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Kathy: I want to introduce you, of course, to the group, and
webre |l ooking on our screen and seeing Vyoc
t hanks S0 much for joining us. Webr e
youdre here. |l 6m going to introduce Mark
we 0| tal k about tisscandehow youggas answer
guestions about this wonderful topic tod
of Preventiono.

n
0
I
t
r

So, Mark Walztoni, our presenter today, has over twenty -

five years of Human Resources leadership experience in

leading companies such as American EXxpress, Ernst &

Young, LLP, and Thompson. I n additi on, h
chief Human Resource officer roles for founding

entrepreneurs in the professional services and technology

sectors. Heds a certified executive coac
an international speaker o n individual and organizational

change for organizations as diverse as Fortune Magazine,

the Society of Human Resources Management, the

Organization of Development Network, American Society of

Training and Development, Benefits Management Forum,

World at W ork, Los Alamos National Laboratory, and the

Baltimore Chamber of Commerce. Quite a resume with his

speaking talents.

Mark is a member of expert advisory panels on career
transitions and comprehensive on - boarding for the Human
Capital Institute and earn ed his graduate degree in
Organizational Psychology at Columbus University. So he

is the perfect person to be with us today, directing this

very interesting and essential topic for organizations.

Just briefly, our format is a seminar format, with

guesti ons and answers, so Mark and | will be working back

and forth with each other to bring this topic to you and

weodl | al so be working with you, l ooking a
on t he screen. So, Mar k, |l et 6s get st a
them more, first about the technolo gy wedl | be using, a
then this exciting topic.

Mark: I should start by saying itds the new tec
using, so if we ever have a clunky moment here, | ask
your i ndul gence. But wha't webre wusing i
that allows you to dial into the call, either on the
phone or listen over the Web, and also ask questions.
And then the screen that | sent you in advance of the
event and one that | just sent out about twenty minutes
ago, in the lower left - hand corner you see a question
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Kathy:

Mark:

panel . | f likedoutdpd in your questions there,

weobdll see it here on the screen and then
address your question or your comment during this time we

have together.

Now, the post - event recording will be available in MP3

format within the next few bu siness days. Then we
have a more polished version, taking out
and oohdso and that wildl be avail able on
and my website. Youdre muted at this po
to unmute later in the broadcast and we want to do that

whenwedr e far enough in that we have some o
out , so weol |l have the questions that webo
submit and again weol| take you off mu t
broadcast. So the MP3 format, again, will be available

very shortly and wedl |l osuenalnd hlagGd tal syo be

happy to send you a complimentary CD recording if that

would be more convenient for you. Okay. Anything |

mi ssed on the | ogistics, Kathy? Ot her wi s
the content.

No, I think webdre ready to- go. So, pleas

So the first question we wanted to answer, | think, is

the AWhatoés in it for me?d0 question. Wh
i mportant and why focus here? Coupl e thi
going into some numbers and factoids, but | think one

experience we all have in com mon is that wedve all ei

started a new job, started a new role within a current

job, or had a new boss. | think over my time in the

space, therebébs been no one whods said, il
bubble and that hasnét happened to me. o0

And the second quest ion i s: AWhat are some of t hi
youdve noti ed?0 Wh a't are some of the ¢
Surprisingly enough, given the |literatur e
availabl e, how to find a job, t hereds abc«
hits on Amazon if you put t hata nem, or f
j obo, youol l find | ess t han a hundred

Therebs not that much focus on this part
experience and the experience of others, how someone uses
that period before they start is so critical because one

of the comments that | typ ically get i s, AwWell, you
I came and | wasnobét really sure what was
tried t o tal k t o S 0ome peopl e but it r

anything. Took me a while to connect the dots. And my
new boss came in, told me how well they did it at their
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Kathy:

Mark:

past company, and that was going to be the way they were
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going to do it here. o As we all Know,
situations arendét opti mal

So whatdés in it for wus? Wel | , over six |
Fortune 500 managers change roles annually, and twenty

five perc ent of all Fortune 500 managers are in their

first year in a new role at any time. Now that says that

the focus on helping people be successful not only is a

| arge number of folks but thereds a high
Another study says that seventy percen t of newly hired

executives leave their jobs within twenty - four months,

and sixty percent of managers, both external hires and

internal transfer, leave or are not considered effective

within their role within eighteen months of their

assignment.

So this is something that is not only relevant to us as

individuals but also to our organizations, and in Kathy

and 1 6s <case, and perhaps some of you o
your own coaching and consulting practices.

Wel | , Mar k. youdre building easerightal compel
of f about why it i s, you know, what 6s i n
radio station WIIFM. Now, why it is that we need to pay

attention to this topic? Youbve titled
Preventiono, so say a bit more about why
ounce of prevention.

