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Hello everybody and welcome to today’'s webinar as part of the global PMI innovation practice. As
we get started with the webinar, | would like you to know that PDU will automatically be recorded
for those who attended the live webinar as well as those watching the recording. Please allow 10-
14 business days for the PDU credit to reflect on your transcript. Also, during this webinar if you
have any questions for our presenter please enter them in the chat section starting with the word
"QUESTION" in all Caps. We will use those for the Q&A session at the end of the webinar
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Today's speaker is Dr Harvey Robbins. He is a licensed psychologist and president of Robbins &
Robbins, providing psychology consulting, executive coaching and training worldwide. He has co-
authored various books about leadership, teams and managing change. Dr Robbins will be
presenting leadership and innovation, 3 innovative environment and 10 important skills. With that,

| will turn it over to Dr Robbins.
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Greetings to everyone, glad that everyone is attending around the world. This is a sort of a brief
overview of what | have discovered as some of the leadership essentials for creating an
environment within innovative company that spark and encourage innovation in part of leaders.
So the first thing | want to do, is talk about all kinds of environments that leadership tend to
create inside the organisation. First thing | want to do is talk about the 3 kinds of environment
that good leaders create in order to encourage innovation in the organisation. Everything that a
leader does, everything that their followers do in order to make the organisation work under the

guides of mentoring of leaders falls into these 3 specific areas. Good leaders create environments



that are outcome driven, process oriented and feedback rich. So everything that a leader does,
quite often the leaders on my workshop write down these three points and put them on their
desk somewhere so they can make sure that everything that they are involved falls into one of
these three categories. Everything they do is driven towards specific outcomes whether they are in
a team environment or not a team environment. Lately | have been doing a lot of work in
creating high performance team in an organisation, a lot work with scrum and creating

collaborating environments that are directed towards creating innovation.
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Second thing that environment that we create are an orientation towards processes. People like
to know that there is a consistent process in place that allows people to follow a consistent way
of doing things. Now before | get into more specific into process because | would like to spend
time on the process of creating innovation in an organisation. | want to talk about the 3™ aspect
which is making sure that the environment that you create is feedback rich. So if you think about
it, leaders create environment that are driven into specific outcomes. The reason for that is that's
what motivates people and creation and the accomplishment of specific high priority outcomes.
They are following a process that people can hang their hats on. That's consistent that builds trust
and also getting feedback as to where people are along the process line towards the outcomes.
So one of the things that | want to spend a little more time on is the process orientation because
this whole workshop is designed towards trying to create from a leadership perspective,

innovative environment.
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One of the things | found is that leaders will get what they asked for. Quite often, organisation
will say | want my organisation to be a little more innovative but the first thing | look at when

someone says that is let me look at the dimension that you gave people feedback on, what is the



process used to create innovation. The first thing | notice quite often is there is no dimension that
people are getting feedback on that mention innovation, new development and extension on
product line and etc. So if you take an organisation for example that is known for innovation like
3M, they build into their performance dimension and the feedback process, they build in a
requirement that all engineers for example spend at least 10-20% of their time dedicated towards

thinking about innovative approaches towards new products and product line extension.
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The fact that | was just reading a paper this morning that 3M has succeeded their expectation on
product line extension through innovation and creativity because of this process of holding
people accountable for coming up with new ideas for product line extension. Although they fall
little bit short in terms of revenue generation from new products. So if you get people to think
for example that new product is not just creating something brand new but line extension or
alteration to existing product, to me that also falls into the category of new product. But the
point is they spend a lot of time putting in the performance dimentions, people getting feedbacks
on that they are going to be measured on how much time and success rate they have on
thinking of new ways on either doing things from manufacturing standpoint which is sort of

process extension or from coming up with brand new ideas.
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One of the things | was thinking about that is happening around the world in a greater degree is
the concept of scrum. This falls on processes as well. | don't know if you have heard of the
concept scrum or agile. But this is where you try to create innovative environment through
collaboration, through cross functional teams, through the process of having teams become
almost autonomous where they make decisions on their own. They sort of knock down barriers.
That's the purpose of the scrum team and to create an environment where people are trying to
come up with new idea. In the scrum process the whole idea behind scrum is innovation, new
product development, making things run more effectively, more efficiently by knocking down
barriers, identifying barriers, assigning roles and responsibility to people on the team to
intentionally identify and overcome the barriers that are existing. So if you take a look at

innovation from a leadership perspective, leaders need to ask what they want, put it on



performance dimensions, what are the outcomes that they want, build them in goals and
objectives. In the roles and responsibility part of creating a good team for example is who is
responsible for what by when. How you are going to check on each other to make sure that you
are on the right track? That is process that if you build into it you can say we want to have
innovative process and what that means is for example, we are going to create small scrum team
where one of their goal is to make sure that we are looking at ways in improving from innovative

