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Preface

very generation must deal with the challenges of a con-
E stantly changing world. Although many of the issues and
dynamics we face may change over time, the one variable that
remains constant is the need for quality leaders to help us navi-
gate difficult and uncharted waters. There have been countless
books written on the subject of leadership. I have read many of
these books and learned a great deal from the experience. While
all of them were valuable, no book written by another human
being can capture an individual’s personal evolution as a leader.
This book is meant to share my own journey to date in the hope
that the lessons I have learned will be of value to other leaders.
It is also written from the point of view of a CIO so that it can be
of specific value to technology leaders. It is by no means meant
to be the definitive tome on the topic of leadership. Many of the
lessons contained within these pages are certainly reflected in
other books on this topic.

What Is a CIO?

CIO is a term that means many things in various organizations.
The idea of creating a position of chief information officer
is about 25 years old. CIOs have historically been entrusted
with operating the technology services and assets of modern
organizations. However, today more than ever, the shift in
focus is away from simply being a “utility provider” who
keeps the lights on. The modern CIO has to be an evangelist,

Xiii



Preface

an innovator, a revenue producer, a consumer expert, and an
executive relationship manager. These are skills that are not
always naturally inborn into many IT executives who have
grown up through the ranks of technology organizations. We
will focus on the traits and talents that you must be able to
incorporate into your portfolio if you hope to be a successful
CIO in the year 2011 and beyond.

It’s Common Sense

Over the years, I have noticed that the teams who win on
Sunday are not the teams with the best trick plays, but rather
those who block and tackle the best. Much of what is contained
in this book will seem like common sense, but as a wise man
once told me, common sense is not that common! It is amazing
how often we don’t leverage the lessons we’ve learned over
time to improve our relationships and outcomes. This book is
not intended to impress the reader with complex concepts. It
is meant to help share the simple concepts that I have seen
make a meaningful difference in leading successful teams.

The older T get, the more I realize that I will always be a
student of leadership. I am not arrogant enough to believe that
I am an expert or that I have all the answers. My desire is to con-
tinue to learn until my last day on this planet. T hope that readers
will take away from my experiences some useful bits of knowl-
edge that will help them become a better leader and help them
to develop the leadership qualities in the people around them.
As a person who has a great passion about the subject of leader-
ship, writing this book has been a labor of love.

Xiv



Introduction

‘ocfhy should I read this book? Be honest—that’s what you

are really trying to figure out before you decide to invest
the time and money required to read any book. There are thou-
sands of books available on the topic of leadership. Why is this
book different, and why should you care? Here are a few
answers to your question.

First of all, this book is written for the IT professional as its
stated audience. It focuses on the topic of leadership through
the unique perspective of an IT practitioner. It is also written
through the lens of an actively practicing CIO who lives the chal-
lenges of leading and managing a complex technology organi-
zation every day.

The book is also very different from many resources written
for the IT community in that it focuses on what I lovingly refer to
as the human side of 1T leadership. Many IT executives have
risen through the technical ranks and already have a great han-
dle on leading IT projects, implementing technical solutions,
and handling the day-to-day operations of a technology organi-
zation. What most CIOs or aspiring CIOs don’t always have is a
great deal of experience or focused education in dealing with
the human elements of leading an organization that ultimately
will decide whether you, as well as your organization, succeed.
In this book we will focus on real, pragmatic issues that are criti-
cal for executive success. These topics include:

= Helping to create a vision that your team will embrace
= The real purpose of IT—driving business value
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= Developing effective communication skills

= Becoming an effective relationship manager

= Developing the people on your team for maximum
contribution

® Leading a major change effort

m Creating an atmosphere of partnership with your people,
clients, and vendors

= Developing the qualities of great leaders

= Sustaining success once it's achieved

These topics are critical to executive success but are not
often taught in MBA programs or easily learned on the job. T will
cram nearly 30 years of lessons from the school of hard knocks
into these pages in the hope that you can avoid having to invest
as much time (and make as many mistakes!) as I have.

Finally, the book has two major focuses—helping the indi-
vidual evolve from a technical expert to a business executive
and helping his/her organization evolve from a utility service
provider to a trusted business partner that drives true business
value. If these are goals you hope to accomplish, then this is the
right book for you at the right time.



CHAPTER 1

First Things First:
What Is Leadership?

efore we get into the “nuts and bolts” of what is involved in
B transforming an IT organization, we will spend some time
defining some key concepts. Specifically, we will focus on the
following concepts:

(1 Defining what I mean by leadership

(0 Comparing and contrasting leadership and management

(A Reviewing common misperceptions regarding leadership

(3 Examining the critical roles that a transformational leader
has to play

Defining Leadership

There are probably as many definitions of leadership as there
are people who have an interest in the topic. Many of us have
formed our thoughts and definitions based on the people in our
lives from whom we have learned our lessons of leadership. For
many people, the image of leadership comes along with formal
power and authority. For others, it elicits a vision of eloquent
orators who can inspire with their thoughts and words. Some
may conjure up emotional pictures of military leaders or sports
coaches who “fire up” the troops.
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What we will explore in this book is the fact that there is no
one approach or definition to leadership. Individuals bring their
own unique personality and talents to their position of leader-
ship. In trying to define leadership, perhaps a good place to start
is to differentiate between two very important but different
things—Ileadership and management.

Leadership versus Management

Before we begin our discussion on leadership, it is important to
differentiate between the concepts of leadership and manage-
ment. Many people will share that they think good leadership is
more important to an organization’s success than excellent man-
agement. This is akin to saying that speed is more important to
an athlete than strength. The truth of the matter is that both are
critical to success.

Over the almost 30 years I have worked in the industry, I have
come to realize how rare excellent management is and how rarely
it is appreciated and rewarded. In many organizations, when an
individual contributor excels, he or she is promoted to a manage-
ment position. The thought process is that if someone is proficient
in a functional area, that person would naturally be able to man-
age others who are focused in that area of endeavor. Nothing
could be further from the truth. Although some people clearly can
make this leap, excellence in any endeavor and the ability to man-
age people in the same discipline are two very different sets of
muscles. Working in the field of IT, it is sometimes painful to
watch very talented technical people who entered the field be-
cause of certain skills and personality traits being asked to act in
what can only be described as unnatural ways to try to manage
the efforts of other technical contributors.

In my experience, there is a dearth of quality managers. Peo-
ple who can help teams execute and deliver results are a pre-
cious commodity. Many organizations do not value or reward



First Things First: What Is Leadership?

excellent managers. However, without these people, companies
would never accomplish the results required to achieve success.
Therefore, in our discussion of leadership versus management, I
want to be clear that T value both capabilities. It’s just that they
are very different things.

Picture This

How many times have you seen this movie play out? An
extremely talented technologist does a stellar job on a criti-
cal project. As a “reward” for his efforts, he gets promoted
into a management role. Suddenly, this incredibly intelligent
and talented person finds himself in a whole new world. In-
stead of being able to leverage his technical acumen and
quantitative skills to get a job done, he is asked to manage
people who just a week ago were his peers. Some of these
people resent his promotion and his new role. He doesn’t
know how to relate to people who were colleagues but
now are in his employ. No one has trained him on how to
adapt to this new role.

Even worse, his introversion and quiet demeanor,
which were assets up until now, are viewed as challenges
as he struggles to communicate his vision for the team and
how he hopes to execute against it. Being quiet and re-
served is mistaken for lacking leadership qualities required
to manage the team. He hasn’t developed the relationships
required to build credibility and confidence in the people
above him in the organization. Months go by, and instead
of delegating critical tasks, he tries to do it all himself. His
people are disgruntled. His management is disappointed.
He is frustrated. Finally, a year into his tenure, he is called
into his manager’s office and relieved of his responsibilities.

(continued)



Lessons in IT Transformation

(Continued)

Part of him is shocked—how could I have gone from being
a star to being a bum in a year? Part of him is actually re-
lieved to not have to fit into a role for which he was clearly
not suited. He has to take his severance check and explain
to his family that he is unemployed and has to look for a

new job. Sound familiar? Could it happen to you?

To me, the simplest way to differentiate between leadership
and management is to identify three questions that must be
answered for teams to succeed. The first two questions are
issues of leadership. The third is a question of management.

Question #1: Where Are We Going?

The first question that must be answered by a leader is, “Where
are we going?” The essence of leadership is setting the direction
for the organization. Leaders must work with their people to
explain their destination. There is an old expression that if you
don’t know where you are going, you might not like where you
wind up! The first responsibility of a leader is to know where you
are going so you can communicate this direction with your team.
Many books I have read on the topic of leadership stop there!
They feel that the primary responsibility of a leader is to deter-
mine and communicate the team’s destination. I think that there
is a second related question that leaders are required to answer.

Through the Lens of the CIO—The Need

for CIOs to Inspire

I can remember the first time T heard the idea of the CIO having
to inspire the organization. It was at an industry conference, and
we had a keynote speaker who suggested that leaders must in-
spire their people to greatness. Why is this a daunting challenge
for most CIOs?
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Let’s think about where most CIOs come from. Many of us
grew up through the ranks of the technology organization. Our
skill sets were in areas such as business analysis, systems devel-
opment, and process management. In school, we were more
likely to be attracted to topics such as math and science than to
subjects such as psychology and philosophy, which many of us
probably viewed as “fluff” courses. (I will make the admission
that I was a dual major when I got my undergraduate degree,
pursuing both economics and psychology!) We are most com-
fortable with quantitative, hard-core, tangible items that we can
see and touch. We are often binary in our thinking—after all,
computer science is at its core based on ones and zeros! We
count lines of code; we install and program switches and
routers—no bull happening here!