Sure, Kathy. Let me answer that question by talking

about what the literature says about why new leaders fail

and then perhaps we can talk about just a couple of

examples that wedve seen in our practices
Well, the Manchester Partners Internatio nal Study in 2001

said the Number One reason they failed was they failed to

build partnerships with peers and subordinates, and that

was eighty -two percent. Seventy - five percent failed

because they di dnot establ i sh a cul tur
obviously some of th ese reasons overlap. Fifty - eight

percent were unclear or confused about role expectations,

and the remaining reasons in that study o lacked required

political savvy, failed to achieve two to three critical

objectives, and took too long to learn the job d were

somewhere in between twenty - eight and fifty percent.

So, for me, when | look at that top one, building
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partnerships with subordinates, eighty - two percent of the

folks responding to this mentioned that as a reason for

failure. So what would someon e do in approaching the job

in this fAounce of preventiond phase, i fooy
AHow will I go about buil ding partnersh

cultural fit, how can | really learn what the culture

i s?0 not only within this new company but
who are  within their existing company when they go into a

new situation. We 6| | talk about t hat i n
too. So the ounce of prevention is really being able to

look at what | need to do to succeed in that role, and

then during this time period saying wh at can | do to set

the stage for that, and how can | help myself be

successful on that first day?

We had just another study here, and this is more recent.

This was done by Leadership | Q. ltdés a g
training and research company. They loo k at the reasons

for leadership failure. In three hundred and twelve

public, private business and health care organizations,

and they surveyed fifty -two hundred and forty seven

managers, they found the top five reasons were

coachability, the ability - | s uppose | should say the

inability - to accept and implement feedback from bosses,

colleagues, customers and others. This to me says can

someone really |l ook around corners and Kk

perceived and know what they need to do to adapt their
behavior  for that new role.

The second one, and this is twenty - three percent

responded, that emotional intelligence, in this case,

they lacked the ability to understand and manage their

own emotions and accurately assess the of
Not the other thre e reasons, interestingly here, now

t hat 6-s coachability and emotional intelligence are

forty - nine percent of the solution. Seventeen percent is

motivation; fifteen percent is temperament and only

eleven percent is technical competence. To me, | would

say the reason therebs only, technical co
|l owest possibility of failure is because
the effort is in the age of (inaudible 09:48) processing.

Let me j ust add something from Michael
iThe First Ni nety Deng s :Succeddfals t e

Transitionso. He believes that the num
that new | eaders fail is that they arenodt

go of the prior job and role and embrace the new one,
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which says again to me, and in my experience going back,

that during this ounce of prevention period is an ideal

time to reflect and stand back and s
got me here, 0 and | just reali zed I
guoting Mar shall Gol dsmi t h, 0 What got m
necessarily whatodos going to get me succe
role. o

So those are all some of the one fdAwhatos
things that | think make this topic very relevant and

also something that can be learned, in other words, that

ités a |l earned skill. Adso gh) t h knows,Al an
AThe (111 iter at etwenty nfirst dergury will not be

those who cannot read or write but those who cannot

| ear n, unl earn and relearn. o Agai n, |
ounce - of - prevention period is the perfect time for the

| eader in the organization say, AWhat do
or wha t do we need to learn from lessons in the past but

what no |l onger applies?o

Kathy: Right, and what a wonderful quote about learning and
unlearning and relearning. It ties back to your
statistic on the coachability issue, so people who are
coachable are c ertainly in that continual learning mode
which | have understood in my work to be the key
competency that indicates leadership potential. So
therebs quite a I|link there. And this i
challenging situation, it sounds like leaders are facing
out there, with so much turnover at any given time, and
lack of success by not focusing on some of the key
issues. So what have you found that worked in terms of
how leaders can improve their odds for success?

Mark: Well, | want to add a point to the compet ency because |
t hink t hat i tos another reason why, i n
services that are offered in this area, some of the
things a leader can do can be so effective, and that is
that typically ités not the absence of a
derails people. In fact, it tends to be a strength in
overdrive. So during this time period, an ounce of
preventi on, itds also helping people.
that developing a new skill or doing something different
doesnodt mean therebds a weakness. It doe
there  was something that is flawed, and that can be a
hard thing to get over for some folks. But typically
itds what worked before is now something
be ineffective in the new situation. So what can leaders
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do?

| think one of the things that t hey can do is find
someone who is objective or confidante that they can talk

to just about how they are perceived, what their
strengths are, and what are some of the situations

theydbve observed to be very effective, ar
that could be improved . For some fol ks, that 6s a
for s o0me, it ods a significant ot her ; S
professional, i ke a professional coach;
peer whobés been in the same situation who
work in this area. So thatdés one.

The other is this notion of a peer communi ty. |
worked with some companies, set up leadership development

situation where they have | eaders whoodve

for the last six months or the last year, and essentially

they become the coaches and peer coaches for people

coming into those roles. So they have the advantage of

passing on the lessons learned. They get an opportunity

to be a mentor to a mentee, and the folks who are in that

process have the opportunity then to segue into a

mentorship role with someone else. S ometi mes, if thato
within the same company, it has a chilling effect on

honestly, and some people find it better to join a

community of leaders who are learning, but outside their

organi zati on. So thatdés another piece.
And then | think it 6ida dfferenbrarhberpf s a

ways up to this point. l'tdés really beir
how you are perceived and how you perceive yourself, and

thatds the areas of assessment. Kat hy, |

of the areas of your expertise. How have you seen
assessment s apply?

