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Leadership in Action

Every successful executive wants his or her company (or department) to be the best it can
be — more importantly, better than peers and competition. Most unsuccessful executives
also have this same goal and desire. Unfortunately, desire does not seem to be the defin-
ing reason for success. How you execute seems to be more important.

The key is leadership and leadership is an action not a spectator sport. Too many execu-
tives fail to implement excellent ideas and changes because they spend too much time
waiting for things to develop and waiting for support. My favorite management cartoon
shows two buzzards sitting on a cactus in the desert. Underneath it says — “Patience my
ass. I'm going to kill something!”

Actions speak louder than words. Actions build momentum and create the inertia a com-
pany needs to continue to be successful. Companies that “rest a lot” need to get on an
exercise program of change and get in shape. While you are resting, your competitors are
creeping up on you and stealing market share.

Let's back up a bit and dissect the typical change project. Everything starts with an idea.
Let's assume it's your idea and it's a great idea. You know you can’t develop and imple-
ment it alone so you talk to your peers and staff to get their reaction and support. You al-
ready know it is a great idea for the company but you need to understand how they see it
from their specific perspectives. And, you need their involvement and support. In most
companies, the reactions you can expect will fall into three categories; a few “yes’s”, one or
two “no’s” and a lot of “buts’.” A “but” usually looks like a “yes” but contains a reason why it
cannot be done now. For example, not enough money in the budget or not enough staff or
other resources or it needs to be coordinated with other efforts, it needs to be prioritized,
etc. If your idea is truly great, the “no’s” will be easy to deal with. The “buts™ take more
work but you must deal with them. They want to delay and postpone your idea and post-
ponement is the kiss of death to any idea.

There’s a reason why you can expect more “buts” than any other type of reply. It's the
safest position for an executive to take. It is both positive and supportive and, at the same
time, shows concern that there might be a problem that needs to be investigated and or at
least considered. It's the perfect answer for a cautious executive. No matter what hap-
pens they are right. And it slows things down and gives an executive time to see if they
have the resources to participate. It also shows power and gives a manager the opportuni-
ty to turn the idea in a direction that is personally more advantageous.

Executives who take the “but” position will tend to be your more experienced people. You
will be able to easily identify and deal with the ones that gave a quick answer and do not
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really intend to delay or Kkill your idea. You can then concentrate on working with the
people with more serious concerns.

Be careful at this point. This is where most change projects die. You presented your idea
and you did not get the support you wanted. When you think about this, what happened is
not surprising. It is to be expected. To be successful in getting support for any new idea
you need to understand three things. First, when presenting ideas you need to show how
this change will benefit not only the company in total but also the specific individual and
department you need. Before executives will accept your idea, he or she must see the
benefit for them. In the real world, this is essential. In most cases, selling an idea is a
one-on—one activity. Present it to the group only after you have individual support.

Secondly, you must understand the objections you expect to get before you present your
idea and have good answers prepared ahead of time. Your answers do not need to be to-
tally complete. You may want to leave details to others so they can get credit for their part
of the effort.

Thirdly, you need to understand that you do not need total agreement before starting. The
project effort itself will create momentum and support. This is where leadership becomes
so important. You had the vision and experience to identify the change or new program.
Do you have the confidence and courage to see it through? If you are not willing to stick
your neck out in support of your idea, maybe it is not such a great idea after all.

Some of the most important efforts our management consulting firm has been involved in
only had partial support at the beginning and had to prove themselves during develop-
ment. This did not make them any less important or successful. In the end, everyone
supports a great idea.

One of the roles of an executive is to have the vision to see the path to success and be
able to identify the specific changes needed. His or her success will depend on how well
they implement their ideas and, of course, how well they work.

A culture of success is one where every employee expects things to work well and expects
their results to be better than any one else’s, because this is what always happens. This
only occurs when executives have the courage, experience and energy to make the
changes needed to keep the company successful. People may complain from time to time
about the pace you set and how hard they have to work but this is nothing compared to the
disappointment and despair if the company fails and jobs have to be cut.

Success breeds success. Success is built on action and results, not just floating ideas and
suggestions to see what will be supported. It is difficult to get in front and take the chance
of being wrong but this is the only way to get things done. Remember the two buzzards
and do something.

Please visit our web sight at McDonaldConsultingGroup.com, where you'll find further ex-
planations of these ideas (and other exciting ideas) in our Concepts and Ideas section.