All of a sudden, many of us are placed in positions where we
have to lead and “inspire” people. Inspiration is the stuff of
evangelists and football coaches, not managers of technology.
But like it or not, people only perform at their greatest potential
when they are inspired.

One of the big mistakes many CIOs make when attempting
to inspire is to think that they have to come up with some magic
words that awaken the greatness that resides in all of us. We
have to know exactly what to say to light the fire in people.
Truth be told, individuals have their own motivators that inspire
them. All we have to do is figure out what those things are for
the people we lead and find a way to align our vision and our
mission to the things that drive people. You can call that inspira-
tion. Motivation is really an “inside job.” Our role is not to create
the things that inspire people but simply to make people under-
stand how what we are doing connects with what already in-
spires them.

Another challenge many CIOs have is trying to develop the
cult of personality. Some of us (like me) happen to become

(continued )
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(Continued)

extroverts over time. I started out an introvert, but based on life
experiences and situations have become far more extroverted
and comfortable in dealing with people than many CIOs are nat-
urally wired to be. But what about those of us (and this is proba-
bly the great majority) who are introverted? After all, there is a
reason we went into IT as opposed to sales or marketing. What
do we do about the introverts? Remember that inspiration is
about your people, not about you! What CIOs have to do is to
be real, to be human, and to be themselves. People can smell a
phony from a mile away. Therefore, trying to be a cheerleader if
this is not your nature will most certainly backfire. Be yourself.
Be genuine. Speak from your heart in a way that people know is
true to who you are, and they will respect you for it. Don’t try to
be someone you're not. Be yourself—but be your best self and
work to bring out the best in each of the people you lead. This
is the true essence of inspiring people, not being some loud,
fiery B.S. artist!

Question #2: Why Are We Going There?

Getting others to support a shared vision requires that they buy
into what you are trying to accomplish. A big part of ensuring
that this happens is answering for them why you plan to go in a
stated direction. When I was starting out, the roles of manage-
ment and labor were very clear. As a member of the staff, you
were simply expected to do as you were told by your manage-
ment. No questions asked! However, things have changed. Most
of us lead “volunteer” armies! People can pick and choose
among many opportunities and employers. If you truly expect
to get people to rally around you and accomplish great things,
you need to help them envision why you want to go toward
your planned destination.
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In setting the course and explaining why you are headed for
your destination, every leader must be prepared to answer two
parts of this question:

1. Why are you as the leader planning to go in this direction?
Of all the places you could go, why is this the best place?
What about this destination makes it special, different, im-
portant? What about this destination inspires you and ener-
gizes you to put forth the effort required to arrive there?

2. Why should the people on your team want to go there with
you? This question might be even more important for the
people you lead. What about this trip speaks to their needs,
hopes, dreams, and desires?

We will explore both parts of the “why” question in this book.
The bottom line is that most people want you to explain to them,
“What's in it for me?” Unless you can create the same level of moti-
vation and excitement in them that you must personally exhibit, at
best you will get lukewarm buy-in and less than full effort. Great
objectives require great effort and great passion. Getting people
excited about the possibilities for them as individuals as well as for
the team is critical to getting the required level of involvement.

Question #3: How Do We Get There?

Once a leader has articulated a vision of where the team is going
and why the members of that team should be excited about
going there, management must ensure that the team executes.
It's the manager’s job to help lay out the plan for how to get
from where we are to where we hope to arrive. Management is
accountable for working with the team to chart the actual course
for the intended destination—identifying and planning the re-
quired steps needed to get from where we are to where we
hope to go. Managers need to work with their team to provide
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them the guidance, support, tools, feedback, motivation, and re-
wards to ensure that the team can bridge the gap from the cur-
rent state to the intended future destination.

Misconceptions about Leadership

Over the years I have met a number of people who aspired to
positions of leadership for all the wrong reasons. First of all,
leadership is not really about position. It is all about influence.
In many organizations the people who truly lead by influence
do not necessarily show up at the top of the organization chart.
We will talk more about this is a little while.

Following is a list of the common misconceptions:

u Leadership is all about the rewards. Many people aspire to a
position of leadership because of “what’s in it for them.”
They see leadership as a destination to arrive at where they
will receive the perks they feel they deserve. This includes
financial rewards, recognition, having people do things for
them, and more. They view leadership as a position of privi-
lege. These “wanna-be” leaders do not recognize that lead-
ership is a responsibility, not a privilege.

m Leaders are served. If you ever watch great leaders, you will
see that first and foremost, they thrive on serving others.
Their purpose is to help the team succeed. Their focus is on
working to ensure the personal development and success of
the members of their teams. Early in my career, I heard an
expression that has stuck with me throughout the years:
“When you are a leader, it's never about you!” A true leader
is focused on the success, development, happiness of his or
her people, clients and management. They are motivated by
making a difference in the lives of others, not by accumulat-
ing the accoutrements of power. Real leaders know that to
lead is to serve, not to be served.
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m Leaders focus on achieving personal goals. If you look at
great leaders throughout history, you will notice a focus on
helping others reach their potential—many times at the
expense of making their own lives safer or more comfortable.
Their entire thought process is about how they can help others
achieve their goals. Great leaders know that there are no win-
ners on a losing team. They know that the only success that
matters is the team’s success. That’s why in most sports you
rarely see a Most Valuable Player award given to a player
whose team did not make the playoffs. If success is a team
game, the focus cannot be on individual accomplishments.

m Leadership means I've made it. Ascending to a leadership
position is not the last step of the journey but, rather, the first
step to a new journey. Being promoted to a leadership role
isn’t an invitation to relax and enjoy the fruits of your labor.
It is an invitation to roll up your sleeves and work to help
your team chart a course for success. Leadership requires
hard work and dedication but many new leaders think that
they have arrived and can rest on their laurels.

® Good managers are natural leaders. As we've seen, leader-
ship and management are two different sets of muscles. Being
able to set a course and inspire people is a different set of skills
than being able to work with people to plow the road that gets
us to our desired destination. Both effective management and
inspired leadership are required for success, but thinking one
person automatically has both sets of skills is often a mistake.

Through the Lens of the CIO—The Peter

Principle at Play

How many times have you seen someone who is incredibly tal-
ented at a position rewarded for their excellence by being pro-
moted to a role for which they are neither prepared nor

(continued)
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(Continued)

equipped? This is often referred to as the Peter Principle—in an
organization, people get promoted up to their level of in-
competence. Unfortunately, there is a particularly common and
insidious version of this that happens to IT professionals.

Many IT professionals went into the field because of their
personality types (often introverts) and the way they are natu-
rally wired (logical, organized, curious, scientific thinkers). Their
comfort with ideas, concepts, logic, and numbers far exceeds
their comfort level with other human beings!

I had a person who I worked with, let’s call him John. John
was a brilliant technologist who was as dedicated and devoted
as any person I've ever worked with. He was a tremendous indi-
vidual contributor who was usually found smack dab in the mid-
dle of many of the successful projects we ran as an IT
organization. John’s “reward” for this excellence was to be pro-
moted into a management position. What the brilliant leaders
and human resource managers involved in this decision failed
to take into account is the fact that leading and managing people
require very different sets of muscles than being a technical con-
tributor. No great thought was given as to whether John pos-
sessed the skills required to succeed in this new role.
Furthermore, no great thought was given as to providing John
the developmental opportunities, mentoring or support system
to help him transition into the role of people leader. Many of the
people John was asked to manage were peers of his in the orga-
nization. Some of them were older and more experienced than
John and were resentful that this “whiz kid” was ascending up
the corporate food chain faster than they had. John had always
been a “straight shooter” who spoke his truth. He didn’t have
experience with the tact necessary to persuade people to see or
do things a different way than they may have been comfortable
doing them in the past. John started his new role with a great
many strikes against him. He was thrown into a new world

10
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without a map of the terrain, a knowledge of the new language,
or a plan as to how to do what seemed to him like a foreign set
of responsibilities.

As we fast-forward the clock a year later, John’s manage-
ment was very disappointed. There were all kinds of comments
made regarding his performance. “John had shown so much
potential, I'm really surprised how badly he is struggling.” “John
has been a real disappointment; I expected much more from
him.” About 18 months after John had been promoted for being
an exceptional contributor, he was let go from the organization.
Very sad . . . let’'s move on!

Although John certainly contributed to some of the chal-
lenges he experienced, in many ways he was also a victim of the
situation. He had been promoted into a role without any
thought as to whether he had the temperament or abilities to
play it effectively. There was no training, support, or mentoring
provided to John, and his management, truth be told, were not
effective leaders or managers of people themselves! There was
plenty of blame to go around, but unfortunately the only person
who suffered any fallout from this haste and poor decision was
John! Have you seen this movie before? How many times?

In summary, leaders help their people understand where
they are going and why they are going there and then empower
them through effective management to figure out how to get
there.

Leadership Roles

Every leader has to wear several hats. In order to effectively lead
the process of change, a person must effectively play numerous
roles at various junctures in the transformation process.

11
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Business Executive

First and foremost, a CIO is a business executive. Anyone who
has a “C” in the title is expected to function at an executive level
and have the broad perspective of the entire organization when
making decisions. Functional knowledge and experience is ta-
ble stakes, not differentiators. Of course the chief marketing offi-
cer is an expert at marketing the products and services of the
organization and understands how the company fits into the
competitive landscape within which it plays. The CFO is
expected to be able to master cash flow and determine how
best to invest the organization’s financial assets for both short-
term liquidity and long-term growth. The CIO is expected to be
able to leverage technical solutions and information assets to
help drive the agenda for the organization. The real value added
is when these business leaders can roll up their sleeves and pool
both their collective business acumen as well as their specialized
functional expertise to help strategize and drive value for the or-
ganization. First and foremost, if you want a seat at the table (an
expression I can’t stand), you have to know what to do once you
get there!