Kathy: Wel |, I can sure track with what youdre ¢
strength overworked, and the opposite of that has been
weaknesses. I n many of the organizatio

with over the years, the approach has been to look at

someoneds c desya krmmw, do a full assessment of

the competencies that are important in the role, and the

person gets a report and they start to focus on where

they are weak, and that used to be the approach, and what

webre finding now, you see it yibooksa | ot o
that are out there, |ike fiNow Discover Yo
ANow Strength Finder 2.00 where peopl e wi
leverage if they focus on their strengths, and putting
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them to you, than spending and wasting so much energy
trying to close the gap around a weakness that just takes
too much effort.

So | |l ove what youdbre saying about this
seeing how theyo6ére perceived because | t
having awareness about what we bring to the picture is

seventy - five percent of the issue. We have blind spots

and we donot know what we do well, SO0 wW

can do is help us become more aware of what our personal
styles are, our preferences in different situations, our

skills, even though we often have an idea of our
technical compet ency, like you were saying, we may not

know how good we are at decision - making, conflict
resolution, partnering skills, you know, that one you
raised early on. That 6s where a good thr

degree leadership competency assessment can help.

There are other assessments that work in helping people

clarify their val ues. Il 6m amazed as I
people in organizations that some people have never done

values work, so if | ask them AWhatodés rea
you?0 they really dondbheknowey Aododét kno
how to anchor t hat t o, nwel | , i f har mony
me, then how does it affect how people perceive me and

the i mpact that I make?0 So by taking ol

a suite of assessments, what | have seen happen is that

people real ly have some insights around what they can do

well, where to focus their energy so that they can get

the best leverage for their activities and their actions,

and making choices about where they want to change their

behavior, where they can change their be haviors so that

they can be much more effective in their organization and

get through this transition wedre talking
smoother way.

Mark: Just to go back to the area of being able to understand
how youdbre perceived, I can tomimhowmpou a st
example. Early in my career with American Express, it
was actually my first Human Resource management position,
I relocated from Chicago to Texas and | was working in a
branch office for a branch manager whoo6d
for about fifteen years, and | was the first HR
management person there. There had been some issues at
the time and they said, well, the way to solve it is to
bring in an HR person. So | was enthused; this was my
first management j ob. He wasnot quite
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Kathy:

whole thing was all about, but he was open to it. And |

remember my first few meetings with him, coming in and

being very enthusiastic, and | had my three bullet points

and hi s name was Car |l . So | sai d, A Ok a)
what |1 édm seeingodo and vyalthe twatudtywand wi t h

insight a twenty - five -year -old at that time had. And one

day, he €& you know, we would get
would | eave, but | would al ways f

building rapport with him. One day he just said to me,

he sai Mar R, I need to tell you somet hin
ifOkay. o And he said, iMar k, you need t
Visit with me, tell me what you need to tell me, and

visit with me some more. 0 He sai d, fiYou
me. You come in and you tell me this, but itoséthis

i snot the way. 0 So he said, AAre you frr
somet hing?o And it wapenerdfor meebadause y e

you know, what | got the message was that | thought was

the right behavior, come in, make it short and sweet and

then get out, which was how my prior boss, who was a New

Yorker, loved things.

o «Q

Then in this situation, | was perceived as someone who

wasnot ready to make a personal connect.i
of those things that | suppose if | woul d
step back and do this pre paration during the countdown or

had the ability to talk to someone about just how do | go

about building a relationship with my new
some of the best ways to build rapport, | might have

avoided that.

It 6s al most Il i ke h a v ichegklistaaboutj here | e

are the skills that are important, partnering skills, and

then whatoés your ability and your interes
I know when | took personality preference inventory the

first ti me, I found out 1 6m an introvert
thi s one, which means | really love to do things by

myself, and my whole family has been that way, so | had

gone t hrough i fe not él i ke you, maybe N
guestions, not speaking up, and thinking that everybody

el se was l' i ke that, t oo. Be-ppenertt hat 6 s
When | took that assessment , [ sai d, A My
been following me around, taking notes. o
up a whole new world of possibilities for me to learn how

to stretch out of my preference and build those

partnerships that are so essential.

So you know what 1 6m hearing in what Yyou:¢
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is that thereébs things to do ahead of t
it os kind of a time tabl e, it sounds I ik
leaders, when do they need this ounce of prevention?

Mark: You know, | beli eve that all of us do due diligence when
wedre thinking about taking a new role.
diligence phase is an excellent time to ask questions
about, well, what is €& tell me about s ome
examples here in this organization. What do they do?
And if you hear things like, well, they kick the door

down and they could make things happen,
t o wor k across departments and t hat 6s
successful. So in due diligence, t her e
ways.