stand point the existing process and procedures that we currently have.
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Overcoming barriers, not getting rid of process of getting in the way of innovation for example,
too many layers of decision making might be a way of getting in the way of innovation. So scrum
team are sort of what used to be skunk works, in my opinion, where people are put into a place,
looking at creating new products, new processes through innovation approaches towards
overcoming barriers that are preventing them frombecoming more innovative. And also at that
time, making sure people are getting continuous feedback. When | talk about high performance
team for example, which is one of the leadership dimension I’ m gonna mention in a second.
When | talk about creating high performance team, one of the aspect of that is making sure that
people know exactly who is responsible for what, by when, how are we going to check with each
other and they are getting feedback on a month to month basis. Now the thing that | notice that
is kind of interesting to me is about scrum for example is its taking team process and putting
them on steroids so instead of having feedback that takes place on a month to month using the
technology if you have virtual teams for example to keep people on track. Instead of doing it
month to month, scrum teams are doing it on a daily basis. Sometimes even several times a day.
So they are giving people feedback on a specific outcomes that they are driven based on roles

and responsibility assigned.
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And if you build into this process that your expectation are that you will be coming up with
innovative approaches towards existing or new product then you will get what you asked for
essentially. So part of good leader is asking for what you want. Giving people feedback on it and
giving people a process that they can have their hats on. Whether it's a teaming process or a
scrum process. So these are the 3 kinds of environment that leaders need to create and every
culture that created in an organisation is created by the leader. So if you create an environment
that is outcome driven, process oriented and feedback rich then you will be on track to be seen
as good leader. One of the primary skill of a good leader is making sure people are willing to
follow you. To me that's the definition of leadership. People are willing to follow you then you are
a good leader. If you are not, you are not a good leader. | don't care what level you are in the

organisation, or what title you hold.
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You have to get people willing to follow you and 2 ways of doing that is making sure that you
have specific goals and objective that you define. Making sure that you have a process that
people can follow on a routine basis and have confidence in. and they get continuous feedback
for that. Let's get into some of the specific skills of leadership that would be required for having

people willing to follow you.
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The 2 main thing for people willing to follow a leader are things like the interpersonal side of
leadership and the technical side of leadership. From an interpersonal standpoint, we will get into
this in the last slide is making sure you can connect people on a personality to personality basis.
So overcoming personality differences using a scale called versatility which is something we are
going to talk about in the last slide is the No.1 dimension that allows followers to follow leaders

which then definds leader as a good leader. So let's talk about leadership for a second. There are



2 sides in my mind&experience to good leadership. There is the technical side that deals with
things that are easy to measure. Those are things are goals and objectives, roles responsibility,
decision making, feedback mechanism. These are processes that are easy to measure. You can

define what they are. You can measure them over time.
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Things that are harder to measure fall into the interpersonal side of leadership. Those are things
like personal values, personal issues, personality differences, cultural differences which is plenty of
when you deal with things like virtual teams or cross-functional teams even because the cultural
differences even within the same organisation. But one of the things good leader understand is
that leadership is a balance between technical side and the interpersonal side. You spend all your
time making sure that people know what the goals and objectives are, roles and responsibility
which is important and forget about trying to get people to get along and overcome their toxic
relationship potentially based on personality differences then your organisation/team might fall
apart. Likewise, if you spend all your time as a leader trying to get people to feel good about
each other and work collaboratively together but don't clarify your goals and objective and define
what are roles and responsibilities are and help people make decision for example then also your
team/organisation tends to fall apart. So leadership is a balancing act between the technical side
of leadership and the interpersonal side of leadership. So let's that about the specific skills that

leaders need to really have in order to be seen as a leader.
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You notice there are 12 of them and | just added a couple. First thing that leaders need to do,
and this deals with both new leaders and existing leaders, experienced leaders it that it's a
planning process. A lot of people | ran across who are newly promoted into leadership roles, they
tend to worry that people think of them as not a good leader or what do | have to do, are
people gonna be willing to follow me, | don't feel | have creditability necessarily. This happens

quite often to get people who are say good engineers and they get promoted to being a project



manager for example, but they do not have project management skills or they haven't yet learnt

them yet. So they start to panic.
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Well don't panic because it's really just a planned process. If you approach leadership in a
planned way, you have a better idea of how to get the things done and people will follow you.
It's a confidence thing more than anything else. A second skill a leader need to have is that the
importance of setting a direction. People want to know that you have in your mind a direction
that you want the organisation to go. Quite often it starts at the top with some organisation’s
vision statement which then rolls down to missions or missions statement, and which then roll
down to how people interact with each other which are called behaviour values. In most
organisation what | look is what is the initial vision statement that a company has and | think
every organisation has it. And if you look at it, it is not all that telling because it's not really
designed to be all that telling inside the organisation. It's the flag that fly outside your company

