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“Leadership is solving problems.  The day 

[people] stop bringing you their problems is 

the day you have stopped leading them.   

They have either lost confidence that you 

can help or concluded you do not care.  

Either case is a failure of leadership.” 

―COLIN POWELL 
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Preface 

This book is for you, managers and supervi-

sors. It’s for anyone leading people, regardless 

of level ... executives, business owners, group 

guides.  

It’s the result of several decades of working 

with employees … in major corporations, na-

tional nonprofits and governmental agencies 

… along with small businesses and entrepre-

neurial endeavors. 

Let me tell you how it all got started.  

It was a dinner outing I would never forget. 

Sitting at a table with industry colleagues … 

communication managers from world-class, 

global corporations … I was part of the Xerox 



7 Habits of Egalitarian Managers • iii 

 

team, designated as one of seven “Best Prac-

tices” companies by the American Productivity 

and Quality Center.   

Our presentation had been highly ap-

plauded, so people clamored to go to dinner 

with us, hoping to glean more insight into the 

method of our success with management 

communications. 

 Sitting on my right was Maytag; on my left, 

Federal Express. 

It was when I heard, “Oh, you’re an egalitar-

ian” from one of the gentlemen (in a some-

what disparaging tone), that I realized my 

thinking was different. I fumbled with justifi-

cation then, but that was years ago.  Now, I 

would say, “Of course! Aren’t you?”   

To me, being an egalitarian is “believing in 

the equality of all people”. It’s about knowing 

that every single person in the organization 

can, and wants, to contribute to its success.   
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From my experience with enterprises large 

and small, globally recognized or unknown, 

profit generating or cause-driven … being 

egalitarian is the only way to be effective.  You 

must tap into the talent and energy of every 

individual in your organization. If you don’t, 

you simply cannot fully execute your strategy 

and achieve your vision.   

We have built our business, and our ap-

proach to success, on the belief that more than 

anything else, people want to be of value, to 

contribute. They are hungry for their manag-

ers to recognize this reality and respect it.   

When workers do not feel valued, they be-

come organizationally indifferent. They turn 

frustrated, bored and demoralized. They start 

coming in just for the paycheck. This means 

missed deadlines, poor customer service and 

lackluster goal achievement. Managers go 



7 Habits of Egalitarian Managers • v 

 

into firefighting mode … juggling a myriad of 

tasks.  

The seven habits of egalitarian managers is 

the result of over 25 years of working in com-

munications and employee engagement.  

They represent the basic “must-haves” to 

transform complacent (or good enough) 

workers into individuals who are focused, 

flexible and willing to take action. 

It won’t take a lot of time.  You don’t have 

to wait for change initiatives to come from 

the top.  You can do this.   

I hope this Executive Guide will jolt you into 

thinking differently, talking differently, act-

ing differently … and ultimately achieving 

much, much more. 

To your extraordinary success, 

  

   

    Linda L. Keefe 





 

 

 

Introduction 

Gallup did it again. They do it every couple of 

years.  They take a nationwide survey of the 

workforce, to measure how engaged it is.  

What’s surprising is that they essentially get 

the same answer every time. 
71% declare themselves disengaged!   

Remember when you were first hired? 

Think of a job that had you in a starting posi-

tion. Remember the feeling of excitement you 

had about being part of something bigger 

than yourself, of making a difference, of being 

a valued contributor?  Remember also, how 
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you became disengaged over time?  Maybe 

you even gave up trying and moved on.   

Wilbur Finkelstein 

As I work with various clients, we frequently 
ask individuals, “In your opinion, how much 
indifference is there in your organization?”  

I did this with a junior clerk in a large public 
library system (600+ employees).  He quickly 
said, “That’s easy, 99%”.  Stunned at the number, 
yet recognizing the malaise, I followed with, 
“What makes you say that?” (I fully expecting 
him to declare himself as the only one who 
cared. He didn’t do that.)  

He said, “Because of Wilbur Finkelstein.  He 
comes to work every day, no matter what.  He’s 
punctual, often early.  He doesn’t leave at quit-
ting time if he’s working with a patron. He’ll 
stay and help until the person has what they 
need without exception.  He cares about the or-
ganization and what we do.”  
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The good news is that organizational indif-

ference can be reversed.  You can turn the 

71% or the 99% disengaged into individuals 

who are focused, flexible and willing to take 

the initiative for the bigger whole. 

You can fix this at the team level.  You don’t 

have to wait for a culture change to start at the 

top.  You are the top in this situation.  You 

create your own world.   

This Executive Guide will show you what to 

do. It will give you the concepts for making 

the change and the practical steps to take.  It 

shows you how being more of an egalitarian 

manager can dramatically affect your team 

achievements. 



 

 

 
Management – Employee Gap  

~ Alex Tiani, Illustrator 

 



 

 

CHAPTER  I 

1. Take Off The Rose-
Colored Glasses 

Managers everywhere, at every level, are 

deluding themselves.  There is no gentler way 

to put it.   