Like in my example in Tex as, | had actually worked on a

project there at that office so | had a sense to see the
environment but mi ssed the connection of
|

relating to him in a different way .
project management role, you come in with the bullet

points. You come in with the spreadsheet and the

number s, and thatodéds the expectation. B u

member of the management team, the relationship is going
to be important as well. So due diligence, | think, is a
great place to gather that.

My opinion is that, where it really starts, because not

al | due diligence results in an agreeme.]
point you accept the offer up to the day you start a new

role. So, for example, one of the reference research

that | looked at that addressed that is in the bo ok
AYoubre in Charge. Now What ?0 by Thomas
Citron (ph) , and they talk about preparing during the

prestart countdown. George Grantds book
Plan for the First Hundred Days, where he talks about,

Identify the key stakeholders up and down, conducting the

research and conducting the plan. So, ar
that a little more later, but just, you know, to your

guestion, it i s somet hing t hat thereds
period. The due diligence, youodr e stil
tires and sa ying ADo | want to do this?0 and
i n an organization, youor e al so thinkin
happens i f | donét do this?o You know, [
ring come around again?o

| think another point here would be when should this

countdown start in ter ms of the role. ltds easy,

Effective Leadership Changes LLC
Telephone: (505) 603 — 5810 email: mark@markwalztoni.com  web site: www.markwalztoni.com Page 9




New Leader Journeys with Mark Walztoni May 15, 2008 Broadcast An Ounce of Prevention

think as I 6 ve w-adoading the sulject of on -
boarding evolve over the last couple of years, on -
boarding used to be restricted to people starting a new

j ob. But | think as it os broadened, it
leaders entering the variety of new worlds in their

current organization. For example, Ron Cherom (ph)  wrote

a book <called AThe Leadership Pipelinebo
about navigating career passages, going from managing

yourself to managing others, managing managers , managing

functions, managing a business unit, managing multiple
business units, and managing the enterprise.

| was fortunate to meet Ron at a conference about three

years ago, and we had a short period of time to talk

about on -boarding principles, and talking about

organizational support, and he made the point to me that

in each of those transition points, and t
in his book which shows them in a stair - step ladder, and

thereods a smal | angl e that 0s open i n €
ladders. And his p oint was, thatdés where the cor
take action to have a robust leadership pipeline or have

this turnover and failure occur, because
points where people are the most open, the organization

are the most open, and the challenges change. Go ing from

managing self to managing others, we all know what a jump

t hat i s, but what about the situation wt
Super St ar in the specific business youbd
need to work cross - culturally or you need to work across

your own organizationa | culture by working with other

functions. | think that 6sthewtoerr-dowt he ki c
attitude within one group may be the dominant culture,

but what is it in the other, and in fact will the

strength in one become the fatal flaw on another.

You know, b efore - | think, Kathy, on the ex - patriot
assignment, since | know thatébés an area o
and your personal experience, itdéd be int
about what some of the challenges are on those, but

thereods anot her term for i t, apesdne t he w h
right now, but i1itéds accepting a crucible
i n a crucibl e, it os simply t he poi nt
manufacturing term wher e youodr e mel tin
elements and transforming it into something else. Well,

a crucible assignment for an indivi dual could be working

in a start -up, could be working on a team, could be

launching a new service or product, or an ex - patriot

assignment. So when | talk about an ounce of prevention
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Kathy:

Mark:

Kathy:

and moving to that next step, the techniques are common.
The techniques are all, you know, they all fit together.
So, Kathy, expatriate assignments, tell me a little bit
about your experience there.

Wh a 't Il 6m thinking about where that fits \
you know, | was a Foreign Service Officer with a small

unit wi th the U.S. Department of Agriculture, so | was

both overseas and then | was part of the Human Resource

unit that had to support the people going overseas and

coming back from overseas. So as | listen to you talk

about the ounce of prevention and the key due diligence,

one of the things that really stands out to me is the

idea of anticipating culture shock. You know, letting

peopl e know, as theyobre excited t o t al
assignment, and t hat 6s t he first phase,
|l i ke theydd be ex @iUiSe going imo the mew

rol e, but certainly going overseas, theyo
in the new role, theyo6ére in anticipation,

donot think about or know about t he ve
stage where all of a sudden, nothing makes sense. The
langu age doesnot make sense. The way thi
t her e donot mak e sense. Li ke youor e t
expectations and kind of kicking the door down, or they

go in with their own style, a very direct, in this case,

U.S. - American style, and they go into a cu l ture that és

very indirect.

So helping people prepare way up front before they
actually hit the road can know what some of these things
are that are going to happen, you know, certainly that

works in the, you know, the ex -patriot worl d, and we
goingt o talk a little bit later about some of the things

to do with families because thatos reall\
too.

Something else that occurred to me when you were talking

earlier about changing styles. | did a course last week

on situational leadership, Ken Bl anchar dos wor k,
fifty -five percent of managers use the same style in

every single situation.

