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"I highly recommend The Effectiveness Guide as a text for new leaders and a 
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book is unique because it’s replete with valuable information that you can learn 

today and use tomorrow. If you want to be absolutely essential to any 

organization and become a better leader tomorrow than you are today, then this 

is for you.” 

- Dennis D. Cavin 

Lieutenant General, US Army (Retired) 

Vice President Army and Missile Defense Programs 

Lockheed Martin, Corporate Business Development 

 

“I wish to recommend The Effectiveness Guide because Ed Murphy just doesn't 
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and practical advice make this book required reading for anyone trying to 

negotiate the maze of organizational chaos.” 

- Lee Lacy 

Assistant Professor 

US Army Warfighter Course 

Command and General Staff College 

 

“The Effectiveness Guide will help you discover the qualities of effectiveness. It 
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- Lance Revo 
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PREFACE 

 
I’m often asked, “What does the picture mean on the cover of your book?” 

 

This picture is a metaphor of the dilemma young people face coming from 

high school or college into the world-of-work. 

 

They’re unprepared, do not have the right tools, the right motivation, nor any 

clue of what’s most important to every employer on the planet. 

The cover image shows a young man rowing a boat in the fog. If you 

look closer, you’ll notice that the boat is too small for the person in it. You 

can tell because one side of the boat is dipping so low in the water that it’s 

almost taking on water. You can also tell that he has little experience in a 

boat because the other side of the boat is way out of the water because his 

weight is not evenly distributed.  

 



 

 

He is also rowing in dense fog. He cannot see where he’s going. The 

further he gets from shore, he cannot turn around and head back because 

he has no idea from which direction he came. Finally, since he’s not 

wearing a flotation device, he’s assuming he won’t have to swim. You 

know where assumptions take you, right? He is totally unprepared. He 

didn’t plan his trip, nor is he prepared to deal with the consequences of 

what lies ahead. He is, or will soon be, lost and at the mercy of nature. 

 

Such is the fate of young workers today in the new economy. 

 



 

In today’s job market there’s a huge skills gap between graduation and the 

first day on the job. As a result, young people lack the job skills needed to “hit-

the-ground-running” and find themselves in dead-end, menial, minimum-wage 

jobs, trading time for money just to put food on the table. 

How do I know that? I know it because I’ve spent 20+ years of my life as an 

executive coach, working with hundreds of business executives and small 

business owners, seeking the answer to this simple question: 

 

Why are some people more effective than others? 

 

What do they think, say, and do that made them more effective? 

During that time, I was privileged to work with some of the most exceptional 

men and women in America. Through their example, I learned the true definition 

of effectiveness by documenting what they did, how they did it, and most 

importantly, how they made people feel. What you’ll find here is the result of my 

years of research. 

Today, my purpose in life is to help you navigate the world-of-work, 

maximize their true career potential, and become more effective and successful at 

work and in life. 

 

ENJOY! 

 

  



INTRODUCTION 

 
“Organizing is what you do before you do something, so that when you do it, it 

is not all mixed up.”  

- A. A. Milne 

How effective are you at work? Would your employer agree? What are you 

doing every day to become more effective? These are the questions we’ll be 

addressing as we explore how you can become more effective tomorrow than you 

are today. 

This book is about Organizing, your ability to synchronize all the human, 

physical, and financial resources for which you are responsible to consistently 

produce excellent results. 

Organizing is one of the 10 Core Competencies of Effectiveness:  

 

Followership, Delegating, Planning, Organizing, Communicating, 

Problem-Solving, Awareness, Training, Motivating, and Character. 

 

Volume 5: Your Guide to Better Organizing, is one in a series of 11 books 

that comprise The Effectiveness Guide, which was created to provide you with 

the best-in-class knowledge, wisdom, and advice on how you can become more 

effective at work and in life. It contains over 1000 actionable Tactics, 

Techniques, and Tools (or best practices) used every day by the most effective 

people in their field and have proven reliable in helping others to maximize their 

true career potential. 

In a 21st-century world of business, the best companies, the ones who make it 

to the top in their industry, are thriving because they’re breaking all the 

traditional rules and stereotypes of conventional leadership. Positions, titles, and 

organizational charts are meaningless. 

https://www.amazon.com/Effectiveness-Guide-Discover-Becoming-Effective-ebook/dp/B01IFJWX2K/ref=sr_1_54?s=books&ie=UTF8&qid=1505155533&sr=1-54&keywords=edward+j+murphy


 

I know this to be true because I’ve spent 20 years of my life as an executive 

coach working with hundreds of business executives and small business owners, 

seeking the answer to this simple question, 

 

Why are some people more effective than others? 

 

What do they think, say, and do that made them more effective? 

Here, I was privileged to work with some of the most exceptional men and 

women in America, learning the true meaning of effectiveness by documenting 

what they did, how they did it, and most importantly, how they made others feel. 

I found that effective people had one thing in common.  

 

They were able to influence the actions of others by how well they applied 

the 10 Core Competencies of Effectiveness. 

 

I also learned why most businesses today are struggling. 

First, employers today are still relying on traditional development 

practices, which are stunting the growth of many young leaders. They’re 

still asking the wrong questions and using the same old lame metrics to 

measure success, which isn’t working as expected. Traditional assessments 

like 360 surveys or outdated performance criteria give false positives, 

lulling people into thinking they’re more prepared than they are. 