headquarter.
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They are big, broad statement (thinsg like we want to be number one, or 2 in the market, we
want to have the best customer service) it doesn't tell you exactly what the company stands for.
But it tells you essentially what they want to project as an image. What | tend to do is take an
organisation’s vision statement and put a word “by” at the end of it. Like we are going to be
number 1 in the market, ‘by”. As you fill the blanks below that, those become your mission

statement.
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From which departmental goals and objectives, people will align with the goals and objective are

with the organisation’s vision and values. The values are how you expect people to behave with



each other. How they are going to resolve conflicts. How they are going to make decision. These
things should be determine well ahead of time to reduce the amount of conflicts that you have.
But the leader's job is to set the direction, which way we going, what we are trying to accomplish

and how we are going about doing that.
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To do this, it is important that leader set some goals. Now the way that good leaders establish
goals and objective is very cool. It's a staggered approach. What | find really good leaders doing
is that they take all their goals and objective, they divided them into time frames. Short term,
mid-term, long-term goals and objectives. Short-term goals objectives are 30 days or less. What
do we have to get done within these next 30 days. Mid-term goals objectives are 3-6 months.
Long term goals objectives are longer than 6 months. Now a lot of people will say in order to get
things done we have to priorities all goals and objectives. But that tends to confuse a lot of
people on teams in an organisation because the priorities are different. So what | try to get
people to do is to only prioritize the short term goals and objective. Those have to be accomplish
within the next 30 days with higher priority or lower priority. And as time passes, some of the
midterm’s goals and objective, say 1-3 months get added to the short term list. And then the
short term list is re-prioritize. So high performing organisation under a high performing leader,
for example, will re-prioritize their goals and objectives every 30 days or less. Keep things fresh.

There are 2 reason for it.
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First of all, it makes sure that people are agile and that they are quick and easy to adapt. But
more importantly than that, so that people know exactly what they have to get done in a short
period of time. Now when you factor in something like scrum as | mentioned earlier, they don't
do it in 30 days increments. They do what we have to get done by end of this day, what have to
get done by tomorrow afternoon. And so it's much more pressure. | remember for example when
my wife left the government, where they do quarterly review and went to work for target. They

would do daily review of where they were in the retail business, what are the analytic for the day.



And | thought wow, that just really fast. And then she moved into the financial world and they do
hourly updates of the financial world. So that's really shortening it up. So the whole process of
trying to establish short term goals and objective is important for one of the 2 reasons. First of all,
you get the specific goals and objective that you want identified and are quickly adapted as
necessary. But more importantly, if you look at the bottom of the list of the priority list that you
have, some of the low priority items from this month and you carry them over to next month
remain low in the re-prioritised list. So what allows good leaders to do is to identify the
continuously low priority item and get rid of them. Because they are becoming barriers to short

term high priority success.
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One of the things that motivates people because sometimes | run across this question by leaders
all the time is how do you motivate people as a leader. | got news for you, you can't motivate
people because it's not within your capability. Human beings are not motivated externally, human
beings are motivated internal factors. The No.1 motivating facotor for human being is the
successful accomplishment of short term, high priority goals and objective. And acknowledge of
accomplishment and the effort towards the accomplishment. So if you get people to make these
to-do list, these high priority list of short term high priority goals and objectives and start
checking them off, the physical act of getting things done and crossing them off the list becomes
internally motivating for people. They become motivated, they project their motivation onto you
as a leader. All you did is to help them identify those goals and objectives that are short term

high priority that they can get done. So you have to establish these goals and objectives.
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Define some roles. Who is responsible for what? By when? How you can check with each other to
make sure that you are on track. | mean this is a critical part of roles and responsibility. One of
the things that you notice for example whether you have existing team inside organisation or
virtual team where team members are spread around different parts of the world for example is
the roles and responsibility that is defined very differently. It's easier to have a collaborative
environment where you have shared roles and responsibility when people are working together
physically. It's much more difficult when you have virtual teams for people to have collaborative
roles. They can share information obviously and coordinate with each other. But collaboration in
sort of scrumish sort of environment is only for people who are physically in the same location.
But defining roles and responsibly is important. As a goal and objective changes, the roles and

responsibility change along with that.
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That's the job of a leader to encourage that to happen. In terms for example, most of the
innovative organisation | know of, they have specific goals directed towards innovation, innovative
ideas, new product development, new ways of doing things and that's put into their performance
dimension for which they are being measured on, how they are accounted for, how they are

given feedback on.
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Forms some teams. Not everywhere. Not everything need to be done on a team. Just where it
make sense you need collaboration in and where you need support networks, we need to do
what's called pyramiding resources where you share resources if that's possible. That's where you
need teams. Where things can be done by one individual, that may not be necessary to take
place on a team. It could be a coordinated fashion but not in a collaborative environment on a