Evangelist

A couple of years ago, I heard a presentation at a major technol-
ogy conference at which I was speaking. The presenter stated
that as a leader, it is imperative that you inspire the people on
your team. Inspiration is not a word that most IT executives use
that often. When we think of inspiration, we tend to flash back to
fiery football coaches such as Knute Rockne, who exhorted his
team to win one for the Gipper. Or perhaps you reflect back on
the great charismatic orators of our time, such as Dr. Martin
Luther King Jr., John F. Kennedy,, or President Barack Obama—
people who can move others with their vision and their passion.
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When I heard this presentation, I must admit that I was a bit in-
timidated at first. T consider myself many things, but inspirational
is not necessarily one of the adjectives I would use to describe
myself.

However, if you look up the word inspiration in Webster’s
Dictionary you will find several definitions. Here is one of them:

The action or power of moving the intellect or emotions.

Let’s reflect on this definition and relate how it applies to ef-
fective leaders.

Leadership indeed requires moving the intellect or emotion.
Leaders must convince, persuade, and influence people to de-
vote their energies and talents to the pursuit of a worthy objec-
tive. Leaders must also reach into a person’s emotional place to
hit a chord that motivates them to give their best. Leaders are
always working to influence the people around them and sug-
gest approaches and ideas that they need others to embrace and
pursue. When inspiration is put in these terms, it becomes a little
less intimidating and a lot more practical to consider.

Therefore, I would submit to you that the first role that a
leader must play is the role of evangelist. Leaders must inspire
the key stakeholders within their sphere of influence to embrace
new ideas, new approaches, new destinations and directions,
and must somehow get the best of people’s minds and souls to
drum up the required enthusiasm, energy, and commitment
needed to drive transformational change.

Captain of the Ship

The next role a leader must play is what T will refer to as being
the captain of the ship. In Chapter 2 we will focus a great deal
on the concept of creating and embracing a vision. Effective lead-
ers, in essence, set the course for the vessels they are piloting.
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They must get people to buy into traveling toward the stated
port of destination at the exclusion of other potential destina-
tions that might look more attractive at face value or seem
easier to reach. Leaders must also keep people focused on the
destination when the winds blow against them and the waters
get choppy. They must ensure that the crew is prepared for the
long journey of transformation and that there is enough esprit
de corps to guard against any potential mutiny in the face of
difficulty.

Teacher and Coach

I have seen countless CIOs frustrated by the fact that members of
their boards of directors or their executive management teams
don’t get it. They bristle at how little their constituents seem to
understand about technology and how it is implemented, and
they somehow feel superior because they have a lexicon that
others seem to not understand. They also get frustrated when
their people make mistakes or fall into traps that may seem obvi-
ous to a more experienced person.

One of the critical roles of any effective leader is to be a pa-
tient and willing teacher. Consider these four factors:

1. You must be willing and able to explain complex technical
ideas and solutions in laymen’s terms.

2. You must be willing to educate key stakeholders not only on
what you are trying to accomplish but also on why it matters
to them and why your approach would be the best.

3. You need to make very accomplished and successful people
feel more comfortable living in a world that seems foreign to
them and where they may feel inadequate or even stupid.

4. You need to help mentor your people and allow them to
grow and develop the skills they need to evolve into effec-
tive leaders in their own right.

14
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When a person first learns to drive a car, there seems to be
dozens of things that must be done at the same time—check
your mirrors, step on the gas, hit your turn signal, check your
speed, the list goes on and on. An experienced driver does all of
these things without thinking about them. As a matter of fact,
most of us drive to work and can’t recall much about how we
got from point A to point B, as if we were in a trance! But if you
ever watch a parent trying to teach a teenager how to drive, you
will quickly realize that the things we take for granted and can
do in our sleep are things that need to be taught and explained.
If you are a sports fan, you may have come to the realization that
some of the greatest players often fail when they attempt to tran-
sition into the role of coach. For an extremely gifted athlete, it
must be very difficult to understand why the young players he is
trying to coach can’t do the things he was able to accomplish
with such ease. Often, the best coaches are those who were, at
best, average players. They know what it’s like to have to learn
and struggle to develop a skill. They have more patience and a
greater level of empathy and willingness to teach and explain
basic principles to their players.

Part of being an effective coach is also knowing when to
teach, when to correct, and when to allow people to fall down
and brush themselves off. One of the hardest things to do as a
coach or parent is to watch someone you care about make a
mistake and stand by as they skin their knees. There is an over-
whelming desire to say, “Don’t do that! I tried it and it didn’t
work for me. It’s a mistake, and it will cost you.” However, part
of teaching people is allowing them to discover their own truths
and learn their own lessons. Feeling the emotions of short-term
failure can be a powerful learning tool. There is a story of a
young boy who was watching a caterpillar struggle to break out
of its cocoon to become a butterfly. He watched as the tiny crea-
ture fought hard to break free from the chrysalis. Eventually, he
couldn’t take it anymore and made a cut in the cocoon for the
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creature to break through. When it emerged, instead of flying
away, the butterfly dropped to the ground. It was unable to fly
because it lacked the strength in its wings that would have been
developed as it worked to break through of its own volition. Part
of being a coach and teacher is knowing when to allow your
people to make mistakes, struggle, and strengthen their wings
so that they have the wherewithal to be able to fly on their own.

Cheerleader

An often-overlooked role of great leaders is that of cheerleader.
Most of us have grown up in a hard world where we are expected
to be strong, tough, self-motivated adults. Perhaps we didn’t re-
ceive a lot of accolades or attaboys from people in authority posi-
tions. People are often raised in a way that values independence
and individuality. That is all well and good. However, many of us
can remember a childhood experience where a coach or teacher
said a kind word or recognized an accomplishment. How did that
make us feel? Can you remember being really down and feeling
you would never be able to accomplish an important goal when
perhaps a friend or parent told you to hang in there a little longer
and eventually the tide would turn in your favor? Being a cheer-
leader for your team simply means that you recognize their efforts,
give them a pat on the back, and take the time and effort to catch
them doing something right and recognize them for it. We all want
to feel appreciated and valued. An occasional pat on the back or
supportive word at a difficult time might mean more to a person
than you can ever know.

Strategist

Part of being an effective business leader involves helping to de-
velop and lay out the strategic direction for your organization.
This includes not only understanding your company’s stated
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mission and direction, as well as its strengths and weaknesses,
but also understanding the competitive landscape within which
you play to see how to best position your organization for suc-
cess. Today more than at any time in the past, technology and
information are absolutely critical components to the strategy of
any organization in any industry. Whether it is leveraging con-
sumer knowledge to more effectively position your products or
services or using social media to market and publicize your
efforts, technology is at the center of how we live and do busi-
ness. Therefore, the CIO not only needs a seat at the table but
also the will to drive the strategy for competing in the twenty-
first-century marketplace. IT is no longer a backroom function
and a cost of doing business; if leveraged effectively, it can be a
competitive differentiator that spells the difference between
market leadership and bankruptcy!

Innovator

Now more than ever, the IT function is expected to help drive a
company’s innovation engine. Whether that means leveraging
technology to market and communicate key messages, using
business intelligence to help drive strategic usage of assets, or
ensuring that your executive team is able to collaborate any-
where at any time, innovation is an expectation. It's not enough
for IT to enable innovation. Part of our leadership role is to drive
innovation and recommend creative uses of technology to help
a company differentiate itself in a crowded and competitive
marketplace.

Shop Foreman

Many IT executives bristle at the thought of IT as a utility. I agree
that if all IT is to an organization is a utility, that organization has
done a poor job of leveraging what can be a key value creator.

17



Lessons in IT Transformation

However, let’s remember that in any hierarchy of value, the only
way the top rung is reached is by solidifying the bottom steps on
the ladder. Ignore the utility aspect of IT at your own peril! Let’s
see how many strategic conversations your executive team is hav-
ing with you if e-mail is constantly down. No one will take you
seriously as the architect of business strategy if you can’t even keep
the lights on in your own house. I am not suggesting that your
focus should be on the tactical aspects of commodity services. I am
simply stating that in order to earn the credibility required to add
value at a strategic level, you need to ensure that the trains run on
time every day. Running the IT factory so that services are consis-
tently delivered on time, on value, and on budget is not very sexy.
It is, however, an imperative; it is job one for a CIO.