Interesting.
Even though every employee is in a totally different

place in terms of their competence, their commitment and
motivation to a job. So | think thatods i mpo
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note, too, as you talk about that stair - step model. You

canbét take one approach al/|l the time and
approach is going to work. And thatds e
do. You know, we have learned our way and we th ink

thatdés the best way because we havenot |
way. When you go overseas, that gets even more

aggravated because weoOre talking about t
world views in many, many cases.

So it goes back again to that idea of expanding
perspecti  ves and knowing how people see us and how we see
the world.

Mark: I think that notion, too, of letting go of the prior job
and role, and take each of these situations as a
cruci bl e, to say, okay, what do | need to
wor king? Wh at 6 sve?i And 1 thiekcyour fifty -
five percent exampleds interestifileg becaus
percent of managers go into a new role using the same
style and somewhere in the area of sixty - five percent of
managers fail or are ineffective in their first role,
maybe t heref6s a connection there. A
erode the confidence of anyone who
example in launching a new team, | remember in my career
having a global assignment with a technology company as
the global head of HR, and going to (inaudible 28:54) in
Eurasia to meet my Asia - Pacific team.

n, 1
on t

(e} ¥e)

ai
S

| was coming out of a presentation that | had just done

in the U.S. so in the interest of time &
ti me ¢é | brought my presentation along
into it, and not five minut es in, the light bulb went off

for me to the presentation because people were listening

very politely and | said, you know, | 6ve
going about this the wrong way. Is there anything you

want to ask me before we start? And the first question

was fAAre you married and how many <chil dr e
because in their culture let me build a relationship with

you first. You know, you can bring your Power Point, Mr.

Uu. S. Citizen, and I 61 1 | i st en politely e
guestions, but if you really want to build a relationship

wi th meé

So again what was, in that situation, it was more of a

reminder to me and it was more of a joke that we used to

build rapport, but this is where | think someone who can

help an individual whooés onl ¥, whelhr ked i n
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wasnot the case for me at t hat point, b ut
t he u. s. , t o just step back and say,
changing? My audience is changing. You know, the kick -

down- the - door is going to get you polite acquiescence but

itdéds not goi ng tcomngtment (iyaodible 30:15).

Kathy: Right, exactly. So webre starting to tal

more about the kinds of things that people need to be

aware and need to work on in order to have a better

chance of success in these different roles. So there

really is hope in the face of some of these dire

statistics. So again, what would you emphasize as being

really important for people to seek out in terms of

support and solutions to help them through this?

Mark: Sure. | think that, again, the ability t o talk to
someone if thereds an area that is differ
international assignment. What can | do differently?
What should | do differently? To be able to look around
at corners in terms of your own style. | had someone say

to me once, n oiwy,o uMakr k , t hereobs a reason
dondédt cut your own hair. o And it took m
he said, iWel |, you know you cané6t see b

someone who can see back there help you, hold up that
mirror for you. oo

Yeah, and talk to people who have e ither been in that

rol e, talk to customers which, i f youodr e
the organization where you can make that connection, is a

wonder ful way just to see how itdés vVviewe
another new role | went into with an HR organization.

The company was in a turn - around, so by extension the

individual departments might have been in a turn - around,

too. | remember speaking and saying, well, what do our

customers think about us, and it was, well, they think

webre great. Itds a wonderfudandeét uati on
approach would be to go talk to the customers myself.

The other would be to ask some of the folks in the group

to go out and talk to the customers and report back to

the group at - large, and it was a sobering experience.

They came back and said, iWel |, y ou know, they d
think web6re really that responsive. 0 Wh
ités a little bit |l i ke World War One, y 0

my issue over the trench and sometimes they take it and
throw it back and sometimes | hear nothing. So being
able, during that countdown period, to make as many
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connection points as you can, and just ask the questions,

you Kknow, ask the beginneroés (inaudible
tell me about the past person who was in this role. What

did they do well ? What well?dWhete aré¢ hey do

they now? I f theydve been successful an
new role, perhaps you can reach out during that point as
wel | . So, itdéds the personal connection.

To do that, or even to map some of the social map works

in looking at, okay, here ar e the key stakeholders. Help

me identify them, the key stakeholders, and then just

starting to do your own strategy if you know some of

them, as whobs going to that early adapte
i s Il 6m going to say. Who might be a p
someone whoés not going to go up to the fron
necessarily and wave a flag, but be an ally for me.

Whodés neutral? Who wil|l be the resistor
want to spend my time? Do | want to convert the allies
to champions, or should | spend my time lo oking at the

people who are going to be resistors and think about how
am | going to mitigate that, how am | going to balance
it.

Those are some of the things, again, of individual work,

community connection, customer and stakeholder
connecti on, aabsblutélytsigrsficant. Do you have
some thoughts about ways people can gather some of that
data?
Kathy: Well, yeah, as | listen to you, there are a couple of
things that occur to me. One is certainly the idea of
doing a three - sixty, you know, three hun dred and sixty

degrees, assessment, which means not just looking at your

own opinion or your peerso6 opinions but
and asking stakeholders and customers, and what leaders

can do is actually do an assessment on their own skills

on that So t hat absolutely fits wi t h what
talking about there.