team.
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It is important that you both give feedback and get feedback. So as | mentioned earlier one of
the critical parts of creating an innovative environment is to provide feedback to others as to
where they are based on where they have to be, where you like them to be as an outcome. So
where they are at the process, what needs to be done to get them from point A to point B. That's
a continuous feedback kind of process. As a leader, one of the important thing is to ask for
feedback from others. How do they want you to lead them? What do they need from you? Each
individual is unique and they are going to have different request from you. So as my wife used to
say in her number of leadership roles, it was that my job was not to do things, it's to do with
people, and so my job is to make sure that not only I'm giving feedback to people, but also
finding out from them what they want me to give them from a leadership perspective. Do they
need me to guide them or coach them? Talk to them or listen to them about what their ideas or
innovation ideas are. So that encourages them. So one of the leadership requirement are is to get
feedback from others. One of the things that amazes me is quite often a leader, especially a new
leader and | don't now how many of you are new leaders but sometimes a leader will say | got
promoted because people think I'm really competent therefore | need to step it up. | need to take
on more responsibility on my shoulders and | also need to change my personality. | can't be the

nice guy | was before for example. Which is totally ludicrous.
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The best leaders are ones who have the consistent personality. The difference between a good
leader and a not so good leader, however, is the use of their personality with others. So in the
couple of slides we are going to get into how do you create a sympathetic personality with
someone that is following you. How do you get on the same wavelength, how do you
communicate with them and overcome the potential | toxic relationship that happen when you
have personality clashes. We are going to talk about that in a few slides. But it is important to
have a consistent personality and then change is as necessary for individual that you are dealing
with.
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One of the things about leaders as | mentioned before, leaders are the one who do create the
culture. We talked about the 3 prominent requirements; outcome driven, process oriented, and
feedback rich. But also there are 4 kinds of cultures that leaders tend to create inside their
organisation base on their natural personality. They can create culture that are Pummel culture
that are terribly threatening and stress filled. They can create cultures which are called push
culture which are also nasty places. But then a leader tend to use data to scare people rather than
the strength of personality. Then there are pull culture where leader motivates individuals through
a vision of the future, having people going with them as a journey towards where the company is
headed and how we are going to get there. And there is a pamper culture, where people are not

accountable for outcome.
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All 4 cultures exist and created by leaders. The most effective culture created by leaders are
combination of push-pull where the leader creates a little bit of tension in the organisation based
on analytic and statistic and data and then help people relieve the stress by saying we are going
to get out of this mess by going in that direction and this is the steps we gonna take to get there.
So it sort of forces organisation to change the way they operate. Many organisation say well if |
going to change the culture, it is going to take 5-6 years. But if you use this combination push-

pull culture then you can actually accelerate the cultural change in the organisation quite a bit.
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Another characteristic of good leader is they spread some joy, reward system. Not every
organisation can hand out money obviously but finding things that people would like to do.
Maybe they would like to collaborate with each other better. Maybe they would like to cross train
and learn each other skills. Perhaps they would like to sign up for magazine that is a technical
magazine that could help them in their job. So you look at ways to give people a means of
reward in some fashion. | used to for example write a personal note to individual as they

accomplish some outcome that was thick cards stock piece of paper and 4 by 6 and had my



name printed at the top. And | would do a hand written note to them or | would send a
letter/email thanking that individual and sending a copy that to human resource so that they
could put a permanent file for that individual for example or to that person’s boss if they were
collaborating with me in cross functional line. Someway another giving people a pat on the back

for work accomplishment or appreciate for contribution.
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Another issue is making sure you are taking care of yourself. You can't take care of others unless
you are taking care of yourself. It's a balance. There are some recent research that are kind of
throwing these off a little bit. Most people tend to think, well if you work really hard, you need
to relax. Work hard, play hard to balance it out. However, there are some research by HANS
SELYE who is like a godfather in stress management who use research to discover that there is a
small group of people who act or physically relax, lower blood pressure etc when they are
working really hard, long hours under what might seem to other as stressful condition. But to

them they are physically most relaxed when they have that kind of pressure.
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So you can't just automatically say, you are working too hard, you need to relax, you need to find
some balance. This is not just for leaders, but we encourage people to also find a way to spread
out their stress if you will. That's why a lot of organisation have free food, free workout facilities
and some cases free spa services. Try to balance out the work with pleasure. The last thing on
here is making sure that leaders don't get too involved in their own importance. Good leaders,
one of the common characteristics, is they never feel like they are an island onto themselves. They
got promoted for feeling like people think they are important, good at what they do. So they
tend to take on more than they would have before. Because they feel that they have to live up to

someone's expectations. The best leaders are the one who know when to ask for help from others.
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The last thing, because | only have a little bit of time here before we get into question and
answer. I'm going to cover one of the most important aspect of leadership in terms of creating an
environment where people are willing to follow you as a leader and also who are willing to create
collaborative, innovative environment based on personality. | mean there are a lot of different
personality out there but in order to be versatile the number 1 skill that differentiate good leader
from bad leader is that you need to understand the person who report to you and how to do
what's called broadcast versatility which appeal to everyone all at the same time. So you don't
have to act like mini psychologist, putting all extra effort trying to treat each individuals
specificially differently. Because an individual change over the time. So I'm going to give you a
model on how people behave, what's the personality and how to approach everyone