Lessons Learned

In this chapter we have compared and contrasted the con-
cepts of leadership and management. We have also defined
some of the key roles that effective leaders must play in
transforming their organizations. Let’s recap what we’ve
learned:

m Leadership and management are different sets of
muscles.

m Leadership focuses on helping people understand
where the team is going and why the stated destination
has been chosen.

m Management helps people figure out how to chart the
course to arrive at the stated destination.

m Transformational leaders are required to play many
roles. These include:
® Business executive—helping drive business outcomes

such as revenue creation and expansion, process re-
engineering, and cost efficiency for the organization
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Evangelist—inspiring your people and getting them
fired up about the journey you are about to embark
upon

Captain of the ship—charting the course for success
Teacher and coach—providing people the skills and
tools they require to successfully complete the journey
Cheerleader—pumping people up and keeping them
motivated even when challenges occur and success is
not in sight

Strategist—developing the strategies required to com-
plete the mission

Innovator—working with people to think outside the
box and develop novel approaches to addressing the
challenges that stand between you and your objectives
Shop foreman—the unglamorous but critical role of
running the utility and keeping the lights on while
you climb the value chain
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CHAPTERZ

That Vision Thing

his chapter will focus on the role that organizational vision
plays in ensuring a successful transformation. Specifically,
we will focus on the following concepts:

(3 Learning the importance of an effective vision

[ Determining whose vision it is

(3 Ensuring that employees feel a sense of ownership for the
vision

(3 Learning the effective way to create a vision

[ Aligning the vision with people’s personal visions

(A Inspiring people through the use of the vision

(1 Looking at ways to make the vision real in people’s daily
lives

Importance of Vision

Over the years, I have heard a lot about the concept of vision. 1
have personally been involved in the creation of the vision state-
ment for a number of large, complex organizations. From this
experience, I learned a great deal about the right and wrong
way to develop and articulate an organization’s vision. Before
we venture into a discussion about how to do the vision thing,
let’s take a moment to discuss why it is so important.
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All of us work, for many reasons. At the bottom of Maslow’s
hierarchy of needs pyramid is the need to feed our families and
ourselves, put a roof over our heads, and pay the countless
other bills we have each month.! Although fear of hunger and
homelessness is certainly a great motivator, that only gets you
so far. To truly tap into the full passion, talent, and effort of a
human being, you must appeal to something higher than basic
needs. Vision is, first of all, a call to that higher meaning. A good
vision should touch a part of individuals that makes them aspire
to give their best and be their best. A good organizational vision
is also a rallying cry—a call to arms, if you will. It should be a
higher calling that crystallizes the purpose of the organization in
the minds of its stakeholders and binds them together to achieve
a common purpose that resonates with them at a deeper level. A
good vision is also an excellent way to articulate the purpose
and meaning of an organization to the outside world so that
they understand what makes the organization tick.

Although all of these issues are important, I feel the reason
vision is so important is that it creates a picture of a future state
that people can get excited about. When they know the vision,
they can rally around it and be willing to commit themselves
fully to accomplishing the goals.

Deciding Whose Vision It Is

I have witnessed organizations make several mistakes in the crafting
of their vision. Perhaps the most egregious mistake organizations
make works like this. The top leaders in an organization decide
they need to create a new vision. This small group of individuals
sequesters themselves in some five-star hotel, resort, or conference

! Abraham Maslow’s hierarchy of needs was first published in his
article, “A Theory of Human Motivation,” Psychological Review 50(4)
(1943):370-396.
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room for some extended period of time to hammer out the new
vision. Lots of dialogue, political maneuvering, energy, and com-
promising follow. After what seems like an eternity to the partici-
pants, a final document is created that expresses the new vision.
This reminds me of Mel Brooks’s classic movie History of the World,
where Moses carries down the 15 (oops! I dropped a tablet!)) Ten
Commandments from the mountain and gives them to the people.
In a similar fashion, the CEO calls a town hall meeting to unveil the
new vision and to tell people, “This is our new vision. You will
cherish it, be motivated by it, and abide by it.” Does this sound fa-
miliar to you? Have you seen this movie? Why doesn’t this work?

Through the Lens of the CIO—Is the
Organization’s Vision Your Vision?

I remember a number of years ago taking my girls to the circus.
We sat next to a young family with a little boy about five years old
who was crying and wanted no part of the experience! T chatted
with his father, who was visibly upset by the situation. He stated
that he had put a lot of time and effort into planning this event for
his child and had also spent his hard-earned money to pay for
good seats so that his kid could see the clowns up close and per-
sonal. Me being me, I couldn’t help asking the little boy what was
upsetting him so. He said to me, “I hate clowns! They scare me!”
This little story reminds me so much of how most CIOs go
through the process of developing and articulating a vision.
They come up with a vision that really resonates with them and
gets them motivated and excited. They go through this process
in a virtual vacuum. Then they seem perplexed when their peo-
ple aren’t jumping up and down with excitement upon being
provided this new direction.
I remember being part of a large IT organization that went
through a major overhaul. It was termed a “transformation” effort
(continued)

23



Lessons in IT Transformation

(Continued )

(we were even given T-shirts with a picture of a butterfly on it!).
I was one of the lucky chosen ones from the rank and file who
were selected to be part of the vision-creation process. A highly
paid outside consulting firm was brought in to develop a new
vision and organizational alignment. The people in the organi-
zation were never told why this was taking place. They feared
the consultants and viewed them as a threat to their jobs. They
didn’t trust their management, who they felt was out of touch
with the realities and challenges they were dealing with day in
and day out. A small cadre of people (myself included) were
sequestered for long periods of time to come up with a new
vision and strategy, and the only communication with the ma-
jority of the staff were some high-level fluff e-mails telling them
how great things were going.

When all was said and done, the ‘“transformation” was
unveiled. Our clients, who at best were kept at arm’s length from
this process, viewed this as the “flavor of the day” and went back
to business as usual. Many of our people were either downsized
or put into new and uncomfortable roles, and the ones who re-
mained in the company were not drinking the Kool-Aid! Some
progress was made and some things did get better, but three years
after the effort was completed, it was still a suboptimal situation.

I remember asking one particular teammate what he thought
about the new vision. His comment was, “This isn’t my vision—
it’s theirs!” When you undertake to develop and launch a new
vision, it’s critical to ask yourself: “Whose vision is it, anyway?”

Helping Employees Feel Ownership

There is one minor problem with this approach to creating and
implementing a vision. The only people who buy into it (if you
are lucky!) are those who helped create it. For the rest of the
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organization, this is simply another edict being foisted onto
them by the bigwigs. They have no personal connection to this
vision, no emotional attachment to it, and no reason to buy into
it on a visceral level. This is simply one more thing taking them
away from being productive and getting their jobs done. What is
missing here is a sense of ownership. No one has taken the
time and effort to engage the people in the process of develop-
ing the vision. There is no personal buy-in. People don’t under-
stand how or why they should connect to the vision and what it
means to them on a day-in, day-out basis. Bottom line, there is
no sense of ownership on a personal level for making the vision
a reality.

Creating the Vision

Although it might be challenging if not impossible to have every
single member of an organization actively participate in the cre-
ation of a vision, it is imperative that each person feels that he or
she had input into the process and sees and feels something that
matters personally in the vision. One of the ways I have seen this
accomplished is by having representatives of the different
groups that make up an organization participate in the process
of defining the vision.

In the process of developing the vision, the way these repre-
sentatives are chosen is critical. The organization shouldn’t sim-
ply select the managers of each of the functional groups.
Instead, they should select a diverse group from among the in-
formal leaders from each of the groups. In order to ensure that
you have chosen the right people, you need to answer a few
questions. Who has the most influence with this group? Who do
people seem to rally around or hang out with? Who do people
go to with their questions and concerns? Who has the answers
when people have questions or concerns? Many times, the real
leader in a group is not the person with the most formal
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authority or the loftiest title. Find the real leader and invite that
person to participate in the creation of the vision.

You must also provide people the time and space from their
normal responsibilities to invest in developing the vision. If you
ask employees to be a part of this effort without taking into con-
sideration the impact this time and effort will have on their daily
work, they are more likely to view their involvement in this pro-
cess as a negative thing, with negative consequences to their
work. You also need to ensure that there is a conduit for these
informal leaders to be able to share with their group the things
they are doing and the progress being made on the creation of
the vision.

Aligning Your Vision with the Vision of Your People

Once a vision is created, a leader must take the time and effort to
align his or her people behind it. This requires time and energy
to communicate the vision, answer people’s questions, explain
the importance of the vision, and help people understand how
the vision impacts them and, more importantly, how what they
do impacts the organization’s ability to accomplish the vision.
People must feel inspired by the vision and see a connection be-
tween their roles and their beliefs and the accomplishment of
the vision. In order to accomplish this, you must first understand
what makes a person tick. I have been fortunate enough to lead
a number of teams over the course of my career. Many of these
teams went on to accomplish wonderful things (for which I take
little credit!). T was once asked by an interviewer how I lead peo-
ple. My response was that I didn’t lead people—I led persons.
This is not a matter of semantics but, rather, an important way of
thinking of leadership. Each person is a unique combination of
talents, hopes, dreams, experiences, and desires. The idea that a
one-size-fits-all approach to motivating people will do the trick
is simply a lazy approach to trying to find a shortcut to
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leadership. Each person on your team is wired differently, so it is
imperative that you take the time and effort to understand your
team members as individuals and to reach out to help them re-
late to the vision in a way that resonates with them. Unless you
do this, you can never fully get them to buy into the vision with
their hearts and souls.

Through the Lens of the CIO—What if You

Have No Clear Organizational Direction?

Have you ever worked for an organization that didn’t have a
clear vision? T have had the interesting experience of working
for leaders who couldn’t tell me what we were focused on
accomplishing or why! Our IT organization was not aligned
with the corporate direction. We were viewed as a utility, and
many times, not even a good one!

All of us at one time or another have worked for poor lead-
ers who were unable to articulate a real vision of what success
looked like or how the work we performed as an organization
mapped to the bottom-line outcomes of the firms we were a
part of. We've all worked for people who were terrible commu-
nicators and who couldn’t lead their way out of a paper bag.
I once had a colleague who was struggling with his manager say
to me, “I give up! I can’t get a straight answer from my boss. He’s
a clown! He doesn’t get it or doesn’t seem to care, so why should
I?” After completing his tirade, he asked for my opinion on how
he should proceed. I told him, “Just because you work for a
clown doesn’t give you license to join the circus!”

