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The Total Leader®

“People grow personally and become highly productive in
a climate that is conducive to personal and professional
development... Career growth is a lifelong process.”

– continued on page 2 –

Looking for Opportunities of Growth
Maintaining a motivational climate sets the scene for

maximizing the talents and abilities of the individuals who
make up the entire organization. People who are motivated,
who maintain a positive attitude toward the organization
and their role in it, and who are enthusiastic about their
work, always look for opportunities to grow and develop.

They want to grow in personal effectiveness, in career
standing, and in job pro-
ductivity. The most effec-
tive impact a leader can
make on the “bottom line”
– the place where all pro-
ductive effort must eventu-
ally be evaluated – is to
help team members develop
and use more of their full
potential.

People grow personally
and become highly produc-
tive in a climate that is con-
ducive to personal and pro-
fessional development.
Growth is further acceler-
ated in a work environment
that offers the freedom to
try new ideas, to fail and try
again, and to learn from expe-
rience.

Career growth is a lifelong
process. But the organization
cannot afford to wait 20 years or longer for employees to
mature to their top professional capacity. Maturity in one’s
career never arrives just by merely waiting for it. Today’s

fast-paced business world warrants immediate action.
It makes sense, then, to use each person’s existing

strengths to the fullest extent possible. The organization
gains the immediate benefit of high productivity and the
employee gains the experience of success. Discovering
everyone’s best qualities can be a complicated process.
Talents and abilities are sometimes unrecognized even by

the one who possesses
them.

People – like their at-
titudes, skills, and inter-
ests – are never static.
They either grow and
develop or stagnate and
deteriorate. A person
who is productive to-
day will be producing
substandard work in a
few years or even
months unless regular
and continuous learning
takes place. This is true
for people at every level
of the organization.

As a leader of the or-
ganization, you have the
responsibility to provide
adequate opportunities for
continuous improvement.
Team members need to

consistently grow in three key areas to increase their
productivity and use more of their full potential.
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– continued from page 1 –

1. Knowledge and information. Every field is changing.
New methods, technologies, and approaches are being
developed daily. It is now predicted that the amount of
information in the world doubles every five to seven years!
Valuable information you possess today can become obso-
lete tomorrow. Information and knowledge are abundant.
There are literally millions of different sources and suppli-
ers of information. Although knowledge and information
are critical for team members to be productive, they are the
most easily obtained. The difficult task is to locate and
identify the right information at the right time. The key is to
clarify the specific information and knowledge each team
member needs and then make it readily available to him or
her.

2. Skills and behavior. Management, communication,
sales, and time management are personal effectiveness
skills that can be sharpened by appropriate training. Train-
ing may be informal or formal. It may take place in brief
segments or a long, connected period. It may be on-site or
at another location. It may be conducted by a leader, by an
organizational training department, or by an outside spe-
cialist. The type of training should fit the needs and person-
alities of the people involved.

3. Goals, attitudes, and motivation. Organizations spend
enormous sums of money on teaching new information and
upgrading skills through training for their employees. Un-
fortunately, most organizations neglect the most important
area of personal growth – the goals, attitudes, and motiva-
tional factors of team members. People may have access to
unlimited amounts of information, they may have received
training in every conceivable skill, but if their goals are
faulty or unclear, if their attitudes are negative or unproduc-
tive, or if their motivation is lacking, the huge investment of
time, energy, and money will be for nothing. Information
and skills are only the tip of the iceberg. Just like an iceberg,
as much as 90 percent of a person’s potential lies beneath the
surface, hidden from view. Ultimately, a person’s success
is determined by his or her focus on clearly defined goals,
an enthusiastic attitude, and compelling motivation. A
person who has these qualities will always find the informa-
tion and develop the skills necessary to succeed. Without
these qualities, a person’s knowledge and talents deter-
iorate and waste away just like an unused muscle becomes
weak without consistent and regular use.

Personal and professional development is most effective
when planned around the requirements of the organization
and when carried out according to a carefully devised plan
of action. Maintain a specific, ongoing development plan
for each person under your leadership and evaluate the

effectiveness of each team member’s effort. When you
know where growth is needed and what results can be
expected, you can realistically plan for its achievement.