simultaneously so they think you are just brilliant and willing to follow you as a result.
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So this is a model. | won't get into details about all these different personality instruments are
out there. There are all based on the same Jung theory of psychological types. Doesn't make any
differences which instruments you are dealing with, whether you are dealing with the MBTI, DISC
profile, MMPI, CPI. It doesn’t make any difference, they are all the same. They just have a different
approach towards it. | like to use this one, this is the social style model because it is easy to
understand, easy to use. It's based on 2 different dimensions. The horizontal axis here is known as
the assertiveness scale which is define as the degree to which you try to control the thoughts and
action of somebody else. On the right hand side, these are kind of people who are highly
assertive, highly verbal, and highly opinionated. Whatever is on their mind, it is on their lips and
its coming at your face. You know these people they are at you all the time versus the people on
the left hand side who are more reserved, they are more not just as opinionated. They are not as
assertive, not as aggressive they are more laid back. You can find yourself on either one of those

scale and sometime you go either way base on situation. Sometimes it's called situational analysis.
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The vertical axis here is known as the responsiveness scale. Which is define as the degree to
which you try to control the thoughts, action of somebody else. People at the top have the
tendency to be in control. They want to control themselves and people around them. They are in
control of their emotion, they are hard to read, poker faced, they are kind like Minnesotans in
general versus people down here who emote. (these are like streo-type game. they are usually
wrong), but things like Italian who use their hand and facial gestures. So people down here, they
are easy to read because you can tell what's on their mind by looking at their face, body
language and gesture. When you cross these 2 different dimensions, you have 4 general types of
individual. Each with their own orientation. Each send the specific ways they receive information
from you as a leader. Let's take one at a time and go through this fairly quickly. If you have a
person on the telling side and in control of their emotion, they are basically known as the driver.
The driver is the kind of person who wants to get things done. Move, move, move. You know
these people they say get it done and get it done now. They are action oriented, get it done at
the present time frame. Good thing about these people is they are goal oriented, they get things
done, they drive for results, and they are time conscious. The problem with the drivers, they have
the tendency to leave rows and rows of body bags along the way because they are not sensitive
of needs of other individuals. But they are certainly goal oriented or you can count on them on
getting things done. You can delegate to them and not have to look over their shoulder. You can

count on them for outcomes
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Still on the right hand side, but more emotional, these people are known expressive. These
expressive are the fun kind of people. They are intuition, they operate by their gut feel for things.

They look towards the future, where are we heading down the road, 5 years from now, 10 years



from now, 15 years from now. This is where the sea of creativity, new ideas, new product
development, innovation, sit in this behaviour style. The reason for that is they are always thinking
about new ways, different ways of doing things. Because it is enjoyable to think of newness,
innovation, creativity. This is a source of creativity. Good thing about these people is they are
constantly thinking of new ways to doing things. Bad part about these people, it is hard to get
them to complete a task because they are so involved at looking at things differently that they
don't solidify anything. | used to work for an organisation in Honeywell, where there is a group of
scientist, they had this playground where their job was just to do basic scientific research, not
think of any application at all. They are all expressive individuals and then at night the managers
and leaders would walk around and look in the garbage cans and looking at their notes, try to
find if there is something that can be made into an actual practical product or service. So it's

interesting.
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The other style here is if you go to the left hand side now, people who are more laid-back but in
control of their emotion they are called analytical. The analytical are the one who go by facts,
figures, data and details. More and more information, history, they are thinking oriented, just want
to know what are the facts. They are also past oriented. They want to know what we don’t know
for the past 5/10/15 years that gives me ideas on how we got where we are now. Good thing
about these people is they will keep you from making mistakes because they are rock solid based
on history and past performance. The bad part about these folks is they will delay decision
making because they never have enough information in their own mind to feel that they can pull
a trigger on a decision. As a result they slow things done, increase frustration in people around

them. But they are necessary in the organisation for getting things done.
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The last group of people are the amiable. These are the relationship oriented folks. People in

friendship mean the most to these individuals. They don't even have a time frame (while) the



other group drives are present, expressives are future, analyticals are past. Amiable aren’t in the
time frame of the person who are dealing with at that time. So that they can look really wishy-
washy. Supposing I'm a driver and | go to the amiable and | say | need to get this thing done and
they say yes madam/ yes sir | will do it for you. And then all a sudden, analytical come in and say,
hold on a second lets slow down, gather more information, make sure decision are correct. So
they slow down. Then the drivers come back in and they are all upset because they have yet
done what they agreed to. Because they change their mind based on who they are dealing with.
Now each one of these people, based on their style wants specific answer to a question that's in