The other is to do some skill building. You know, | hear

you very articulately ask great questions, you know, that

a leader could ask their stakeholders, and sometimes
people arenot t h atd. Sa il thinkc doihgasome
skill building around communication skills, getting some

coaching on that or even taking coach - training  for
managers, which coaching is really conversational skills,
so | think thereds a few things there.
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Mark:

Kathy:

Mark:

| really resonate with that part about questions, too,
because we, you know, similar to critical conversations
are critical questions, questions that result in answers

of AThat person did a good jobodo or AJust
their exampl eo doesnodt gi ve you cet he bel
because | believe thatos really where thi

where therebds the opportunity to make a r

So, we had mentioned earlier the idea abo
the leader who makes the change, but you talk about
mapping a system. People have a system, including their

family and others, that they carry along with them. So

how can a leader assist the families and others in their

system to move ahead, and itoés all about
change management principles would you say apply duri ng

these transitions?

Well, | found the model that | became certified in a few
years ago. William Bridges is the person who developed
it, and his work about individual transition and

organi zational transition, and his book i
ofTrans i ti onso is now in its, at | east when
this up, its sixty - seventh printing and about six hundred

thousand people have purchased the book. What | like

about it i s ités simple and you <can tal
home. You can talk about it at work to y our team, and

you can talk about it culturally, and | 6
example of that in a moment. Some of you are familiar

with his work so | 6m not going to, i n ot
ti me or to shortchange anything, Il 6m | u!

over it very quickly.

His point is the transition is a psychological process,
recognizing endings, going through an interim period,
which he calls the neutral zone and hopefully arriving at

new beginnings with a new commitment. The transition is
something old stops and somethi ng new begins. Just to
take a leadership change is an event you can describe
with who, what, when, where and why. A transition is
something that happens internally and  happens
emotionally. It involves feelings of loss, letting go.

What did | like about the old job | don't have in this
one? Did | have a sense of security? Did | have a sense

that | could manage my own destiny and manage my time and
now | can't?
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To be able to recognize those things is part of being

able to move to that in - between time and come to the new
beginnings, which is really feeling and being with it,

that it's a new chapter and there's renewal.

In this first stage, it's recognizing that there's going

to be a loss of identity in the new role. Since one of

the major reasons f or failure is not being able to let go
of the old role, it's a perfect connection. You have to

let go of the old role before you can truly be in the
new.

Seven transition principles from Bridges: You have to end

before you begin. Begin between the endi ng and the
beginning. There's a hiatus, a time in between trapezes

that this hiatus can be creative. It can be
developmental. It can be a source of renewal. People go

through transitions at different speeds. | find this

especially helpful in coaching individuals to see what
speed they are going through that transition. Are they

still  talking about (inaudible 38:23) or in the

wor kpl ace. AWhen | was with so and so, t
did and it worked. o That's all, to me,
haven't let go yet. I'm not actually here. I'm going to
tell you about what happened before, say why it doesn't
work here and that's as far as it gets. O

unfinished business.

| just want to give an example before | move on here of

how this transfers. | did an on - boarding project for a
country manager in India. Part of that was going to New

Delhi and meeting with his leadership team. He and |

spent some time about what would transfer. As we got

into the Bridges model T endings, beginnings and neutral
zone 1 you have a cultural (inaudible 39:09) that's
immediately accepted. That's another way for almost a
reincarnation coming up from the ashes or coming into the

new role.

| find that a change management model, change management
can be awfully fact - based. I think that if we're talking
about the significant other and family and the
individual, we're best to go to a transition model and
something very straightforward like these steps. What's
changing, what's not changing for you, your team and for

you r family?
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Kathy: Right. Especially when you think about - ldon't want to
think just going to other countries because | know people
on the call may not have that in their experience. But
also in corporate America, since we're talking in the US
at this p oint, people move, families move from place to
place and they leave behind people, places, pets,
possessions, the four P's. | was a military brat and it
was kind of the attitude to keep a stiff upper lip, you
keep forging through it. The kind of model yo u're
talking about helps people through that.

Mark: | think also, with my experience talking to family
members, they don't want to see a (inaudible 40:26).
They're not i nterested i n, fiHere's the si
five strategies. 0 They' re omething,ki ng f o

typically, moving into a new role, they appreciate being

able to talk about what's changing. They're moving to a

new city. The fact that you know in the next three

months, you're not going to see much of me because in

this role, in the first mo nth I'm going spend two weeks
flying around and talking to customers. I'm going to be

out with my global team. That way, if the family has the

chance to prepare up front, they're going to be more
supportive because they've been more involved in the

situa tion so far.