Anyone who has worked for me will tell you that one mes-
sage I repeat ad nauseam is that leadership begins with me. Re-
gardless of who you are, what role you play in the organization,
and what your scope of impact, you can always control how you
play the game. It’s very easy to throw your hands up in disgust

(continued)
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(Continued)
and settle on being mediocre. In some organizations, this may
not even be noticed. But beware of this course of action, as an
insidious thing can happen. Mediocrity can creep into your
bloodstream. All of a sudden, you become one of “them.” In-
stead of being part of the solution, you have now devolved into
being part of the problem. You can rationalize and justify this ap-
proach a million ways to Sunday, but the bottom line is that at the
end of the day you as a professional are the one who will suffer.
If you find yourself in this situation, there are two construc-
tive things you can do. The first is to leave! Get out and run away
as fast as you can. If you are truly working in a poisonous envi-
ronment, it might be time to change the scenery. But what if you
don’t want to, or—given the realities of the economic climate or
the job market—what if you can’t move on to another opportu-
nity? Then you be the change you want to see. You set the
course for your people that your management is ill equipped to
set for you. You be the beacon in a world of darkness. Funny
thing happens when you take this approach. First of all, you and
your people feel a whole lot better about life! Second, some-
times the people above you in the food chain start to take no-
tice. They wonder what’s going on in this area. Why are clients
starting to flock to these people? What are they doing that the
rest of us aren’t? Someone may even be bold enough to try to
figure out what’s happening here and whether it can be emu-
lated in other parts of the organization. Be careful: You may start
something that impacts the dysfunction!

Inspiring Others to Share the Vision

This next concept may make you feel a bit uncomfortable. I
know it was tough for me to embrace at first. I went to a confer-
ence once where one of the presenters asked the question, “Do
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you inspire your people?” T initially balked at this notion. After
all, “inspiration” was best left to people of great integrity and
spirituality. It was also the stuff of great movements. Martin Lu-
ther King Jr. inspired people. How was some IT executive sup-
posed to inspire people? I struggled with this concept for a long
time until I finally wrapped my brain around the fact that leader-
ship on any level in any field of endeavor did indeed require a
level of inspiration in order to create great results.

I remember an old story I once heard about a man who was
walking past a construction site. He walked up to the first la-
borer and asked what he was doing. The mason shared that he
was “making twenty bucks an hour laying bricks.” This didn’t
satisfy the man’s curiosity, so he asked the same question to an-
other laborer. The second worker shared that he was “building
the greatest cathedral in the world.” Both workers had the same
job, but the second worker had a greater vision. This was due to
a higher level of inspiration. What do your people feel they are
doing? Have you asked them? Are they simply making a living,
or are they building a life? Are they a part of a greater purpose
that they are proud of, or are they simply cogs in a machine?

Making the Vision Real for People

In order to make a vision real for people, they must feel a part of
the movement. As a leader, it is imperative that you work with
people to help them understand the vision, feel a connection to
the vision, and feel a real sense of ownership for the attainment
of the vision. Perhaps the most important thing you can do to
accomplish these objectives is to help incorporate the vision in a
person’s daily life.

This has two aspects. The first is to work with individuals to
craft their objectives and deliverables in such a way as to have a
connection to the overarching objectives associated with the
vision. Let’s look at an example. If part of the vision is to drive
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new revenue opportunities, you must help the person understand
how what they do on a daily basis supports this objective, either
directly by driving revenue or indirectly by supporting the people
responsible for driving revenue. The other thing you must do is
make the person feel a part of the larger team and a part of
achieving the vision. One approach I have used is to have key
executives at my staff meeting to explain what they do, how it
ties to the vision, and how the work my team performs supports
them in this endeavor. This has a number of positive benefits. Tt
helps educate my team on what these leaders are focused on. It
helps them see a connection between the work they do and the
achievement of the leaders’ objectives. Perhaps most importantly,
it makes people feel a personal connection to the leader and the
vision on an emotional level.

Lessons Learned

m Having a compelling vision that inspires your team is a
critical part of any transformation effort.

m [t is imperative that the members of the team feel that
they have been a key part of developing the vision.

m People must feel a sense of ownership and accountabil-
ity for the vision.

m There is a right and wrong way to develop a vision.
Having people engaged in every part of the process is
the right way.

m For a vision to be effective, people must see themselves,
their daily efforts, and their personal vision as closely
aligned to the organization’s vision.

m For a vision to be effective, it must inspire people to
perform at their optimal level.

m An effective vision is a real vision that people can
embrace.
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CHAPTER 3

It’s the Business, Stupid!

his chapter will focus on the only reason anyone truly cares

about information technology—the ability to leverage infor-
mation and technology to drive business value! Specifically, we
will focus on the following concepts:

(3 Describing the real purpose of IT within a business

(3 Evaluating IT-business alignment

(3 Considering three questions as they relate to the mission of
your organization.

(A Taking a look at fiscal management and leveraging IT as an
investment instead of a cost.

(1 Finding ways that IT can actually help drive top-line revenue.

(3 Discussing CIO effectiveness in engaging the board of directors.

(3 Examining the most important role a CIO plays—business
leader.

(1 Discussing the type of metrics that matter to most business
executives.

(3 Learning to focus on what matters most to your key
stakeholders.

(3 Understanding how perception really is reality!

Many of us remember Bill Clinton’s 1992 presidential cam-
paign. In Clinton’s Arkansas campaign headquarters, Campaign
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Manager James Carville had a list of three key points—the most
! Although this might
seem trite, it is important to understand the crystallizing impact

memorable being, “The economy, stupid.

of this statement. The Clinton campaign’s ability to focus people
on this message and leverage it as a rallying cry led to what
many considered to be a surprising victory in that election.

As a CIO, I have been exposed to many technologists who
have a great deal of angst regarding the fact that their management
or board of directors doesn’t understand what they do or how im-
portant technology and information are to the mission of the orga-
nization. Whenever I come across this concern, I ask a question
along the following lines. Say your company was going to relocate
you to Spain. Would you expect the entire population of Spain to
become fluent in English just so they could communicate with
you? Of course not! It would be incumbent upon you to learn to
speak Spanish in order to function in their world. Why is it, then,
that some technology leaders feel that business leaders should
learn to speak “geek” instead of taking responsibility for being
able to speak the language of business? Business leaders are re-
sponsible for driving business results. As an IT executive, you are
expected to be a business leader. This means speaking the lan-
guage of business and being comfortable in the world of business.

The Purpose of IT

Let me start by admitting that I am not your prototypical IT per-
son. I am not enamored with technology for technology’s sake. I
don’t run out to buy the next exciting new gadget the day it

'Richard Alleyne, “Gordon Brown: It's the economy, stupid!” The
Daily Telegraph. May 23, 2008. Accessed at web.archive.org/web/
20080526075655/http://www.telegraph.co.uk/news/newstopics/by_
election_crewe_and_nantwich/2015038/Gordon-Brown-1t%27s-the-
economy,-stupidl.html.
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comes out. I did not build Heathkits as a kid (as a matter of fact,
the model cars I built always wound up having “spare” parts!).
I am not naturally technically inclined. I received the same SAT
score on the math portion as I did on the language portion (650
on each, for those of you who care). My right brain works as
well (or as poorly, depending on who you ask!) as my left brain.
I come at IT from a little different angle than some IT executives.
To me, technology and information have only one real pur-
pose—that is, to promote the business objectives of the organi-
zation. I love it when people start talking about service level
agreements (SLAs) with “five nines.” The only SLA I have ever
seen that mattered was whether the leadership of an organiza-
tion thought that they were gleaning business value from the in-
vestment they made in IT. Providing value to the organization is
the primary purpose of information technology; everything else
is secondary.

The Foolishness of Alignment

Over the past few years, virtually every trade journal I have read
and almost every conference I have attended has focused on I'T-
business alignment. I have a very visceral reaction to this topic. I
think it’s a bunch of hooey (I believe that is a more politically
correct term to use than what originally came to mind!). My dis-
gust with this term is not due to my lack of belief that IT should
be on the same page as business. Rather my negative reaction is
exactly because of this belief! Let me explain.

My understanding of the word alignment (and granted, 'm
not the sharpest tool in the shed!) is the bringing together of two
separate things so that they converge on a common purpose. To
be a proponent of IT-business alignment (and notice how tech-
nologists usually put the IT portion first!) is to suggest that IT is
somehow something separate from the business. If this is the
case, why don’t we talk about finance—business alignment? How

33



Lessons in IT Transformation

about marketing—business alignment? The answer is obvious: It’s
because finance and marketing are not separate from the busi-
ness—they are part of the business! I would argue, so is IT! No
IT organization (unless you are talking about an IT capability at
a technology company) is a standalone entity. IT is part of the
enterprise it supports in the same ways as these other functional
entities. Does your CFO have a plan to “align” with the CEO? If
he’s not already in alignment, he might be on his way to un-
employment! Using this terminology and thought process cre-
ates an artificial barrier between IT and the rest of “business”
when, in reality, IT is a crucial part of any business.

Three Questions about IT’s Role in the
Organization’s Mission

Being of Ttalian descent, T have been taught that things come in
threes! I guess that includes questions! As a leader of a functional
entity (i.e., IT), you should ask yourself three questions on an
ongoing basis:

1. What outcomes are we striving for? What are the major objec-
tives of the organization? What goals must we reach in order to
further our mission? What is core to accomplishing our vision?
What are the things that matter and will make a difference to
the success and long-term viability of the enterprise?

2. How do the efforts of my organization belp us achieve these
outcomes? How do the day-to-day activities performed in
my area contribute to our success? Are we supporting reve-
nue generation? Are we attracting more customers? Are we
driving operational efficiencies? Are we improving key busi-
ness processes (e.g., customer service, manufacturing)?