their mind. And | put those in the top corner here.
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So when you dealing with the driver for example, they want to know what are we getting done.
For expressive, they want to know why are we doing this, for what future purpose. Dealing with
amiable they want to know who is involve with it. Who are you getting data from, who is using
data, who are the customers, internal or external. For analytical they want to know exactly how
are we getting to the outcome, what are the steps we are using. What are the step by step
process? So these are the outcome driven, process oriented and at the bottom feedback rich folks.
At the top these are task oriented individual, at the bottom, amiable and expressive, they are
people oriented folks. Now to be a good leader to do broadcast versatility you make sure that in
every conversation you have with everyone rather than focusing on the specific individual, say you
are analytical so you emphasize the process you can use to get through the outcome. What
happen if the analytical not so analytical at that moment of the time and maybe they drifted a

little bit because people tend to drift.
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So what | do is | teach leaders to make sure you broadcast all 4 questions in the same
conversation. So for example you might say, how are we going to get to this process, what is the

process, what are outcome we are going to get to, how are we going to get there, who is



involved, and we are doing this for this purpose. So you answer all 4 question in the same
conversation with individual so that you make sure you are hitting everyone. This is a same thing
for if you are doing a presentation to a group of people. You don't know if all 4 are present in a
group so you want to make sure the conversation to them you are talking about what are we
going to get done, how are we going to get done and who is going to use the information and
why are we doing this in the first place. If you are doing something in writing, like writing a
report, that will be viewed by all these different personalities. The executive summary upfront
deals with drivers, that's a short summary in bullet points, all the data and analytics are in the
appendix for the analytic to see. And the entire body of the report deals with why are we doing
this and who is going to be involved in the process. Who is going to use the information, who
are we getting the information from and why are we doing this? So everyone reading the report
gets what they want out of it. They will attribute their understanding to you and follow you as a
leader because you provided them what they need from you from a personality stand point. In
this model here | added a little extra complexity to it by adding introversion and extroversion. So
it's possible for example, just to play with your mind to have an introvert driver. Someone who
drives themselves rather than someone else. It is possible to have, for example, introvert
expressive, someone who is walking down the hall way, they seem to be having a smile on their

face, inside they are having a party but they just not sharing it to you or anyone.
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It is possible to have an extrovert analytical, someone who chases you down the hall ways about
facts and figure until you agree with them. Or it is possible to have extrovert amiable, group hug
anyone? Those types of people. So it is a way of looking at providing information from a
communication standpoint to another individual where they are willing to follow you as a leader.
If you provide people with information in the way they want to receive it based on their
personality, whether you wanna focuse it on just them alone or using the broadcast versatility
where you hit on 4 style the same time, either way you will appeal to them, they will think you

are the same wave length as they are and they will have the unconscious desire to help succeed



and return and follow you. So that's one of the most important parts/aspects of being a good
leader. So | got about 20 minutes left to answer some questions. | try to give you as much and
far as | could. This is 2 days’ worth of material crunch down into 40 minutes. So | will let Jeana

ask some question from this list and | will try to answer as many as | can.
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Alright thank you, we have no shortage of questions here. First, we have a couple of questions
initially about the presentation material being available. This webinar is being recorded and that
will be available on projectmanagement.com. We are still working on getting the slide as we use
to do back on pmi.org website. So at this point, the slides themselves won't be available but the

webinar recording will be available. Hopefully that answers the question.
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1. What is the optimal and most desired leadership quality? And how can someone develop

it?

1. &#G, RBROND)—F -y TDREFFTY M. T EORICRAFETEET M.

The most desired one is, as | mentioned before, is the skill of versatility, which is being able to
provide information to someone else in a style that they want to receive it. So they feel like you
are sympathetic to their point of view. So it's the communication style but particularly around
personality and changing your message and the words you appeal to style the individual you
want to deal with. And a lot of organisation there is a thing called the social political metrics, it's
a targeting device where if you want to influence a specific individual, you try to understand what
their personality is and change your message to use the words that would appeal to analyticals.
For example, some of my material, | gave pages of do this and don’t do this when dealing with
specific individual based on their personality. So the personality difference is the major skill that
good leaders need to learn, it is easy to learn. Practice it. | have people practicing it with their
spouses and kids, agreeable and cooperative partners, colleagues on the job until you get it down

as a skill set. That's only if you really want to be exceptionally good as a leader. Then you fall into



a habit, just automatically being broadcast versatile with others so as you are sending out a

message to all 4 types simultaneously by answering all 4 questions (How, What, Who, Why).
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2. What the 6th leadership quality was
2.6 BED)—F— v T DRARMTLI=M?