Even those of you who have great respect 

for the people on your teams, who think eve-

rything is fine.  You’re not seeing the gap be-

tween what you believe to be true and how 

the workforce really feels. You aren’t recog-

nizing the organizational indifference that is 

staring you in the face.  You’re wearing rose-

colored glasses.  
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Managers in general don’t really appreciate 

how left-out and separate their team mem-

bers feel.  And more importantly, from a busi-

ness perspective, they don’t realize how much 

money and time is being wasted; how many 

opportunities are being lost because of this re-

ality. 

You’d rather think, “Everything is OK.  I 

have a great team.  They work hard.  We do 

good work.”  

In a workshop with members of the American 
Society of Association Executives, I asked the 
group to rate the amount of employee indiffer-
ence in their organization.  The Executive Di-
rector of a human services organization raised 
her hand and said she would estimate 15%.  An-
other woman raised her hand and said 50%.  
(She happened to be the HR Manager for the 
same institution.)  … As it turned out a month 
later, after we conducted an organization-wide 
assessment, the employees considered the estab-
lishment to be 78% disengaged.  
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How does this happen? 

This occurs partly because you want to see the 

best in your people. You think highly of your 

employees. 

But you’re already in the loop.  You know, 

for the most part, what’s going on … your 

manager keeps you informed.  There’s a cer-

tain comfort in that.  It’s a position of safety, 

of power to have the knowledge. 

And with comfort, comes the forgetting of 

pain.  When you’re in the loop, the discom-

fort of not knowing goes away.  It isn’t in-

stinctive to tell others, to make sure they are 

in the inner circle.  So you quickly forget what 

it was like when you were at the bottom, or 

caught in the middle.  Or perhaps you do re-

member; you may be experiencing this with 

your manager. 
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As a manager, you’re sheltered from not be-

ing in the loop; from not knowing the strate-

gic plan.  You’re no longer in the position of 

wanting to talk to someone and not having 

the opportunity of being heard.  You’re less 

paralyzed than before, because you can take 

action.  There are some things within your 

control and influence. 

Why do managers ignore this ever-widen-

ing gap?  You work hard, there’s no doubt 

about it.  In my opinion you (and supervisors) 

have the most challenging job.  I know you 

want to think the best of your people.  You 

want to believe you are doing a good job lead-

ing your team.  

You miss out! You don’t hear the great ideas 

those people have who work with customers 

every day.  It costs you time.  It costs you 

money.  It costs you in lost momentum and 

higher indifference.  
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What can you do? 

Recognize there is a gap.   Understand the in-

herent nature of this chasm so that you don’t 

take it personally.  

Take efforts to close it.  This book will guide 

you. Try the techniques.  Make subtle shifts 

required to be an egalitarian manager. 

Create processes for lasting change. These 

don’t have to be highly formalized.  Just do it. 

Jot down a few steps.  Turn them into infor-

mal policy.  Let people know about them.  It’s 

bigger than a suggestion box, but smaller than 

an ordeal.   

You can do this at the team level!  You don’t 

have to wait for executive leadership to issue 

a proclamation or start a company-wide initi-

ative. YOU establish the environment in your 

team.  You are responsible for the culture of 

your leadership. 
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Ask Yourself… 

1. When was the last time you walked the 

floor, curious with questions … being 

open, receptive and positive? It means 

getting to where the development is hap-

pening, the delivery of product… where 

the labor-force is working. 

2. If an employee had a good idea, how 

would he or she get it to you? (Hint!  Just 

“telling their manager” is not good 

enough.) 

3. Is there a process in place that makes it 

possible to have ideas from the bottom-

up be considered … and if good, acted 

upon? 

Maxine is a 28 year old Business Account Man-
ager for a high-end cosmetics firm in a major 
department store.  She handles the scheduling of 
work shifts, the training of new hires, and the 
tracking of product inventory.  
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She knows who her customer is and what her 
customer wants. She sees how many sales she 
loses because she can’t provide what they need. 
And yet she has no control, or input, over what 
product is delivered to her.  

She has very specific ideas of how her counter 
could do significantly more business … but has 
no one to tell.   

- A matte palette of eye shadow for the many 
older women who don’t want shimmer. 

- Travel items that could be purchased instead 
of using the occasional give-away. 

- Fresh items in the gift package instead of re-
peating the same shade of lipstick. 

The sad fact is that her passion for growing her 
pieces of the business goes untapped because 
there is no way to have a conversation with the 
right person.     

If this were your organization, wouldn’t you 
want to benefit from this wisdom?  





 

 

CHAPTER  II 

2. Look At The Janitor 
Differently 

In theory, we all believe that everyone in an 

organization plays a worthwhile role or we 

wouldn’t have hired them. 

In practice, however, there is a hierarchy.  

The higher you are in the chain of command 

the more important you are.  You make more 

money.  You have more responsibility.  Your 

ideas get taken more seriously.   

You know more, right?  Or do you? 

Actually everybody has knowledge about 

something different.  Each has unique experi-
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ences, interactions with clients, internal cus-

tomers and business colleagues in other de-

partments.   