A systematic development program brings several ben-
efits to the organization. A primary benefit is that
well-trained, knowledgeable, goal-directed, and motivated
people are always available to complete the needed tasks.
Morale remains high because people know they are appre-
ciated and considered valuable to the organization. An even
better benefit of a systematic development plan is that
individuals become more productive, resulting in the overall
growth of the organization and ultimately bolstering the
bottom line!

What Makes Up a Successful Team?
What exactly is meant by the word “team?” A team can

be defined as “a small group of skilled people who work
together toward a common goal or purpose.” The most
effective teams are those that consist of no more than 20
people. If a team grows larger than that, it becomes increas-
ingly difficult to get everyone in agreement to work toward
a common purpose and goal. A team also is composed of
skilled people. If you think of a sports team, the most
obvious example of teamwork, the coach strives to place the
most skilled players in the appropriate positions. A person
whose skills are insufficient for that position is either moved
to a more suitable position or is removed from the team
altogether.

An effective team also works together. Interdependence
among individuals is a key characteristic of successful
teams. If a group of people don’t need to work closely
together and they don’t depend on one another to complete
a task or reach a goal, then there really isn’t a need to form
a team. A team’s success is largely determined by the team
members’ ability to work interdependently. A key hallmark
of a high-performance team is that all the members work
toward a common goal or purpose.

“ What exactly is meant by the word 'team?' A team
can be defined as 'a small group of skilled people
who work together toward a common goal or
purpose'. The most effective teams are those that
consist of no more than 20 people. If a team grows
larger than that, it becomes increasingly difficult to
get everyone in agreement to work toward a common
purpose and goal. A team also is composed of
skilled people.”
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Develop a Positive
Self-Image

Developing a positive self-
image is based on the principle
that each of us is the product of
what we think and what we be-
lieve about our abilities. The only
practical world is the one within
ourselves – the world in which
we develop courage and self-
confidence and a more positive
self-image. It’s here that we mo-
tivate ourselves to transform
goals into tangible realities.

The magnetic force of a posi-
tive self-image is a leadership
tool that will help you become
all that you can be and also bring
out the best in your team mem-
bers. Your unique quality of
self-confidence will generate
many benefits, including the fol-
lowing: • A contagious enthusi-
asm for life • Genuine concern
for others • A positive personal-
ity that people enjoy being around
• Enhanced people skills • Clar-
ity of purpose • Firm commit-
ment to worthwhile goals • In-
creased productivity • An aura
of power and authority which
enables you to inspire and lead
others.

The most productive individuals are those who master the art of taking care of
emergency situations, unexpected and unplanned, that require immediate attention to
prevent serious consequences. “Fire fighting” is the usual term for handling a crisis.
“Fire fighting” ranges from such relatively simple problems as soothing an unhappy
customer to solving a major emergency production or personnel problem.

Even the best planning and training fail to prevent an occasional unanticipated
situation that must be handled on the spot. When vital machinery breaks down, key
people are sick or hurt, or outside circumstances affect your work, adjustments must
be made. When a crisis occurs, minimize lost time by following these suggestions:

◆ Stay calm. The existence of a crisis implies that something is out of normal control.
If, in addition, you lose control of your emotions, it becomes difficult to make
rational decisions that meet the needs of the moment. Tell yourself, “I’ve solved
harder problems under pressure. I can solve this one, too.” Your calm, matter-of-fact
acceptance of the situation and the assumption that it can be handled keep both you
and other people calm and able to bring the situation back under control.

◆ Isolate the major consideration.
When a crisis arises, something
will probably be lost as a result of
the situation – either time, money,
or materials. Decide what loss can
be tolerated and what loss must be
avoided. Isolate the root problem
so you can immediately respond
to the real issue. Your objective is
to solve the problem and regain
control without a critical loss. For
example, perhaps a breakdown
occurs that will cause a delay in
the production of a component
needed to fill an important order. You realize that a time delay would represent a
substantial loss for this important client. Failure to meet your obligations to this
customer is a loss you cannot afford. You would be well advised, therefore, to
authorize overtime for repairs and production, or to shift the critical component to
another production line and delay work on a less critical job.

◆ Return conditions to normal as soon as possible. The objective in crisis manage-
ment is to take personal charge of the situation for only as long as you are needed.
Make the suggestion, take the action, give the instruction, and then step out; let the
person who is normally in charge complete the job. Offer only the necessary help
and trust your people to carry through.