Give some feedback (6). Get some feedback (7)

6FBET—FN\VIEEZSHE TEREITA—FN\VIZERITHIETT,

3. Email address
3. (EREBD)E A*—ILTRKLR

Robbi004@umn.edu This is my university email address where | get most of my emails. But you

can also send it to (harvey@harveyrobbins.com)
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4. What is the difference between a person following a process and following a leader?

4. 7OBRIZHSIANE)—F —IZHES ADE WX TT D,

Well that's a very good question because depending on the personality of individual, these are
also reason I'm hesitating and also deals with generation because the younger generation like
millennial don't have as much respect for hierarchy as generation X. Because of that they follow
processes more than leaders. So there is a generation component there as well. A good leader
hopefully provide a process that people can follow. It is not necessary people follow the leader as
much it is to get the outcome that the organisation wants done. | mean the whole role of leaders
doesn’t put them on a platform. The role of a leader is just a role like anyone else role. Their role
is to direct and focus, coach to get people towards getting the outcome that the organisation

want to achieve. So if the leader can provide a good process and easy process to follow, it makes
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it easier for people to believe in the leader and be willing to follow the instructions of the leader.
They are tied pretty close together and if I'm the younger generation for example, they have no
problem going around people including leaders to get things done because they are so

interested in getting the outcome rather than following a specific individual.
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5. In a project, does a person follow a functional team leader or the project manager?

5 70V VMATIE, #EERMTRor—LTOD ORI R Or—DELLIZHINETT D,

That is a really hard question, | run across that all the time. It's a matter of who you salute. The
way to determine that is who gives you the feedback. It varies by organisation based on who do
you report to. For example, you report usually to a functional leader who then rends you out to a
project and then you take orders from a project manager or project leader. If in the organisation,
how you get things done, what you get done is given back to the functional leader to give you
feedback, then it's the functional leader who you follow. If it's to the project leader that is the one
who give you the feedback, then maybe secondary leadership to your functional leader, you
follow the project manger/leader. Because | run across too many cases where say I'm a valued
engineer and I'm working on a project but my functional leader gets order from someone else, |
need more engineering expertise on this project so I'm going to pull you off this project and have
you work somewhere else. In which case the project leader is tearing their hair out as you are
taking their resources away. So it depends on how the structure setup inside the
company/organisation. My normal answer to that would be you report to the project manager
and the functional leader can sit on the side line because they are just a resource pool for the

rest of the organisation.
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6. How do you personally work to develop client's personal skills? What are your

measurement for progress?

6. BEBEBDAXIILEZRRTBIZHEY. EOBRERYBHELTOETHA, TOSLRIZDNTEDELSIC
AIELTULET A,

The measurements are based on the eyes of others. Whether they are willing to work with you
collaboratively or not. If | get feedback as it is not working, not playing well with others within
sandbox then | will take them out separately and do some individual coaching with them, do
some role playing with them, to get them to practice this and then | would have practice with
one interested individual who knows that being useful practice as long as they give that individual
accurate feedback and advice on how to change. There are some people who don't work well in
sandbox and you can't get them to change no matter what you do. And which case, you got to
find alternatives, you can get a buffer person in, someone who can translate for someone who
can't modify their personality for example but they have valued experience that you don’t want to
get rid of. But | mean one of the things that | constantly work on the back of my mind is the way
| was trained in the CIA is that no one is irreplaceable. Everyone can be replaced. If an individual
is disruptive to the organisation, they cannot modify their personality or won't, then they can be

replaced.
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7. Is it possible to be a good leader no matter if you are introverted or extroverted? Does
leader behaviour style make a different with one behaviour being better than another for a

leadership?

7.HARK ARZEBDHT . SNV —I2BNET N V—F—DITBREAILT, LY -5 —2vT 28
NTOBITBREZAVEHYFET D,

That's a frequent question. People say what style makes the best leader. If you automatically think
a driver of course is the best leader but that's not so. You can think of all the leaders you are
willing to follow in your past, people that you thought they are great leaders and then you take a
look deeper into what their personalites are, you will find they are in all 4 boxes. The key criteria
is whether the leader is versatile. The higher the versatility in the individual regardless of their

style, the more people are willing to follow them and the better leader they will be seen by in the



organisation. So it's the ability of leader to be versatile regardless of their style. You can have

amiable leaders to be great leaders and you can have drivers who are just awful.
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8. How do you get feedback from your team where there are only functionally reporting to

you?