For instance, only a remote salesperson ask-

ing for assistance from customer service to re-

solve an account’s problem knows that 

interaction … the execution of the intended 

process.   

Only the receiving dock personnel can tell 

you what would make the process more effi-

cient so that the company could benefit.  Only 

the auto detailer or dealership driver has first-

hand knowledge of redundancies, time wast-

ers, money hogs … when it comes to cleaning 

or delivering vehicles. 

But no one asks them.  There’s no dependa-

ble and obvious method for people to share 

their ideas in a way that will ensure those 

thoughts are heard, considered, and acted 
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upon when they have merit.  So people be-

come indifferent.  They keep their ideas to 

themselves.  They just come in for a paycheck. 

It costs the organization time and money 

not to listen.    

A well-renowned grocery store chain (we’ll 

call it George’s) began offering an in-store café 
with soup as one of the food items.  There were 
two choices:  chicken and tomato.  The servers 
kept asking for vegetable beef, because it was a 
common request from customers who wouldn’t 
buy the existing soup choices.  Management’s 
answer was, “The chef doesn’t make that type.”  
The store employees gave up asking.   

Much later, management decided to create a 
customer survey on food items.  Surprise!  They 
wanted vegetable beef!  The good news (or the 
sad state) is that the chef began making vegeta-
ble beef … because the customers wanted it; not 
because the employees had known for a year be-
fore what was needed.   
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How much time, goodwill and money was 

lost because the insight from the people on 

the front line was not valued? 

Tapping into every individual’s knowledge 

with their unique perspective not only builds 

engagement, but is critical for an organization 

achieving record growth. 

What Can You Do? 

Create a culture based on mutual respect – on 

the premise that everyone is created equal. 

Let people know that each person has 

unique insight and ideas. That you value each 

of them … the role they play and the wisdom 

they can bring ... regardless of position. 

Be open and honest with the information 

you share.  Be respectful by involving them.   

Shift your belief system … to one of know-

ing that everyone is, essentially, equal. 
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Think inclusively.  Modify the culture from 

“need to know” to “the more you know, the 

better you can do your job” perspective.  

This is the only way an organization will 

prosper to its fullest potential.   

 

How does this play out in every day work 

situations?  Respectfully communicating! 

Think, who else you might want to invite to 

a meeting?  Are there more individuals who 

would benefit from receiving an email, a copy 

of a report?   

Make it a point to ask for input from the 

quiet members of the team.  Still waters run 

deep, you know. They may surprise you! 

When your team members understand the 

big picture, know how they fit in, and how to 

have two-way communications with you, 

your work life becomes exponentially better. 

Not only will you get more done as a team, but 
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some responsibility will be lifted from your 

shoulders, you’ll be putting out fewer fires 

and you’ll be enjoying the role of leader. 

Ask Yourself… 

1. How do I show respect?  How do I recog-

nize the value each person brings to the 

table?   

2. How inclusive am I when it comes to 

sharing information?  

3.  How would I rate myself in “carrying-

through” on commitments I’ve made to 

employees (everything from having said 

“Let’s talk next week.” to “I’ll take care of 

that.”)? 

In working with every team, at every level, at 
one of the Job Corps Centers, a question posed 
to each was to name one thing they could do, 
within their control, that would significantly 
help the organization achieve its aspirations. 
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Without exception each team came up with use-
ful, insightful, doable ideas … because they 
knew where the opportunities were. 

One example was the kitchen crew (who per-
ceived themselves at the bottom of the hierar-
chy), but who readily came up with an idea. It 
was to offer at least one healthy recipe at each 
meal – instead of the usual fast food fare.   

They also came up with a way to get the stu-
dents involved with the idea.  They knew that 
eating better would lead to sharper minds, less 
carb fogginess … which in turn would result in 
higher grades and better job placements.  

Did it work? Overall Ranking of the center 
moved from 116th (out of 118, third from the 
bottom) to 54th.  That’s 62 rungs up the ladder 
… a 47% improvement in six months.  

What could you do with the power of harness-
ing ideas from those who are in the trenches?





 

 

CHAPTER  III 

3. Understand What’s 
REALLY Important To 

The Workforce 

For the sake of talking about the essential 

work-related needs of people, I propose there 

are three basic categories within any organi-

zation:  executives, managers & supervisors, 

and employees.  

I’ve even created a scenario around this con-

cept, with specific characters, names and pur-

poses. It’s called The Story of MO. 
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“The Story of MO” 

 

1. Executives, the folks at 

the top of the food chain, 

want to above all, succeed.  

That’s their goal.  That’s 

their reason for existence.  

They want to take an organ-

ization and have it prosper.  Regardless of 

whether it’s in the private, public or nonprofit 

sector, their goal is to achieve a solid ROI … a 

return on their huge investment of time, 

money and talent.     

We’ll call the executive, WIN for Winifred 

or Winthrop.  

2. Managers (and Supervisors).  They are in 

the middle. They want to meet the organiza-

tion’s objectives set for them and they know 

the effectiveness of their team is instrumental 

in achieving their goals. They are continually 
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juggling the different tasks and conflicting 

priorities set before them. 