◆ Learn something from each crisis. The handling of each crisis situation should make
a direct contribution to future crisis prevention. After the excitement is over
and the situation has returned to normal, hold a debriefing session to discuss the
crisis with those involved to determine how a similar emergency can be avoided in
the future. Make this a training opportunity and a planning experience – not a
“place-the-blame” session. The more all team members learn about crisis manage-
ment, the more capable they will be to handle future emergencies and the less you
will be required to become involved yourself.

Coping with Crisis Situations
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When You See It, You Can Believe It!
The old saying, “Seeing is believing,” was never more

appropriate than when it is related to affirmation and visu-
alization. When you set goals, aims, and desires, affirm your
belief in your ability to achieve, and exercise the art of
visualization to picture yourself already in possession of
those goals, you develop an almost miraculous belief in
yourself and your ability to succeed.

The art of visualization enables you to move from the
area of dreams into the light of reality. A large percentage of
patterns of thought are geared to sight. The simplest thought
usually calls forth an image. If some-
one mentions a tree,  you will “see” a
tree, but mention of an abstract con-
cept, such as justice, requires your
mind to grapple with the idea until
somehow you reduce the abstraction
to a mental picture. If you are unable to
form a picture, you may be confused
and fail to understand.

If  you hear the word “automobile,”
you quickly picture one; but it is prob-
ably rather hazy. If you are then asked
to describe the automobile you pic-
tured, you must refocus your mental
image because you did not know in
the beginning what to expect. When
you have focused your mental picture
clearly enough to describe that car, it is
probably your own. That is the way
most of us respond to the little events
in life. Visualization is restricted to
what we already know – to the familiar and commonplace.
We forget that we are free to use imagination, the spice that
adds meaning and zest to visualization.

Visualization is used to the best advantage when you
learn to use it in its highest form, that of relating the present
to the future. When you can, through visualization, relate the
“what is” to the “what can be,” you have developed visual-
ization into a genuine art. Visualization proves that you can
create anything you conceive. You learn by the process of
visualization to move the future into the present – to expand
your own experience. You have the jump on tomorrow. You
are prepared for it because you are already familiar with it.
You have “seen” it through visualization.

When you free your imagination and visualize your goals
with controlled attention and concentrated energy, you
begin to see some startling results.
◆ Visualization changes a general idea into something

more specific. Your mental camera is brought into focus.

Your dream home takes shape and is transformed from
a confused blur into a crystal clear image. It is so real that
you can see the roses blooming in the garden. You can
see the pictures on the walls, the view from the kitchen
window. The power of visualization enables you to
believe your affirmation and to dispel any apprehension
or worry connected with the goal. The unknown be-
comes known and the indefinite becomes definite.

◆ Visualization enables you to see errors and incongruities
in your plan and make corrections before mistakes

become reality. If, while you repeat your
affirmation “I enjoy sharing my dream
home with my family,” you visualize that
home in the most minute detail, you are
already experiencing what it feels like to
possess it. You can spot mistakes in the
floor plan, the decorating scheme, or the
size of the rooms. You may then adjust
your plan, correct the mistakes, and pro-
ceed without serious consequences. Your
ego experiences a big boost because you
eliminate the embarrassment and the dis-
comfort of actually making a mistake.
◆ Concentrated visualization enables you
to refine details. As you begin to visualize
your dream home, it will likely resemble
some house you have seen. But as you
practice the art of visualization, you will
begin to separate the features you like
from those you don’t really care for. Then
when your dream home is a reality, it will

have the distinctive touch that carries the flavor of your
own family’s personality.
Willpower alone never produces success because deter-

mination and willpower do not foster belief. Unless you
overcome and displace the negatives in your mind through
the power of affirmation and see the results through visual-
ization, you are forging ahead into the unknown. Remem-
ber, habits and attitudes are changed by displacement, that
is, by substitution of a more satisfying mode of behavior for
old habits. This is not to say that determination is unimpor-
tant. It is vital; but it does not provide new or more
satisfactory modes of action, and it does not yield belief.
Determination must be added to affirmation and visualiza-
tion. When you affirm your goals with belief and confi-
dence and visualize them with clarity and accuracy, your
goals are already in the process of becoming reality. You are
on the way to success, and in a sense, have already pre-
tasted the satisfaction of achievement.