8. WEEMIMEDAFHET DGR . F—LDLEDELIITTA—R NNV IERIFEODTLET A,

Well it depends on why you want the feedback in the first place. If you are in the leadership role
and you want them to give you feedback on how you are as a leader, you can ask them. One of
the things | used to do all the time is have these free floating feedback forms that really just have
four full printed questions on it and anyone at any time can fill up one or more of these
sentences and put it into my inbox, they are unsigned and anonymous. For the questions they are
like what do you want more from me. What do you want lesser from me, what do you want me
to keep doing the same and what do you think | have done really good. So it gives me feedback

from people as to how | am as a leader and what | can provide more to them or less to them.
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Maybe | am too micro-managing. Maybe | need to be more open to feedback, maybe | need to
be more personable. But at least it gives me a chance to give people feedback on how I'm doing.
| can also go around and ask for example, what you need from me. Is it something | can do to
help you? It is one of the requirements for good leaders to get up and walk around and ask
questions to people just randmly is there something you need from me, is there something | can
do for you to help your goals accomplished. They will tell you what they want from you. (some
repeated information omitted) And you can be multi directional. | can say on a team, team
members can give each other feedback the same way. It could be customised to each individual.
So me as a leader of a team, | ask the question if there is something specifically you want from
me, you can put your name on it. It does not have to be anonymous. So that | know from you |
need to be less micromanaging because some on the team might want me to be more micro

managing because they are uncomfortable with their skill set yet. They need more coaching.
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9. If leadership is defined as trained trait, how long will it take to mold a good leader in the

future?
9. J=A—LyTERBLIE-BEHEERLEBE. LW 4 —2 BT ADICHELEBIEIENGGNTT
A

Depends what you define as the future. Because we were talking about innovation here, we are
talking about some statistic that | have yet even brought in to this, within the next 8 years, 46%
of the population will be Millennial. And Millennials are youger folks who believe in collaboration
as a natural means of getting work done. So like the scrum process, it is so natural for the
millennial generation. So molding a good leader will be determined by what leadership
requirement of the organisation are. So for example if | have a software company who are made
up of mostly younger folks they are going to want a leader who encourages collaboration, who
provide environment where they can collaborate like workspace, who participate as a team
member even though I'm in a leadership role. Thoese are the expectation. So finding out what are
the expectation of the people who are supposed to follow you, will help you figure out what are
the behaviour you need to learn how to do more of in order for them to be willing to follow you.
They gonna be different based on each organisation and generation of the people who have to

follow you.
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10. How do you help clients overcome an issue related to soft or touchy feeling aspect of

innovation that cannot be measured in dollars and cents?
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| didn't know that innovation was touchy feely. To me, innovation is focusing on new things.
There used to be back in 70s, all these idea where you become more creative and more open to
new ideas if you can just get in touch to universe, get in touch with yourself and be all these
touchy feelings that you are talking about. | gave up on that 30-40 years ago, because they don't
result in any outcomes other than for personal development. They are fine for personal
development but if you talk about innovation, that's for new products, new processes. It's for
specific outcomes that you are trying to move on. Creativity is different than the need for touchy
feeling. Innovation is hard work, multiple ideas, boucing ideas off each other, it's compromising,
it's debating. That's why | like the scrum process so much. But touchy feeling is a choice and
when | work with clients, | don't do touchy feelings because it doesn’t get the outcome you really

want and a lot of people find it a waste of time. But that's just me.
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11. What is the quickest way to assess what behaviour style a person has?

ZDANDITBREAINEHN D  RBDFHEIZRTT M,

There are tests you can take, there are simple ones like social style profile, DISC (Dominent
Influencer Steady Conscientious) profile for example a very useful tool which gives you the same
4 dimensions which they call it something different. But it's the same 4 dimension just different
titles. For example my workshop | have simple word list and you just circle words that you think
apply to you and there is a template and it gives you what your styles are. But one of the things |
want people to understand is that you are just not one style. You got the whole field to move
around base on what's happening. So as things change, your style might change. That's why
broadcast versatility is so important because you appeal to all 4 style at the same time and really
it doesn’t make a big difference of what you really are. What makes a difference is what the other
person is with whom you need to communicate. It's their style that is important. If you want to
know what you are, ask somebody. | have people usually do the word list and | have do on
someone else. | have some friend of mine filling out on me because it's their perspective of me
that counts. Because about half of the population is basically delusional they think they are
somewhere when other people see them somewhere else so it's better to get feedback from

other individual than try to self-assess.
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Alright great. So for anybody still on the line, we will be posting questions we didn't get to on
projectmanagement.com on the innovation area so you can continue the discussion there. | like
to say a special thanks to Dr Robbins for doing this webinar for us and on behalf of the PMI
global community | want to thank everyone for attending. As a reminder, this webinar will be
made available here on projectmanagement.com within 24 hours. So thanks everybody and have

a great day.

HBYUDNESTETWVWEL . FEVIEFT—CE0BEHK. @ETELAM>ERBICTOVTIE.
projectmanagement.com [THBRLET DT, TARAYL IV IEFITHREL TSN, COIEF—%H
RONFZEFFLZOED B LITECREBLET . FLARBSMONLZEELLEKR. PMI ITRDYFELTS
LEBLETFET, BYRLETHA., 2OHIEF—IF 24 BRILIAIZ projectmanagement.com [Z7vF&h
T, TNTEESA. HYDNESTENVEL, KWV—BZEHBILIIESLY,