We’ll call the manager, RIPTORN (Rip for 

short) because he or she is often “torn” be-

tween two directions … responding to the ex-

ecutive’s wishes on one hand, and supporting 

the needs of the team on the other. 

3. Employees … the body of the workforce. 

They have the end responsibility for getting 

things done.  Employees are often the folks 

closest to the customer … making the sale, de-

livering the service, repairing equipment.  

They have an insider’s view to the inner 

workings of the organization.  

Employees, above all (more than money or 

promotions) want to make a contribution to 

something bigger than themselves.  They 

want to be an integral part of the whole.  They 

want to be of value. 
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We’ll call the employee VAL (Valentino or 

Valerie) … for wanting to be of value.  

4. Then there is MO (sharedMOmentum). 

MO is the energy engine that is created when 

these three groups work together with a 

shared vision and a culture of mutual respect.  

MO is energized, positive communications 

between managers and employees that con-

stantly confirms the value each individual 

contributes by sharing, listening and acting. 

Millennials, Gen Xers, and Baby Boomers … 

it matters not the age.  Organizational indif-

ference is not generational.  

Endless articles in prestigious magazines 

(Harvard Business Review, Inc., Entrepreneur, 

Fast Company) based on countless research 

studies – show repeatedly the truth:  Employ-

ees will go to the ends of the earth for manag-

ers, when they feel valued! It’s human nature. 
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What Can You Do? 

Great news!  Showing people they’re valued 

isn’t a budget item.  It’s a belief system. It’s a 

culture at the team level. You set it.   

Here are three basic principles you can use 

to truly value the people who work for, and 

with, you. 

First, let them in on the big picture.  Don’t 

do this just once … the first day you hire them.  

Continually tie in what you are asking them 

to do, with what the team or the organization 

is trying to ultimately achieve. Keep reinforc-

ing how what they do matters in the bigger 

picture. 

Second, listen to them.  Don’t do all the talk-

ing.  Stop. Ask questions.  Ask for suggestions.  

Ask for their ideas.  “What is one thing we 

could do to make this better?”, “How do you 

feel about this?”  “What is one thing that you 
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see might be a barrier in getting this done?”  

Be available and open to them. 

Third, give them recognition.  A simple say-

ing “nice job” will go a long way.  Responding 

with a “thumbs up” icon in text will carry a big 

wallop. Announcing or discussing efforts and 

achievements in a team meeting … taking five 

minutes (for you and others) to notice and 

talk about what their teammates are doing 

well. 

 

Ask Yourself… 

1. How frequently do I explain the big pic-

ture when I ask people to do things? 

2. How well do I listen to new ideas, con-

sider them, and have a follow up process? 

3. How often do I give praise? 
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After being published in over 50 journals 
with articles on ‘organizational indifference’, 
we received a phone call from a California en-
gineer.   

He said, “I saw your topic in ‘Facilities Engi-
neer’ and I really liked it.  But there was one 
thing you said that would have to be changed 
for our environment.   

You had a quiz, with the question, ‘How often 
do you receive praise at least once every seven 
days?’  In our world, you would want to ask, 
‘How often do you receive praise at least once 
every seven years.’” 





 

 

CHAPTER  IV 

4. Tip the Scales Toward 

Egalitarianism 

As I see it, there are four types of manager 

styles. These different approaches vary based 

on an individual’s belief system and decision 

making preferences. 

1. Autocratic.  This type of manager has 99 

votes; the employee has one.  Everything is 

run by an iron hand.  “Do what I say and 

don’t question it.” 

Here’s a statement from an autocratic man-
ager that astounded me.  I was meeting with a 
patent attorney about an invention I’d created 
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and happened to share the premise of my up-
coming book.  He disagreed with the whole ap-

proach and said, “I don’t pay people to think. 

I pay them to do what I tell them to”.   

I hope this extreme form of autocratic style 

is not used much these days, because it lacks 

long-lasting, positive results.  However, there 

are times when an autocratic role is an im-

portant approach.  Some business decisions 

are based on unique knowledge (or timing) 

that require you as a manager to make a uni-

lateral decision.  That’s autocratic leadership 

at its best.  

2. Democratic.  The style of a democratic 

manager is to hold off on decisions until there 

is a majority vote or everyone agrees.  This 

can drag down initiatives and stall action.  

Gaining consensus (different from brainstorm-

ing or asking for ideas from everyone) does 
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have its place in leadership. Low risk situa-

tions such as the theme for a company picnic 

or the décor for the employee lounge are great 

candidates for this approach.  A good man-

ager knows when to dip into democratic 

mode. 

I was talking with Adelle who worked for the 
federal government.  She was frustrated because 
her manager used the Democratic approach for 
everything.  No matter the topic, this man 
would talk to each and every member on the 
team, trying to gain consensus on any idea.  
Nothing was ever resolved.  It was endless dia-
logue with no decision making.  Consequently, 
individual team members either took action on 
their own or gave up, becoming indifferent. 