Kathy: We are getting so involved in this discussion. I'm
watching the time go by and | know there is so much more
that you would love to share. 1 think this might be a
good time to switch into how an organization can
administer An Ounce of Prevention. We've talked about
the individual. We've talked about families,
stakeholders. The organization has a role as well. |
often find in working with executives that it feels
lonely at the top. It's not all up to them. They don't
have to solve it all. What would you say about how an
organization can administer An Ounce of Prevention?

Mark: A couple of examples, Kathy. | think one that is
becoming more and more apparent as companies are
focusing, you're seeing titles like On - Boarding
Coordina tor, Director of On - Boarding. You're seeing it

getting built into succession planning process. It's not
enough to just choose the person, knight them on the
shoul der and say, ANow you're ready. Go

There's an awareness. | think what's happening is people

Effective Leadership Changes LLC
Telephone: (505) 603 — 5810 email: mark@markwalztoni.com  web site: www.markwalztoni.com Page 17




New Leader Journeys with Mark Walztoni May 15, 2008 Broadcast An Ounce of Prevention

are connecting to not only the data. There's a lot more
data out there. They're connecting to their own
experiences. I'll give you an example of an intervention

in a technology company. This was a local company. It
had just gone t hrough a merger in name, but not in
action. They realized that one of the ways for them to
really move to the next level and accomplish what they
intended to accomplish with the acquisition would be to
focus on the leadership team and specifically moving
leaders into new roles. That was going to be a
tremendous asset to them.

They implemented a 360 degree feedback system, did

debriefs with past team members and current team members.

They took time beforehand to work out what exactly were

not only the p erformance objectives I because as you
recall, that's one of the major reasons for failures.

People are unclear about what their objectives are. One

of the areas the conference leadership board identified

in one of their major surveys in the recruiting r ound
table was the number one area that companies can move the

needle is to communicate performance objectives.

| think it's the other step. What are the performance

objectives in the first ninety days? What are the two or

three critical wins that are small enough to win, big
enough to matter? To apply that to An Ounce of
Prevention, in the next broadcast in the series, we talk

about the first thirty days. We're going to pull the

thread through on planning to application.

This is where companies ste p back and say, iBef or e
make this offer, before we screen this candidate, let's

identify what it's going to take to be successful right

up front so we can use it in our screening criteria. We

can communicate with the person that's interested in the

posi ti on. 0 They include it in their due d
during this Ounce of Prevention period, they can start to

think about a plan. Its been starting from day one.

nGee, what ' s it going t o t ake for me t
foundation here and a good start?

Alignment is critical to start planning in advance what
the person's first few weeks are going to be like. Some

people wild.l sit back and say, AThe comg
best. 11 wait wuntil the first day and
other T and (inaudible 44:46) Geor ge Brant's work in T
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Hundred Day Action Pl ano, he tal ks about
the first day. That's an emotional (inaudible 44:59),

but I think it really brings that notion that this is the

opportunity for the individual to say, i O
plan the first week. Let's talk about the stakeholders.

Let's talk about some of these things. Let's connect

some of these dots so we can do that. o
build that momentum.

Then | would say in the peer community, again, to take as

a learning c ohort leaders who have been in the role for

less than ninety days or less than a year and bring them

together and talk about the challenges. Talk about some

of the lessons learned and what some of those (inaudible

45:34). Peer learning, individual assess ment and then
taking control of what that critical first period is

going to be like by getting things nailed down as much as

it's possible at any organization, getting that nailed

down in the first part of it.

Just a couple of questions. | know we're ru nning short

on time, but I think it's interesting for managers to

reflect on this. These are things that 1
me about a situation where you were assigned as a new

manager . 0 Wh a't did that manager do ef f e
first few weeks? What ¢ ould be improved? What support

did you receive from your organization during your last
transition to a new assignment? I'd have to stay this is

still where seventy - five percent of the answers are. |
received an awful lot of -

What support would you li ke to start, continue or set
aside during your next upcoming transition? We're kind

of connecting the individual needs of the new leader to

what the organization can provide. Were you able to
reach the level of contribution you expected in the first

nine ty days? Why or why not?

This is a little bit of a trick question, | must say.

What personal, professional or business value would have
been created if the transition process was more
efficient? What were some of your lessons learned?

To go back t o the organizational piece, again, help the
individual build leadership transition competencies.
Help groups of leaders build those competencies. That
means identify them, do an assessment, help the
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individual build the strengths and avoid the potentiall y
fatal flaws. Don't try to fix everything. You made this

point earlier, Kathy. The Renaissance Person Model is

not the dominant model in leadership development. Avoid

the fatal flaws and build the strengths and use

organizational measures to compensat e for that.

Look at the current process and look at the numbers. |
find very often with clients, I'll use an analysis piece,

just a short analysis. How many people in new roles,
what the cost of turnover in the new roles, what's your
actual percentage of failure. Organizations sometimes
find that they're facing million dollar risks and they're
throwing quarters and dollars, meaning they're not
investing in it at all or they're underfunded. By
guantifying the cost of failure, you as an individual in

your organization also then are making the case for
investment. | think that's really critical. You're
looking at the current state and that helps you get a
baseline. Then you can improve with the organizational
methods you (inaudible 48:22).

