to know everything that goes on in my
area.

Since leaders focus more on knowing the people who know what is going
on, rather than on the details of everything that is going on, “True” is more
of a manager’s response, and “False” is more of a leader’s response.

14. TRUE or FALSE: I pay close attention to how and where I spend my
time, because the priorities I put into action are the ones that other
people will observe and follow.

Leaders realize that the little things they do ripple out in wider and wider
ways, and that their actual priorities will be mimicked throughout an
organization. As a result, they make their choices wisely, knowing that
people, and other managers or supervisors, do imitate the “boss,” who sets
the ultimate tone. “True” is more of a leader’s response, and “false” is
more of a manager’s response.

15. TRUE or FALSE: I’ve worked hard to get along with or understand
people who are very different from me.

As headstrong as many leaders can be, they know from experience that
being so headstrong can be a liability, and they have learned to work hard
at accepting and listening to other points of view. Managers may be more
focused on what they believe to be the “right way” to do some job or work
process, and may be less open to widely divergent views. Leaders may
not always enjoy hearing other views, but they often have learned the
critical importance of the saying, “Let the best idea win!” “True” is more
of a leader’s response, and “False” is more of a manager’s response.
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3. RECOMMENDED BOOKS AND FILMS
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BOOK: "Worth the Fighting For: A Memoir," by John McCain with
Mark Salter, Random House, New York, 2002.



I saw Senator McCain speak for our Chamber of Commerce here in
Alexandria, Virginia the night before last month’s State of the Union
Address. He answered a lot of questions about the current international
situation from his perspective, and talked also about this book, just
published last year. I broke down and bought a copy, began to read it, and
now recommend it. Whatever your politics may be, this is a refreshingly
honest self-assessment by a man at the tail end of his career, and his
reflection on the people in his life who have done the most to impact his
life and values. He’s not just talking about himself, though since the book
is so personal, his strengths and idiosyncrasies certainly come through (as
he would himself admit). And yet, it’s not just about himself: it’s about
the people he has known who have taught him what it means to be
honorable, authentic and human. This is a good read.

FILM: "The Pianist," in select theaters.

Okays, this is not fun, light, feel-good fare. But it was terrifically done,
even if [ found it hard to watch in places. I recommend it as one of the
best films of 2002, but be prepared. Set in Warsaw at the time of the Nazi
occupation, the film traces the story of one concert pianist’s improbable

struggle for survival, and is based on true events. For more reviews, see
this link.
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4. CHUCKLES
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Late one night in Washington D.C. a mugger wearing a ski mask jumped
into the path of a well-dressed man and stuck a gun in his ribs.

"Give me your money," he demanded.

Indignant, the affluent man replied, "You can't do this - I'm a U. S.
Congressman!"

"In that case," replied the robber, "give me MY money!"


http://www.metacritic.com/film/titles/pianist
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5. BOOK ANNOUNCEMENT
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Forthcoming Book:

ChangeRx: Prescriptions for Successful Change Planning and
Implementation - A Practical Guide for Leaders, by A. J. Schuler, Psy. D.

Anticipated for publication in the Fall of 2003, "ChangeRx" will be the
only practical guide of its kind to walk change leaders through the actual
process of designing and implementing a successful change campaign.

The book, designed and formatted as an easily accessible workbook, will
be an ideal resource for students of management, executives and leaders of
organizations large and small, both in the profit and non-profit sectors.

To be placed on the notification list - to learn right away when ChangeRx"
will become available - simply email me at AJ@SchulerSolutions.com
with the subject heading, "ChangeRx." By doing so, you will have the
opportunity to purchase "ChangeRx" at 20% off the retail price. You will
also be able to receive free sample text online once the content becomes
available. Don’t miss this chance to get in on a good thing - "ChangeRx"
is destined to become a “cult classic” among leaders of change and
required reading for the executive teams of large organizations under
transition.
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6. ABOUT DR. SCHULER
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A.J. Schuler, Psy. D., an expert on leadership and organizational change,
provides consulting services, keynote presentations and seminars for
clients companies. His trademark is highly personalized service that leads
to measurable increases in productivity, profit and growth.

Dr. Schuler, President of Schuler Solutions, Inc., has served diverse
organizations in the private and public sectors, including The Ritz-Carlton
Hotel Company, Sony Development, Nomura Securities and the Executive
Office for Immigration Review.

A graduate of the Wharton School of Business, Dr. Schuler has
successfully led the profitable growth of a dynamic, international
consulting firm while serving as Operations Director, and has successfully
coached over five hundred CEO’s and corporate executives.


mailto:AJ@SchulerSolutions.com
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7. HOW TO SUBSCRIBE OR UNSUBSCRIBE
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If this e-Newsletter was forwarded to you and you would like to receive
your own FREE subscription, send a message

to AJ@SchulerSolutions.com and type the word SUBSCRIBE in the
subject box.

If you believe you have received this message in error, or to remove
yourself from this mailing list, please send a message

to AJ@SchulerSolutions.com and type the word UNSUBSCRIBE in the
subject box.
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8. NEWSLETTER STATEMENT OF ETHICS
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NEWSLETTER ETHICS: This e-Newsletter will be sent to subscribers
only upon REQUEST, though subscribers may forward this letter to
anyone they wish. Subscriber identities or contact information will NOT
BE DISCLOSED to any other persons or entities under any
circumstances.

A.J. Schuler, Psy. D.

Speaker, Consultant & Leadership Coach
Schuler Solutions, Inc.

6300 Stevenson Avenue, Suite 916
Alexandria, VA 22304

Phone 703.370.6545

Fax 703.783.0232

Email: AJ@SchulerSolutions.com
Website: www.SchulerSolutions.com

“Make each day your masterpiece.” -- John Wooden

P.S. - Remember to send in your comments and successes, and to forward
this newsletter to at least one friend. -- AJS :-]
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