3. Benevolent. “We know what is good for our 

employees. We have their best interests at heart.” 

While this may sound great, the attitude of a 

benevolent manager is not one of inclusion, 



28 • Linda L. Keefe 

 

nor is it a respectful.  Rather than ask the em-

ployee to weigh-in on decisions that affect 

him or her, employees are moved around and 

“done for” instead of being “worked with”.  

Again, there are times when management 

knows best because of greater insight and per-

spective and needs to make a benevolent de-

cision.  Just as a parent, some actions need to 

be done for, not with, an employee.  Used as 

the exception, not the rule, this approach has 

value. 

Gary worked for a Fortune 50 corporation in 
the internal audit and operational analysis de-
partment.  Teams were sent across the nation, 
with only a 24 hour notice. Individuals were 
pulled from one project and put on another 
without being consulted.    

Yes, the executive view of what needed to be 
done was vital. But Gary felt like a pawn in-
stead of a valued employee. His voice was never 
heard.  He was just told, “We know what is best 
for you. We have your career in mind as we 
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schedule projects”.  He was expected to do what 
he was told, trusting in their benevolence.  

4. Egalitarian. The definition of egalitarian is 

equality.  It’s creating an environment of mu-

tual respect.  At the core of this management 

style is a belief is that every employee is valued 

… from the janitor to the president; each has 

a unique contribution to make.  Everyone 

shares the responsibility for success.  Two-

way communications is the norm.   

An egalitarian approach to leading teams, in 

my opinion, is the most productive and 

should be considered the style that is most 

prevalent.    

I attended a national conference for manage-
ment communications one year and heard a 
very interesting Keynote Speaker. While I can’t 
remember his name, what he said left a lasting 
impression.  He was the CEO of a beauty prod-
ucts company based in Europe.  He valued every 



30 • Linda L. Keefe 

 

person’s contribution and wanted them to feel 
the same.  So he talked with them, all the time. 

He told us that he made it a habit to ask indi-
vidual employees … as he met them in the hall-
way or an elevator, “What would happen if you 
were not able to come to work … how would the 
organization suffer?”  He wanted them to real-
ize the impact that each of them has. 

“That’s easy,” said one fellow proudly, “you 
would miss out on important information be-
cause you wouldn’t receive your mail.” 

What Can You Do? 

Start noticing your management styles.  

How often do you use each … autocratic, 

democratic, benevolent and egalitarian? 

Talk to your team members.  Get their opin-

ion.  How do they feel about your leadership? 

Find out if they feel listened to … and in what 

situations.  Ask what makes them feel in-

cluded and excluded.  
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Determine if adjustments are needed. Dis-

cuss it with the team to establish a stronger 

foundation. 

Ask Yourself… 

1. Which type of managerial style do I use 

most often?   

2. Which approach do I want to be my 

preferred method? 

3. Do I need to modify or strengthen my 

belief in others’ value to show mutual 

respect? 



 

 

 
 

Absence of Vision 

~ Alex Tiani, Illustrator 



 

 

CHAPTER  V 

5. Collectively Create an 

Exciting Vision 

“What’s the vision of your organization?” I of-

ten ask.  I hear… 

“Shoes.”  [a retail shop person] 

“$2M profit in 4Q.” [corporate executive] 

“I have it.  It’s filed in my office.” [senior man-

ager] 

“A vision?” [every type of worker] 

This concept … a vision … is a powerful 

strategic tool for businesses, nonprofits, and 

governmental agencies, but it is so seldom 

used effectively.   
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There was a time with defining your mis-

sion and vision was the global trend.  Hours 

and days were spent laboring over the exact 

terminology so that every aspect of what was 

to be, was captured. 

People were confused about the difference 

between them. Consequently the whole pro-

cess was given less prominence, set aside or 

minimized.  It is no longer considered essen-

tial that a vision be known, understood and 

embraced by the workforce. 

Without a vision (knowing ultimately what 

you want to achieve, how you want to be 

known by others) is like wandering around in 

the desert at night without a guiding star. 

Steven Covey, in his book, “The 7 Habits of 

Highly Effective Leaders” says, “Begin with the 

end in mind.”  Know where you want to go. 

Focus on the ultimate end result.  
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It’s a unifying aspect.  It’s a motivating ele-

ment.  It’s the glue that gives the organization 

its greatest reason for succeeding. 

A mission describes who you are, what you 

do, and who you do it for.   

A vision communicates where you want to 

be, how you want the world to see you.  What 

you want to be known for … and how far and 

wide. It needs to be exciting if you want it to 

be useful. 

A vision can be business sounding or writ-

ten in simple common language. It can be 

long or it can be short.  

But it must to be something that the work-

force understands, embraces and remembers.  

It needs to be exciting, inspirational, mean-

ingful. 

That’s what has employees engaged.  That’s 

what keeps them focused and energized.  



36 • Linda L. Keefe 

 

That’s what drives greater growth and pros-

perity. 

 “We are the leading provider of walking 

widgets in the world.” 

“All our students are future hall-of-famers.” 