3. If our focus and objectives are not supporting these key
imperatives, then why are we doing them?
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I am reminded of the story of the Easter ham. A little girl
asked, “Mommy, why do you cut the ends off the Easter ham
before you cook it?” Her mother pondered this question and
said, “Sweetheart, I really don’t know. Grandma always did it
that way; why don’t you ask her?” The little girl proceeded to
ask her grandmother the same question. Her response was simi-
lar to her daughter’s: “I don’t know . . . my mom always did it
that way.” Finally, the little girl asked her 90-year-old great-
grandmother. ”"Nana, why did you cut the ends off the Easter
ham before you cooked it?” The old woman pondered the ques-
tion and then replied, “Well, honey, my roasting pan was too
small to fit a large ham, so I had to slice off the ends before I put
the ham in the oven.” T am reminded of this little vignette every
time I hear someone say, “We've always done it that way.” My
response is . . . so what? You need to challenge your assump-
tions and actions all the time and not just do things because you
always have!

Fiscal Management—IT Is an Investment, Not a Cost

It amazes me how many IT executives view the CFO as their
enemy and moan and groan about having to budget and man-
age to a budget. Can you imagine another business executive
complaining about the financial portion of the job? Managing
the finances is a crucial part of any executive’s responsibility.
Every leader must live within a set of fiscal constraints (except
for the federal government, and we all have seen where that
has led!). Fiduciary responsibility is “table stakes” for any
executive.

The key to handling the financial aspect of the job is viewing
(and making sure your board views) IT as an investment, not a
cost. This is not semantics or smoke and mirrors! A cost suggests
something that is “sunk.” You pay a sum of money and you get
something in return once. An investment is something that
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yields dividends. Those dividends might represent additional
revenue, cost savings, improvements in customer satisfaction,
process changes, and so on. The idea of IT as a cost of doing
business is a killer for a CIO. You quickly must get your board
and executive team to view IT as an investment that pays divi-
dends and is a capability to be leveraged.

Many times I will hear of IT executives “playing games”
with their budgets. This is akin to keeping two sets of books!
As a leader, you should manage your budget like it’s your own
money—because as a leader in your organization, it is! As a
key stakeholder in the health of your organization, you need
to understand that every penny you spend is a penny that
can’t be invested in sales, marketing, advertising, or research
and development. Does this mean you shouldn’t spend the
money? Not necessarily. What it does mean is that you need to
decide to spend that money knowing the impact it will have
and knowing that there isn’t a limitless pot of gold at the end
of the proverbial rainbow!

Whenever you request funding, you need to be able to artic-
ulate the expected return on that investment. I don’t necessarily
mean this in the financial definition’s sense of the word (although
that is a great place to start). I mean you need to articulate what
your leadership should expect to be different because you have
invested this money and how that will impact the business. I
have also found that it is easier for the heads of your business
units to get funding than it is for a CIO. You should always part-
ner with your business unit executives to ensure that the projects
being proposed are of great value to them, that the projects have
a direct business impact, that the business leaders are willing to
get in front of the board and sponsor these initiatives, and that
they share accountability for ensuring that the projects succeed
and return value for the investment. The credibility of having a
business owner state the importance and the need for a project
cannot be underestimated.
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IT as a Tool to Drive Revenue

Many CIOs are focused on the cost side of the financial equa-
tion. For most IT organizations, containing costs is the primary
focus when it comes to their financial contribution to their com-
panies. However, in these challenging economic times, that is
not enough.

Technology and information provide a number of opportu-
nities to help directly and indirectly drive new revenue and
enhance existing revenue streams. One of the most obvious op-
portunities is to be able to sell your products and services on-
line. Most people today conduct a large portion of their
purchases online—whether that be books, music, clothing, or
even tickets to sports and entertainment events. Another obvi-
ous opportunity is to leverage social media to help get your mar-
keting messaging in the public’s eye. But there are also less
obvious opportunities.

In my current role, we were able to leverage existing wire-
less networking technologies to, in essence, expand the foot-
print of our point-of-sales capabilities. Therefore, standalone
kiosks that previously had only been able to take cash tender
were expanded to accept credit and debit card transactions. As
you can imagine, this had a significant positive impact on food
and concession revenue. Another thing we leveraged was ac-
cess security. Most events have a limit to how many fans they
can accommodate before running the risk of having a public
safety issue. However, by knowing real time how many people
are on site, you now have the opportunity to extend the sales of
tickets to additional fans for opportunities such as grounds
passes or for standing-room only. In our case, this significantly
increased ticket revenue. Another example is developing a
novel technology solution that can be leveraged by other com-
panies in your industry. We are actually working on licensing
a solution we developed in house that other sports and
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entertainment events can leverage for security and event opera-
tions. These examples come from my world, but in every indus-
try there are opportunities that simply take a keen eye and a bit
of creativity. In many cases, the additional investment is negligi-
ble but the financial impact, as well as the business goodwill
this creates, can be substantial. Do you want to be seen as a
business leader? Do you want to have a great relationship with
your CEO, CFO, and board of directors? One surefire way to ac-
complish this is by being seen as someone who helps to feed
the revenue engine.

Ways to Engage the Board

One of the responsibilities of a CIO that strikes terror into the
hearts of many IT executives is presenting to, and engaging
with, the board of directors. For someone who is new to this
dynamic, this can be a daunting task. While only the individual
can overcome her “stage fright,” I can make some suggestions
that can help create a more positive experience in the
boardroom.

My first suggestion is that a CIO should stand out in the
boardroom by not standing out in the boardroom! Is that confus-
ing enough for you? What I mean by this is quite simple. The
people who engage with the board, as well as the members of
the board themselves, are usually accomplished businesspeo-
ple. They speak the language of business and expect to discuss
business-related topics. As an executive of the organization, so
must you! If you come into the room speaking geek (i.e., using
three-letter acronyms talking about VPNs and SOA), not only
will the board not understand you but also they will not take
you or your message seriously. However, if you present to the
board your plans and efforts to drive revenue, improve share-
holder value, and lower the cost structure of running your oper-
ations, they will both understand you and take interest in your
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message. When engaging the board, it is critical that you accom-
plish three major objectives:

1. Create an atmosphere of confidence Board-level people
expect to engage with individuals who are confident in their
value and in delivering their messages. I remember an old
commercial for an antiperspirant with the tagline “Never let
them see you sweat!” This is a very important dynamic. There
is an old expression that dogs can smell fear. The worst thing
you can do is portray an image of someone who is intimi-
dated to be in the situation. How can you avoid this? Remem-
ber why you are there in the first place. You are a subject
matter expert, and you bring a level of acumen and value in
an area that is of importance and significance to the organiza-
tion. You have an important message to deliver, and you are
psyched to deliver it! This leads to your next objective.

2. Exude passion People remember great speakers not so much
because of how eloquent they are (although that never hurtsh
but because of their passion about their message. Are you
excited about what you have to share with the board? Is it im-
portant to them and to the organization? Do you feel a sense
of pride and energy about your message? One of the things
I've learned in my career is that people buy into the messenger
before they buy into the message! If you have passion about
your message and a sense of enthusiasm about how you carry
out your work, you can get people excited about selling ice in
Alaska! If you are not enthusiastic about your message, you
won't even get a child excited about a trip to Disney World! 1
am not suggesting a manic, over-the-top kind of passion, but
rather, an honest level of energy that is evident in your walk,
your speech, your gestures, and your mannerisms. In deliver-
ing a message, you are taking people on a journey. Make sure
that they feel it’s a journey filled with excitement and promise,
not a trip to the dentist!
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3. Create a connection This happens not only in the boardroom
but also before and after your experience there. It can be easy
to be intimidated by the board. After all, they are usually very
successful people and you may feel that you need them a lot
more than they need you! But at the end of the day, they are
people just like you and me. Make an effort to get to know
them as people. I am not suggesting some false level of inter-
est or a disingenuous approach to “shaking hands and kissing
babies.” T mean taking a genuine interest in them as people
and developing relationships. Some of the most interesting, in-
telligent, successful, and nicest people I have ever met have
been members of my board of directors. I have been blessed
to have the opportunity to learn from them as businesspeople
and get to know them as human beings. I have enjoyed get-
ting to learn more about their interests and ambitions, as well
as their motivation for serving on our board. When I walk into
the boardroom, they know that T am genuinely happy to see
them. T also feel that they are happy to see me! This is a pro-
cess that needs to be nurtured over time. But even the neo-
phyte can make an effort to learn more about his board
members prior to presenting to them and to work on making
a connection with them when delivering his message. People
are people. They care about people who care about them.
They are interested in people who are interested in them.
They support people who support their efforts. There are no
shortcuts here—just real caring and connection.

Through the Lens of the CIO—Can You
Spot the CIO in the Boardroom?

You hear a lot of conversation these days about the roles CIOs

do and should play in engaging with their board of directors.
CIOs grind their teeth in frustration about their perceived lack of
visibility and engagement with their boards. They think that they
don’t always have the opportunity to get their message across
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and that most members of their boards don’t really understand
or appreciate the value that they bring to the table. There is a
lack of clarity regarding their role in partnering with the govern-
ance of their organization.

I'd like to have you play a bit of a virtual game that I like to
call “Can you spot the CIO?” Here’s how it works. You are a
stranger to an organization and do not know the cast of charac-
ters. You get to sit behind a transparent glass window and can
see and hear all of the individuals at the company’s board meet-
ing. The agenda is passed out and the meeting begins. Based on
what people are saying and how they are reacting to the issues
at hand, can you single out the CIO?

Most of the time, it’s (unfortunately) pretty easy to spot the
CIO. He is the person who seems ill at ease in the room. If you
watch the human dynamics at play, he is the lone ranger who is
not engaged in the friendly banter with the other people in the
room. He is often quiet during the business conversation and
does not add a lot of value or input into discussions regarding
how to invest the company’s resources, what strategy to
pursue, or what the organization’s future objectives should be.
Occasionally, he is called on to weigh in on tactical issues.
When he does, he talks in “geek speak,” mentioning VPNs and
lifecycle management and other terms that the other people in
the room clearly do not understand. He gets frustrated because
the others don’t seem to “get it” when he explains the intricacies
of the latest system rollout.