Kathy: You' re also raising the idea of starting with the end in
mind. You create a baseline and you're going to be
measuring your return on investment because you have a
clear idea of where you want to go. | know so often in
organizations, as | was listening to the se questions that
you were asking and thinking how | might answer them
myself, | didn't get the big picture. Where | was
successful in the first ninety days is when | took the
initiative myself. When | asked all those key questions
that you're asking, on e of them being, i Wh a't ar
trying to create so that we can go back and with these
measures be able to say this is where we got and this is
why, because we paid attention to all these critical
pieces along the way. o0

Mark: Just to add, too, | am fortunat e enough to be a member of
the Human Capitalist expert advisory panel on career
transition and comprehensive on - boarding. BBM, who

sponsors the career transition, talks about five actions

for the organization. Resolve administrative issues
ahead of time. Very often, there's a technology solution
there. Communicate or announce the arrival of the person
and put in the business case for why they're in there.

Not Joe will start at who, what, where and when, but
including the why as well.
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Scheduling the s takeholder meetings, preparing the team
for the leader's arrival and delivering training for
managers and new hires and transfers. While they say
training, | would add that it is that training and what

are the competencies and what you do now in this new
role. For the individual, read more about customers of

the organization. Find external observers who can help

you provide some of those data points. Compile your
initial setup questions. Hopefully, as your leadership
competency, your transition compete ncies improve, those
are a lot of questions you will ask during your own due
diligence in a new role.

Kathy: There are definitely a lot of things I'm hearing. 1, of
course, know from my own experience that people can do as
they learn that they're going i nto a new role, whether
it's in their own organization, to a new organization or
somewhere else in the world and they really have given us
a full range of what the individual can do, what the
group can do, the organization can do. | know I'm coming
away f rom this call with a lot of new ideas and renewed
enthusiasm for the kind of work that you and | do with
the teams and organizations.

Mark: Let's talk about that, Kathy, as the call kind of winds
down here. Certainly, we all do individual coaching. |
have a group of new leaders that is a six - week offering
where they have a chance in a confidential way to mentor
each other. There's individual calls, etc. Certainly,
workshops are very important, either virtual workshops,
on-site  workshops, management  bri efing, keynotes,
leadership transition process consulting. There's a
number of ways that organizations can push on this.
There's also a number of ways they can accelerate the
time it takes to do that.

With our group here that's on the call, it looks i ke we
won't be able to get to the questions and answers,
unfortunately. We tried to wind some of them into our

text. You'll be receiving a follow -up e - mail that has
the recording. Itll be available on mine and Kathy's
sites once we have it polished up a bit, but we will have

the file available on CD at your request or MP3. We also
have, next week, Engagement Journeys with Martha Finney.
We'll be talking about really moving things ahead from
day one. How do you build that employee brain from day
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one?

May 27 ™ is the next feature in this series, which is
Navigate Around the Rocks: Alignment and Assessment
Imperatives During the First Ninety Days in a New Role.

I'll really be focusing on the first thirty days. All

behavioral change begins with an a wareness of your
strengths and areas for improvement. Effective leaders
apply these insights to create tactical and strategic

action plans and improve their choices. That's something

that people relate to, too, isn't learning new books, but

it's improvin g choices and that combination. Kathy, you
have an offering coming up, too.

Kathy: Right. In part of this teleseminar series, on July 15 R
I would love to see you and hear you all out there on the
topic of launching, accelerating and turning around
glo bal and virtual teams. In our modern world, it is a
reality that we are often not all in the same place at
the same time or from the same culture. Even within our
own countries, we have such a mix of cultures anymore
that it adds a certain complexity to how we do work. A
new leader can certainly have preparation, as Mark's been
talking about, to be able to launch the team well.
Coming into a troubled team I've seen many times and had
to turn that around. I'm looking forward to that.

Mark: Great. Agai n, we appreciate your attendance on the call.
| apologize for not getting to the Q&A. | think this
tells me for the next call to have the pacing a little
different so we have that time. However, both Kathy and

| have our contact information from the new sletter. You
can also go to MarkWalztoni.com. We actually have my
contact information from e - mails. Kathy, can you give

your contact information here briefly?

Kathy: Certainly. You can reach me at my website. It's
KTGlobalAssociates.com. My e - malil i s
Kathy@KTGlobalAssociates.com . That link is included
on Mark's website and in his newsletter.

Mark: There's a lot of materials available. We'd be happy to
answer any of your questions. Again, we will be sending
you another e -mail that has this report, so there's

always a time. | hope you can tell that Kathy and | are
true believers in the sense that we believe that there's
really a difference to be made here and the cost of
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leadership failure is not only not achieving company
objectives, but there's personal cost in terms of career

derailment. There's family cost, moving to a new place

that doesn't work out. There's also team cost because

teams want leaders who are successful. Again, I'd like

to th ank you for joining the call and | look forward to

you being a continuing part of our New Leader Journey
community. Thank you.
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