 “ABC Inc. is the “go-to” company home-

owners trust throughout the state.”  

I was walking a local government (city and 
county) winter conference exhibitor floor, 
talking with various vendors.  It was during a 
presentation in the auditorium so the attendees 
were not “shopping”.   

As we often do, we took the opportunity to 
gather more research on how engaged employ-
ees are with their respective companies.   

We asked the various sales reps our favorite 

question, “What is the vision of your com-

pany?”  We typically get blank stares or are 
given a weak stab at it that turns out to be more 
of a mission, a goal, a value … but very, very 
seldom, a true “vision”. 
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However, when we asked this question of a Ser-

vice Express, Inc. (SEI) rep, he readily and 

enthusiastically replied, “to help our employ-

ees achieve their goals”.   

“No”, I said, “the vision of the company.”   

“That IS the vision of the company,” he re-
plied.   

This was confirmed when he connected us with 
Ron Alvesteffer, CEO of this IT hardware 
maintenance services company.   

SEI Vision … “To work with our employees 

to help them achieve their personal, profes-

sional and financial goals“.   

The Result…  

Double-digit revenue growth for the past decade 
along with multiple national awards … all at-
tributed to EMPLOYEE focus. 
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Visions can be created for projects as well. It 

gives the initiative greater importance, it of-

fers a big picture for their efforts.   

Project Vision Examples 

“Customers feel like they are getting a great 

“deal” every time they come in.” [Project:  

Pampered Pricing, Ford Dealer] 

“An exciting, inspirational, modern worship 

experience at the 11:00 service.” [Project:  Mu-

sic Director, Faith Church] 

“Post Host provides investor dividend every 

quarter. [Project:  Earring case, Inventor]  

What Can You Do? 

As an egalitarian manager, you can create or 

re-look at a vision at the team level.  Or you 

can interpret the organization’s vision for 

your department.  This effort doesn’t have to 

be rocket science or a major time investment.  
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It just needs to be a good collaborative ef-

fort. It’s the brainstorming and processing 

that brings people together.  Investing in lis-

tening, and facilitating open conversation on 

what your team aspires to, can be transforma-

tional. It’s not a one-time exercise.  Visions 

need re-energizing, re-processing, re-engag-

ing every once in a while. 

Ask Yourself… 

1. Does the organization or team have a vi-

sion that we all understand, embrace and 

can remember? 

2. When was the last time we revisited our 

vision? 

3. If I asked any one of our team members 

what our vision is, would I be pleased 

with the answer? 
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 “We wanted to be #1, but we never asked our-
selves how we were going to accomplish it. Then 
we jointly participated in, contributed to, and 
made decisions about ideas we had … finally 
gaining the insight for accomplishing that aspi-
ration.  

Being #1 was a wish; now it is a common vision.  
Before, we said the words. Now we have one di-
rection that we all take ownership of.   

The difference between the day before and the 
day after is phenomenal! The mind-set, the 
mood, the interaction … the way Staff works 
with each other to provide positive solutions … 
is proof of the this work’s effectiveness.  We’re 
now bonded as a team with a common Vision.” 

 ~ Joel F. Beeby, Iroquois Job Corps Center 



 

 

CHAPTER  VI 

6. Hold 2-Way 

Commitment 

Conversations 

Every time you ask someone to handle a pro-

ject or assign a new task, take time to discuss 

expectations.   

By this I don’t mean tossing out a few ideas 

and telling them what you want done. Take a 

few minutes to sit down and go over several 

items that many times go assumed.   

Arthur is a Vice President of a mid-sized, 
print-on-demand business. He’s also part 
owner.  The company individualizes the print-
ing of objects (T-shirts, calendars, playing 
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cards) with images and text.  They get online 
orders and they partner with office supply com-
panies.  One of Arthur’s projects was to negoti-
ate and execute a joint arrangement with a 
globally-known company in Japan.  It was a big 
deal!   

It was obvious that the task would take a little 
time.  Or was it?   

While on a family vacation Arthur and his 
wife were visiting us in Florida. We went out 
to lunch and started discussing how two-way 
communications could be used to clarify expec-
tations … avoiding problems.   

He said he was very familiar with assumptions 
and the mess they can get you into.  He had 
known that the foreign partner project was go-
ing to take many months.  His boss (the Presi-
dent) had assumed it would be done in 30 days. 

Even though Arthur was an executive and part 
owner of the company, the lack of specific com-
munication caused an issue that could have been 
avoided. 
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Managers and employees alike assume the 

other knows, that both people are thinking 

along the same lines.  Things that seem obvi-

ous to one are very often unknown to the 

other. 

Effectively communicating is a shared re-

sponsibility.  It’s not just the manager’s duty 

to inform; the employee has an obligation to 

ask for clarification when needed; tell the 

manager when they need more information. 

When there is an environment of mutual 

respect, and an acceptance of shared respon-

sibility, the following categories of questions 

(and answers) enable commitments to be met 

on both sides.  Higher levels of success will be 

realized, with faster and better completion of 

tasks. 
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Commitment Conversations 

1. Vision and Purpose. What is the ultimate vi-

sion of the project … its purpose?  How does 

it tie into the big picture?  Which of the team’s 

goals does it support? 