My premise is that an effective CIO can’t be easily identified
if you are playing this game. She is first and foremost a business
leader, so her conversation tends to focus on business outcomes
and be communicated in business and financial terms. She is
weighing in on all aspects of the business, because as a leader,
she has the ability to impact all aspects of the business. She also
has a broad perspective across the entire enterprise as to how

(continued)
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(Continued)

things work from both a process and a human dynamics per-
spective. She understands who is working with whom, why,
and how it all comes together. Other than the CEO, probably no
one else at the executive level has as varied and holistic a view
of the entire organization. Therefore, she understands that she
has a responsibility to bring issues and opportunities to light
and to provide a unique perspective on how the organization
can leverage both technology as well as information to make
better decisions and drive better outcomes.

If T peeked into your boardroom, what would I see? Would I
be able to spot you immediately, or would I not be able to tell
you from any other senior executive? Interesting game, don’t
you think?

The CIO as a Business Leader, Not Technologist

By now, hopefully you have gotten the message that your role is
to be a business leader, not a “propeller-head”! Even the most
savvy and experienced CIOs can fall into traps and ruts along
the way. In order to avoid this, T suggest a little exercise that you
should perform on an ongoing basis. Ask and answer the fol-
lowing three simple questions:

1. Who are you talking to? This is a very basic litmus test.
There are several groups of people you should engage with
on a regular basis. You should be speaking with:
® External consumers of your organization’s services or

products
= Internal clients of your services
= Your staff
= Your key partners and vendors
= Your key business unit executives
® Your management
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= Your board of directors
® Your peers in the industry and other subject matter experts

It’s very easy to get caught up spending all of your time
with the one or two groups that you feel most comfortable
with. For many people, that is usually members of your
own staff. While it is important to spend some inward-
facing time, this needs to be one small piece of the puzzle.

2. What are you talking about? The kind of leader you are is
easily evidenced by what you are focused on. Are you
focused on mission-related objectives such as driving new
revenue, acquiring new customers, improving business pro-
cesses, or rationalizing costs? These are the areas of focus for
business leaders. By contrast, do you spend most of your
time discussing issues of reliability, availability, integration,
or technology implementation? If so, your focus is on being
more of a technology leader. Please understand that in no
way do I mean to express this in the form of a value judg-
ment! There is nothing wrong with being a technology
leader. We absolutely need quality technical leaders to
ensure we can provide the services required to run our busi-
nesses. These people play a vitally important role. Only you
can decide what you aspire to and how you want to add
value. Just understand the differences and make a conscious
decision to talk the talk of the world you aspire to live in.

3. What language are you speaking? This goes hand in glove
with the previous question. A business executive speaks the
language of business. She talks about mission-related topics
and issues that are salient to her organization’s overarching
objectives and focus. She discusses a project’s return on in-
vestment and how the outcomes will create new revenue
streams or drive cost efficiencies. A technologist speaks the
language of technology—SLAs, VPNs, SaaS, SOA, M-O-U-S-E!
You get the picture!
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I am always stunned when CIOs get frustrated that their
board members and fellow executives don’t speak in acro-
nyms. Once you are in the boardroom, you are now in their
country. Therefore, it is incumbent upon you to learn to
speak their language, not for them to speak yours.

Meaningful Metrics

IT leaders, more than any other functional group I know of, are
extremely focused on metrics. There is an old adage that states
you can’t manage what you can’t measure. I am a believer in
metrics as well. However, my version of metrics is somewhat dif-
ferent from what most technology executives focus on.

If you speak to most IT executives about metrics, you will hear
a lot about “nines.” While three sixes is the language of Lucifer, five
nines seems to be the language of IT. There is a lot of talk about
systems availability and network availability and reports that show
we are at 99.97 percent of something or other. Now don’t get me
wrong: Availability of critical services and systems is absolutely im-
perative. However if you start talking to your CEO about these met-
rics, he might go into a semiconscious state of being.

Business leaders and executives care about metrics as well.
But their metrics focus on issues such as revenue creation, cost
avoidance, project ROI, opportunity costs, and so on. See the
difference? Once again, it is our responsibility to speak a lan-
guage that resonates with our audience. That language is the
language of business and finance.

Focus on What Matters

Very few leaders are bored in their roles. There are more issues
and opportunities than there are hours available in the day. I
hear a lot of people complain that they would be more effective

44



It’s the Business, Stupid!

if they just had more time. The last time I checked, all of us, re-
gardless of who we are, have 24 hours in a day. The key, there-
fore, is not to find more time, but to better leverage the allotment
of time we are all given.

There is an old adage that says the good is the enemy of the
great. Let’s talk about this a bit. When I first took on my current
role, there were more opportunities for improvement (i.e., train
wrecks) than T could possibly address. There were two chal-
lenges associated with addressing the situation. The first was pri-
oritization. When everything is broken, it can feel overwhelming.
The emotional reaction is to run around plugging up holes in the
dike. The problem with that approach is that you run out of fin-
gers pretty quickly. You have to take a step backward, think
about and devote your efforts to what really matters. In every
organization, there is a short list of things that will make the dif-
ference between success and failure. There are items that are so
critical that failure to address them will jeopardize the entire
endeavor. There are also opportunities so important and so fleet-
ing that they can be game changers. Failure to seize strategic op-
portunities or address critical exposures can be the difference
between winning and losing the game.

When deciding how to invest your time and effort (as well as
your budgets), you need to focus on those high-priority oppor-
tunities and problems that really matter. This is easier said than
done. Personally, it was extremely difficult for me to focus my
efforts on a few major items at a time when all around me I
could see and feel other issues that warranted my attention.
However, the surest way to lose a war is to try to fight too many
battles on too many fronts at the same time. Although multi-
tasking is all the rage these days, and is a necessary reality in our
lives, it is vital to invest focus and energy on a few critical items,
even at the expense of others. If your house was on fire, would
you grab your family and run out or would you worry about the
dishwasher not working? If the fire is quickly contained, you will
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eventually need to fix the dishwasher, but if the house burns to
the ground, you won’t have to worry about it, will you? As a
leader, you need to marshal your limited troops and resources
to win the battles that allow you to fight another day. At a later
time, you can fix the less critical problems.

Through the Lens of the CIO —1I Finally
Got a Seat at the Table! Now What?

You can’t read a trade journal or attend an IT conference with-
out someone talking about the need for the CIO to have “a seat
at the table.” There is great frustration about the inability of the
CIO to have regular and visible engagement with the board of
directors. T understand this frustration very well. However, I
would propose to you that there might be something worse for
some CIOs than not having a seat at the table. That worse sce-
nario could be actually having a seat at the table!

When I was a young child, T was often chosen to represent
my class or my school in local spelling bees. This was viewed by
my teachers as a wonderful educational opportunity. For me at
the time, it was a fate worse than death! T was painfully shy and
avoided bringing attention to myself like the plague. I would pur-
posely misspell a word fairly early in the contest in order to get off
the stage. My teachers were perplexed by my poor performance
when they knew I was a better speller than that! At the age of 15,1
joined a rock band and performed live for the first time. I was
doing my best to hide behind my amplifier and hoping no one
would notice me. At one point in the set, I was called upon to
sing a song that no one else had the vocal range to sing. I dreaded
this moment. T finally started singing the song, and I noticed
something. People seemed to be enjoying my performance. I was
actually good at something! I quickly became comfortable sharing
this talent with others. I started to pull my weight with the band
and leverage my talent to help improve our performances.
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When you are “at the table,” you are expected to contribute.
You are not expected to be a bump on a log. I've known CIOs
who were panic-stricken because after years of lobbying for a
seat at the table, they had been invited into the inner sanctum!
As the old phrase goes, be careful what you wish for! Now that
they were expected to participate, they had no idea how or what
to contribute to the proceedings. I have coached IT executives
and prepared them for this new opportunity by helping them
focus on developing relationships with the people at the table
as well as fully understanding the business issues at hand so that
they could make a meaningful contribution to the conversation.

If you were invited into the boardroom tomorrow, would
you be comfortable or terrified? Are you familiar enough with
what your organization is trying to accomplish in terms of your
core business to add value to this dialogue? Or are you a one-
trick pony who knows a few technical things that you have trou-
ble explaining to a nontechnical audience and who wouldn’t
have any other value to add to the rest of the conversation?
What are you doing to prepare yourself to be seen as a business
leader, as opposed to a technical expert?

Managing Perception versus Reality

I have told my team many times (to the point that they are sick
of hearing it) that perception is reality. It doesn’t matter what the
facts are if the people in question perceive it to be something
else. This is a double-edged sword that can work for you or
against you.

I have seen CIOs argue with their clients regarding satisfaction
with their services. They will pull out reports and quote SLA met-
rics (we've talked about metrics before) and try to convince their
clients that things are better than they feel they are. This is a fruit-
less exercise because perception is a far stronger emotional tug
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than facts. T have also seen this work for my benefit. When we
conducted our first IT scorecard survey, we got (justifiably)
slammed for all the problems we were experiencing. Projects
were notorious for coming in late and over budget. IT was terrible
at communicating with our clients. The community felt that we
were not responsive to their issues and concerns and our services
were deemed unreliable. As the old joke goes, “Other than that,
Mrs. Lincoln, how was the play?” The scores we received (on a
scale of 1 to 5, where 1 is awful and 5 is outstanding) were in the
high 2s and low 3s. Six months later when we administered our
second scorecard survey, the scores had gone up to the high 3s
and low 4s! Now don’t get me wrong, we had made some impor-
tant progress in starting to address key issues. But we were still
very much a work in progress with much room for improvement.
Why such an uptick on the scores? Well, the clients’ perception
was that things were getting better. IT was communicating with
them. We were taking their issues seriously and exhibiting a focus
and a sense of urgency that had been missing in the past. Had we
really gotten that much better in six months? Honestly . . . no. But
the perception of the team had improved that much.