Image courtesy of stockimages
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Create a Sense of Shared Responsibility
Leaders and managers empower teams by teaching

about self-responsibility and processes for creating, im-
proving, and distributing products and services. Team
members are encouraged to think about how work in the
organization gets done and the best way to do it.

As practitioners of the principles of human relationships,
effective leaders also build strategic alliances with people
outside the organization. With good communication skills,
they form relationships with clients, the general public,
suppliers, vendors, and many others who influence the
success of the organization. To bring out the best in others,
leaders treat all people with dignity and respect.

Because they’re concerned with productivity, efficiency,
and profitability, effective leaders focus on achieving re-
sults. They make decisions and judgments that affect the
lives and destinies of other people. In their pursuit of goals
that are greater than one individual, or even a small group
of individuals, effective leaders build genuine relationships
with people.

Although work environments, products, and services
differ widely among organizations and work groups, the
responsibilities of any manager at any level generally fall
into four areas: planning, organizing, leading, and monitor-
ing organizational resources. So the overall goals of any
leader are basically similar. Effective leaders impart vision,
set direction, and clarify expectations with their team mem-
bers. Effective leaders manage the work environment rather
than the daily routine. They make decisions, delegate
authority, and encourage others by creating a sense of
shared responsibility.

When effective leaders help formulate the goals of their
department or work group, they communicate challenges
and opportunities to their team members. Depending on
their own position of authority, effective leaders also serve
as spokespersons or liaisons among various individuals and
groups in the organization – first-line workers, middle
managers, executives, shareholders, and, in the case of not-
for-profit organizations, the volunteers and contributors.

In general, leaders earn their position because they
demonstrate to some degree some of the following leader-
ship abilities:
◆ They have what it takes to be a team player. They

demonstrate the ability to listen, to accept responsibility,
and to cooperate and communicate with others to ac-
complish the goals of the work group. Their attitude
displays a genuine respect for others and the recognition
of the importance of following as well as leading. They
can follow instructions; this ability is a starting point for
learning how to instruct and guide others.

◆ They’re organized and can help others organize their
activities. They demonstrate a high degree of job knowl-
edge, competence, and practical judgment, or “common
sense.” They’re able to set priorities and discipline them-
selves to put first things first. They demonstrate their
ability to encourage others to participate constructively in
getting the work done.

◆ They succeed even if needed instructions or materials are
not readily available. They figure out how to get the work
done even when the procedure isn’t obvious or clear.
They solve problems even when unexpected obstacles
arise. They’re resourceful and creative. They’re flexible
and can make changes when the situation requires them.

◆ They’re motivated and enthusiastic about their work.
They’re optimistic and exercise initiative. They like what
they do and enjoy the challenge of responsibility. Getting
the work done well and on time is important to them and
provides a great deal of satisfaction.

◆ They achieve results. They focus their energy on the
goals and priorities that produce the highest payoff for
their organization. Their commitment to achieving tan-
gible results creates persistence. They set a positive
example of consistently pursuing the results necessary for
their organization to survive, grow, and succeed.

◆ They’re a leader. In every assignment they’re given, they
set a positive tone and pace for the work climate. By their
example, they instill in others the desire to do their best.
They fill a position of leadership by empowering others
to assume responsibility on the work team.
How far you advance in your career is limited only

by your commitment and enthusiasm, your desire to learn
and improve, and your willingness to make the adjustments
and changes that can accelerate your career development.
Psychologists say that few people ever use more than
15-25 percent of their potential. In fact, the biggest room in
any organization is the “room for improvement.”
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Since 1966, Leadership Management Interna-
tional� has been bridging the gap between
potential and performance by helping or-
ganizations and individuals evaluate
their strengths and opportunities
through implementation of the
unique and proven LMI Process�.
The LMI Process�...

● Develops leaders who, in turn,
empower their people to use their
untapped talents and abilities.

● Identifies key areas the organiza-
tion should focus on in order
to reach the next level of success.

● Gives direction to an effective solu-
tion and delivers measurable results.

● Practices a 93 percent effective
leadership model.

The LMI Process� is designed around a Strategic Devel-
opment� model with four vital components:

● Awareness

● Planning

LMI ® tools and processes have been making a difference in organizations
and individuals for nearly 50 years in more than 70 countries.

Bridging the Gap Between Potential
and Performance
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