This is the kind of insight that people want 

to know.  It makes them feel valued and re-

spected to have these conversations.  It also 

helps them do their job better.  Any time a 

task gets tied to a higher purpose, the execu-

tion of that effort will yield better results. 

Examples… 

“The press kit I’ve asked you to put together will 
not only help get speaking engagements, it also 
helps our Training Product sales.” 

“The software we’re developing plays an inte-
gral part in our foreign expansion plans.”  

“Keeping the bathroom spotless improves our 
reputation with customers.” 
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2. Deadlines and Priority.  How much time do I 

have to accomplish the task?  What milestone 

dates are important … and why, so that I can 

be included in the big picture?   

By the way, “soon”, “right away” and “yester-

day” are not good enough answers.  Take the 

time to be specific.  It will pay off. 

Examples… 

“What do you think is a fair and reasonable 
timeframe?” 

 “Let’s have the first phase completed by 
Wednesday.” 

 “I’d like a draft document by noon tomorrow.” 

Be sure to state the priority for what you’re 

asking to be done.  We suggest sticking to 

three choices: … critical to success, necessary and 
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nice to have.  When you do this, it is easier to 

have work-load balance discussions. 

3. Success Metrics.  What would a successful 

completion of this task look like to you? How 

can it be quantitatively measured?   

Defining a numerical outcome as a success 

measurement, and documenting it, is power-

ful driver because it brings clarity to both par-

ties.   

Even when the number is “one”, it’s im-

portant to articulate it. 

Quantitative Success Measures 

“One training process documented and 
distributed to team leaders.”  

“Six new accounts”  

“A 5% increase in customer satisfaction.” 

It’s also important to describe, in words, 

what a successful completion of the task 
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would look like.  We suggest choosing three 

adjectives (or phrases) that would describe a 

quality outcome. 

Qualitative Success Measures 

“Ensure that the process is simple, clear and 
comprehensive.”  

“Ensure the accounts are within our target in-
dustries, are above the minimum threshold, and 
have signed contracts.”  

“Ensure the loyalty program is exciting, ap-
peals to the youth, and includes social media.” 

4. Ownership and Scope.  In what areas can I 

take the ball and run with it? What is the 

scope of the project that is within my respon-

sibility?  Tell me the boundaries of where I 

can take action. 
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We suggest using a three part bracketing of 

the areas of responsibility … where it begins, 

what it covers, and where it ends.    

Example … Scope of Ownership  

“Begins with ____, Covers (list 1 – 3) ____, and 
Ends with _____”  

Child Care Program. Starts with screening of 

the child, covers determining of learning 

activities, and ends with the child’s finishing or 
withdrawal from the program. 

When managers have this type of clarifying 

conversation, it can be empowering.  

Employees are more willing to take initiative 

when they know what they “own”.  It makes 

them proud of their product. It opens 

channels of creativity. This frees up managers’ 

time to put to other leadership opportunities.  
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5. Requirements and Resources. Are there any 

requirements, suggestions, or resources I 

need to consider?  This is the time for the 

manager to make note of specific elements 

they want included.  It’s an opportunity to 

identify what resources might be available 

and creative ideas you want to contribute.  It’s 

also a good time to solicit ideas the employee 

has … for discussion, elaboration, encourage-

ment.  

Examples … Library Campaign   

“Be sure to include the executives of the State 
Library organizations.”  

“You can use Constant Contact to broadcast and 
track messages.”  

“Ask Sheri to assist you with online research.” 
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What Can You Do? 

Take 10 – 30 minutes to sit down with each 

individual on your team.  Go over the tasks 

and projects you’ve asked to be done.  Make 

sure you have a two-way discussion touching 

base with each of the five commitment con-

versations above.  

Ask Yourself… 

1. How often do I take time to really explain 

a task so that the individual has a better 

chance of success? 

2. How well do I pay attention to my team 

member’s ideas, giving them careful con-

sideration so that opportunities don’t fall 

through the cracks? 

3. How well do I stay in touch and follow up 

with what I’ve asked others to do so that 

they can continue the momentum? 





 

 

 

 

 

 
 

Together With Shared Momentum 

~ Alex Tiani, Illustrator 

 



 

 

CHAPTER  VII 

7. Connect All the Dots 

(vs. Piecemealing) 

The idea of making sure all the pieces of the 

puzzle are in place is essential.  Too often ini-

tiatives become the “flavor of the month” 

where emphasis is placed on one thing at a 

time. It could be creating a vision, identifying 

roles and responsibilities or establishing per-

formance-review routines.   

The problem is, it can’t be one or the other 

for these initiatives to remain in effect.  The 

infrastructure for employee engagement has 

to be whole. All the pieces need to be in place. 
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You have to have all seven infrastructure el-

ements in play at the same time … IF you want 

employees to be truly engaged, focused and 

highly productive. 