Lessons Learned

m The only real value that IT has within an organization is
the ability to drive business value and help accomplish
business results.

m Alignment is a ridiculous concept! IT should not aspire
to align with the business because it is a part of the busi-
ness! The real aim should be for IT to be perceived as a
critical core component to driving your business
strategy.

m CIOs should constantly challenge themselves to ensure
that the things their organization is focused on are
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helping to drive the strategic imperatives of the com-
pany. CIOs should ensure that all of the IT organiza-
tion’s resources—both human and financial—are
focused on the things that matter most to the business.

m Fiscal management is the fiduciary responsibility of
every business executive, including the CIO. The CIO
should spend and invest the company’s money as if it
were his own!

m If applied effectively, IT can be an investment to be lev-
eraged, as opposed to a cost of doing business.

m IT can and should focus on innovative ways to help the
organization drive top-line revenue by developing new
revenue streams and helping to expand existing revenue
streams.

m A CIO must learn how to effectively engage with the
members of the board and develop the ability to blend
in and be viewed as a business executive instead of a
technical expert.

m The most important role a CIO plays is the role of busi-
ness executive and leader. CIOs must develop a grasp of
the company’s business and apply their business acu-
men as well as their technical expertise to all matters.

m The only metrics that matter are the metrics that busi-
nesses use to track success. Technical metrics are only
important as they apply to driving business results.

m CIOs have a myriad of things to which they can devote
money and resources. It is critical to identify and focus
on only the items that will have the most critical impact
to the business.

m As in every other aspect of life, perception is reality. A
CIO must effectively deal with and improve the percep-
tion that the organization has about IT and about the
CIO as a business leader.







CHAPTER 4

Communication

n this chapter we will focus on communication. Specifically,
we will focus on the following concepts:

(O Explaining the importance that effective communication has
in impacting CIO success

(3 Listening as opposed to talking

(3 Determining who is the CIO’s target audience for communi-
cating with

(3 Communicating in the best way with this audience

(3 Engaging target audiences and how frequently CIOs should
do so

(1 Effectively marketing as a CIO

(3 Personal branding in conveying a compelling message

(3 Examining the nuances of communicating with a volunteer
army

(3 Focusing on the issue, not the person

(3 Reviewing the importance of honesty and transparency

The Importance of Communication

Of all the skills a leader must possess, one of the most important
is the ability to effectively communicate with people. I have met
a number of leaders in my day who felt very uncomfortable in
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this capacity. They felt that in order to effectively communicate,
they needed to be great orators like Cicero or inspirational moti-
vators like Knute Rockne. Although these are certainly wonderful
qualities to possess, they are not prerequisites to effective com-
munication. The most important aspect of being a good commu-
nicator is being authentic. The most important aspect in
communicating is to “say what you mean and mean what you
say.” People need to be able to trust what you communicate to
them. They must also know that your words are backed up by
genuine feelings and actions. There must always be congruence
between your words and your actions. As the old saying goes,
“What you do speaks so loud I can’t hear what you say!” Great
communicators are able to get their message across not because
of the words they use but because of their ability to connect with
people. You must have passion about the message and care
deeply about the people to whom you are delivering that mes-
sage. This comes across loud and clear. Unfortunately, so does a
lack of sincerity or caring! Before you communicate with people,
think about what you are trying to convey, why it is important to
them, and how you can best help them to digest the message.

Say What You Mean

In the highly political world of business, it is often difficult to
decipher the intent of people’s messages. That's why it is so im-
portant to say what you mean and mean what you say. First of
all, you should be honest and forthright in your communication.
If something stinks, don’t say it smells like a rose. Of course,
there is a way to deliver difficult messages in a constructive and
professional manner. Clearly, you should use tact. However,
you can’t leave the conversation thinking one thing and having
the person you spoke with think something else.

I had an experience where a client of mine complained to me
that another leader within the organization was not providing him
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the service he required. He asked my advice as to how to deal
with this issue. I told him that I would be happy to observe the
dynamic between the two of them and provide some feedback
and ideas. The next time these two gentlemen met on a “sticky”
subject, it just so happened that I was in the room. The client
went to great lengths to be respectful and positive with the ser-
vice provider—so much so, in fact, that the message of how dis-
satisfied he was with his support was totally diluted. The service
provider left the room feeling no particular sense of urgency, and
the client left the meeting feeling an escalated level of frustration.
I suggested to the client that in his efforts to be professional and
keep the service provider’s ego intact, he had not delivered his
message. [ have also seen people yell and scream like lunatics to
the point that the actual substance of their message was drowned
out by the sheer volume and emotion of their outburst. It is im-
perative in communicating that you take full responsibility for
clearly stating your position and ensuring that the recipient of
your message understands and “gets it.” I have heard people say
that communication is a 50-50 shared responsibility. I disagree! If
I am trying to convey a message to someone, the onus is 100 per-
cent on me to accomplish this objective.

Mean What You Say

The second part of my approach is to mean what you say. Later
on, we will focus on integrity. People need to know that you are
a person of your word and that they can count on what you say
being the truth. Therefore, it is absolutely critical to mean what
you say. If you intend to accomplish an objective by the end of
the month, don’t tell people you'll have it done by the end of the
week. If someone really screwed up and you are peeved, don'’t
say that it was no big deal and that you are fine with it. Speak the
truth. This is a particularly challenging thing to do when you
find yourself up against it. The temptation to tell people what

53



Lessons in IT Transformation

they want to hear is overwhelming. I often tell people that my
responsibility is to tell them what they need to hear so that they
can make informed decisions, as opposed to telling them what
they want to hear so that they are misguided to think that every-
thing is going along swimmingly until the train goes off the
tracks. Tt is imperative for leaders to be honest, constructive, and
clear to achieve effective communication.

The Importance of Listening

I'am a Type-A New Yorker who, over time, has evolved from being
a very shy person to one who has learned to love the sound of my
own voice! I am certain that T am not alone. Many of us confuse
communication with talking. Although delivering a message is cer-
tainly an important part of communication, it is only one part. I
would argue that it is the least important part. My mother used to
tell me, “Larry, God gave you two ears and one mouth. You should
use them in that ratio.” My mother was a very wise person! Many
people view communication as “talking at people.” The great
communicator talks with people. That means that they are intently
interested in learning about what makes the other person tick and
what their concerns may be. Many times, politicians have an
agenda that they are attempting to push. Many prospective candi-
dates have seen their campaign crash and burn because their mes-
sage was not congruent with the concerns of their constituents.

Are you a good listener? Do you give the people you com-
municate with the space, time, and comfort to share their
thoughts? Do you look them in the eye and listen intently when
they speak? Do you attempt to process and give feedback
regarding what you think they have conveyed? Are you present
when you speak with them, or are you multitasking? Do you
give them your undivided attention, or are you thinking about
the next thing on your to do list? Are you simply waiting for
them to stop speaking so that you can start?
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This is an area of great challenge for me and one I continue
to work on. Being Type A, T always have an agenda I am trying
to accomplish. T also speak very fast and don’t leave a lot of
“dead air” in my conversations. I have observed over time that if
I don’t make a conscious effort to stop and provide others the
opportunity to share their thoughts, my dialogues can quickly
turn into monologues! I have also observed that when people
sense that you genuinely care about what they think and have
to share, they are not only more open to sharing their thoughts
with you but they are also more receptive to what you have to
share with them. I am reminded (often) by my wife that listening
is an active, not a passive, endeavor. She occasionally will tell
me, “You aren'’t listening to me.” Being the wiseacre that T am, T
will proceed to repeat back to her (almost verbatim) everything
she’s said to me over the past five minutes. She will then say to
me in an exasperated tone, “I know you heard me, but you
weren’t listening to me!” We live in a fast-paced, interrupt-
driven, noisy world. It’s not always easy to take the time to qui-
etly listen to others but it is critical that we do. I have also no-
ticed that many times we have more patience and listen more
closely to strangers than we do to the people closest to us, either
in our personal or professional lives. Isn't it strange that we will
sometimes be more generous with our time and patience with
complete strangers than with the people who mean the most to
us and have the greatest impact on our success and well-being?

Who Do I Need to Communicate With?

I have seen many so-called leaders only make the time and effort
to communicate with those who they feel can do something for
them. Let me share a story with you. I once worked with an execu-
tive we'll call Ed. Ed was a bright man. However, Ed was only inter-
ested in Ed. Ed was interested in forwarding his own agenda. The
amount of time, consideration, and kindness he would show a
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person was based solely by the number of “stripes” the person had
on the shoulder of his uniform. One day, Ed saw me speaking with
Jim, the person who delivered our interoffice mail. Jim was a very
pleasant gentleman who had a developmental disability. In spite of
this challenge, he held a job, was gracious to people, and was a
positive contributor to society. He and I developed a relationship
over time, and I found that he always brightened my day when he
came to visit and deliver the mail. After one of my encounters with
him, Ed came to talk to me. He shared with me that he couldn’t
understand why I would “waste my time” talking to this person
who obviously couldn’t help me in any way. I was flabbergasted
by this comment! At the risk of coming across as holier than thou, T
believe that all of us add value and are important. Since I genuinely
believe this, hopefully it comes across to the people I interact with.
Unfortunately for Ed, so do his feelings! If you buy into my premise
that leadership is about influence and positively impacting other
people’s lives, then who do you think has a bigger effect on peo-
ple’s lives—Ed, the guy with an Ivy league education and a posi-
tion of status, or Jim, a person pe<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>