1. Shared Vision.   A complete (and engaging) 

vision includes getting employee involve-

ment for these four components: 

• An exciting, inspiring vision 

• A meaningful mission 

• 6–9 strategic goals 

• 4–7 organizational values 

2.  Shared Direction.  Having a unified focus, 

with everyone on the same page, requires de-

fining what each individual can do to contrib-

ute to the vision.  A communications session 

between manager and employee … defining 

how each worker is positioned to contribute, 

to be of value … clarifies how each fits in the 

big picture and generates organizational mo-

mentum.    
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3. Shared Accountability.   Managers sit with 

individual team members on a regular basis to 

discuss tasks and their shared commitments 

so that clarity, focus and intelligent willing-

ness are sustained with high energy.  

4. Shared Initiatives.  A process, however for-

mal or informal, is necessary so that creative 

ideas from the front-line employees are al-

lowed to surface, to be heard and to be ade-

quately addressed.  

5. Shared Skills.  Training, in areas that can 

make the employee’s job more innovative and 

productive, often go ignored.  Workers typi-

cally understand best what they are lacking.  

Having an opportunity to speak to a manager 

about skill development is important. 

6. Shared Performance. Reviewing the results 

of task efforts against what was planned, to-

gether (manager and team member), makes 
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the performance numbers more meaningful 

and allows for better course adjustment. 

7. Shared Rewards. Employees need to feel 

that their work is recognized, that they are 

giving value. This can be anything from 

“thank you” or “great job” to a comp day, a bo-

nus or even profit sharing. Ongoing positive 

reinforcement is the #1 way to increase en-

gagement. 

What Can You Do? 

Stop. Take time to put a few processes in 

place.  Get the infrastructure set up so that 

everyone is excited about a shared vision and 

they know what part they play.  

Establish a routine for shared accountability 

… when you sit with individuals on your team 

to understand where they are on the tasks 

you’ve assigned and to find out what they 

need from you to keep the momentum going. 
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Ask Yourself… 

1. Am I willing to give up fire-fighting in fa-

vor of creating processes that empower 

the individuals on my team? 

2. Do I believe that this will work?  How can 

I put that belief into action? 

3. What do I need to do first to create an 

egalitarian environment where everyone 

is contributing to their fullest potential? 

 

 



 

 

CHAPTER  VIII 

Sustaining Momentum 

It takes effort to continually create a commu-

nications environment that will sustain the 

momentum you’ve worked so hard to 

achieve! 

It requires dedication to meeting with, and 

holding two-way conversations with, each 

person on your team … on a regular basis. 

We’ve seen managers put together a binder 

as their guide to this communication and 

schedule recurring sessions every week or 

every other week depending on the need. 

Inevitably, the temptation to stop the one-

on-ones will occur. You’ll think, “Things are 

going smoothly, why not?”  You’ll quickly see 
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that this time is the most valuable investment 

you can make. 

MO Mobile App 

If you want to make egalitarian communi-

cations less burdensome, reaching out to your 

team members both locally and remotely, the 

mobile app MO can support your efforts. It 

will make it easier for you to create the culture 

you desire.   

It’s called sharedMOmentum, or MO for short. 

It lets you tap into the ideas of your team 

members without having to call a meeting. It 

facilitates sharing information and giving ac-

colades. It’s designed to support an egalitarian 

environment that has everyone engaged … 

focused, flexible and willing to take action to 

benefit the organization. 

 

www.sharedMOmentum.com 
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President, Software Development, Michigan 

“We have a culture where we don’t point fingers 
(especially at clients), so we almost didn’t 
discover the root of a costly problem. 

I had to personally meet with individuals and 
small groups each month, for over a year, until 
we found a solution for “client decision delay”.   

If we’d had a platform like this to communicate 
… where I could have posed the question … we 
could all have chatted about it.  I would ask 

things like, Do you perceive xyz as a 

problem?  What do you suggest we can do 

about it?” 
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Team Leader (R. Garcia), Philippines  

I think MO is a great tool to have an open 
communication among the leaders and team 
members … not just on a yearly or quarterly 
level, but on a daily basis.   

We are currently in a planning session for 
next year with my team of 13 people. I've been 
talking to each to gather ideas or “sparks” in 
their mind. These would be the initiatives that 
they want to implement next.  

What I noticed is that they won't come up with 
ideas if I just ask them to share what they have 
in mind. It's too vague a question.  What works 
best are questions such as: 
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…what have they achieved this year? 

…what things would they like to improve? 

…what do they have that can help achieve those 
goals and what do they plan to do specifically 
to achieve them? 

… how do they want others to remember them? 

I think the MO app will be a great way to share 
ideas. It will let them know that they will be 
heard. And we, the leaders, will monitor them.  

I noticed that people are shy to tell what's in 
their mind. And they prefer to submit their 
ideas only to me … rather than to the team.  

I like knowing who has submitted thoughts so 
that I can acknowledge them for the great idea 
they have shared … and give them feedback.  It 
also lets me know if they have problems or 
concerns that need immediate attention. 
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