Second, there’s a huge skills gap between graduation and the first day 

on the job. As a result, new employees lack the job skills needed to “hit the 

ground running” and find themselves in dead-end, menial, minimum-wage 

jobs, trading time for money just to put food on the table. 

Third, most employees have no program for professional development 

and become complacent hoping that their past accomplishments are good 

enough, and no longer strive to improve their skills. They wait for their 

employer to tell them that they have a weakness before they do anything to 

improve themselves. There’s no motivation to empower them to “Be All 

They Can Be.” 



And, finally, employers, especially small business owners, lack the 

time or resources to train their employees. Worse yet, large corporations 

today aren’t willing to invest in training their employees until they have a 

proven track-record. 

It’s clear to me that the leadership and management wisdom used for years 

doesn’t work anymore and is failing us in several critical areas. There’s got to be 

a better way. Well, there is, and it’s called effectiveness. 

 

Effectiveness is your ability to consistently produce excellent results. 

 

When assessing effectiveness, no one cares how much experience you have, 

how hard or how long you work, where you went to college, or what companies 

you worked for; all that’s meaningless. Effectiveness focuses instead on what 

you did (got done, completed, finished, created, or resolved), how you did it 

(character, attitude, and behavior), and how you can do it better (efficiency and 

consistency)? Effective people are able to measure and increase their value-added 

to their employer; enhance their personal and professional development, and do 

so quicker and easier than they ever could on their own 

So, how can you become more effective, when it’s not taught anywhere in 

academia or your company? Here’s the good news! That’s where we come in. 

The beauty of The Effectiveness Guide is that you can learn Tactics, Techniques, 

and Tools (or best practices) needed to become more effective and successful 

regardless of your title, position, function, or level of authority, right from your 

home. 

I know from experience that by learning, using, and training others on the 10 

Core Competencies of Effectiveness, you’ll become more effective with each 

passing day. Without your direct intervention in your career, you’re leaving your 

career to chance. You have too much to lose by not taking a more active role in 

learning the critical skills needed for successful job performance. I know that 

doing nothing and waiting for someone else to make you more effective, is the 

definition of complacency, which will kill your career. 



 

If you’re ready to elevate-your-game to the next level and become absolutely 

essential and irreplaceable to any employer lucky enough to have you on his 

team, The Effectiveness Guide will be the best investment you’ll ever make in 

your career. 

Also, if you feel this information could help someone else, please take a few 

moments to let them know. If it turns out to make a difference in their life, they’ll 

be forever grateful to you – as will I. 

 

Let’s make a difference together -  

one person at a time! 

All the best!  

 

 
 

Connect with Me @ 

Founder of TheEffectivenessGuide.com 

Email 

 

What are you doing to improve yourself?  

Stop wishing you were better and  

do something about it TODAY! 

 

Note: Marked in BLUE Italics throughout this book, you'll find Takeaways or 

Key Points which summarize the main message we wish to convey. 

 

  

https://www.theeffectivenessguide.com/
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1  

BY GETTING YOUR  

“ACT TOGETHER”, QUICKLY! 

 
“By failing to prepare, you are preparing to fail.” 

- Benjamin Franklin 

Have you ever been in a position of not knowing what was going on in your 

business unit, missing several important deadlines, being late and unprepared for 

meetings, not knowing what you needed to know, or being overwhelmed? If so, 

maybe it’s time to enhance your ability to organize.  

Effective people know how critical organizing is to the success of their team. 

Organizing is the process of synchronizing all the human, physical, and financial 

resources for which you are responsible. All three resources are critical to 

consistently producing excellent results.  

Organizing also helps define positions, jobs, authority, and responsibility. 

Who is in-charge in your absence? Does he know what to do and how? 

Organizing is the process of getting your stuff together, knowing what you have, 

where its located, and how to retrieve or access it quickly.  

As a new member, this is your first task to complete after you arrive. Do you 

know who’s on your team, what they're doing, and how they contribute to the 

team’s goals? Do you have what you need to do the job? Do you know what's 

going on and what's coming up?  

What should you ask for when starting a New Job or Position? 

A list of all members on your team. Learn their names. 

A structural diagram showing who reports to who 

A listing of everything for which your unit is responsible 



 

Any keys, combinations or passwords that are part of the job 

Support getting your email and voicemail systems functional, ASAP! 

Any documents, supplies, and equipment that pertain to your job 

A lunch with each team member to get to know them (Yes, you pay, if you’re 

their leader) 

A listing of all recurring events (weekly, monthly, quarterly, semi-annual, and 

annual) 

A verbal update on Unresolved Issues (Chapter 2), changes, and assignments 

accepted and made  

A visit to all appropriate Line and Staff leaders to get to know them 

All Standard Operating Procedures, Standards of Behavior, Mission/Vision 

Statements, etc. 

Refrain from asking for or receiving opinions on the past performance of 

anyone in your unit. You don’t want to prejudge anyone. Let everyone start out 

fresh without any preconceived prejudice (good or bad). 

Assess your Span of Control:  

Span of Control is the numbers of people you can effectively lead while 

consistently producing excellent results and serving your team. Have you ever 

arrived at a new position and found the current structure not what you needed? 

Review the organizational chart for both your organization and your unit 

showing all the positions and the members who fill them.  

Advanced communications technology can increase your Span of Control. 

However, if you find yourself struggling to consistently produce excellent results, 

you may want to assess your Span of Control; who reports to whom. In each unit, 

recognize that your challenges will be different depending on your level within 

the company. 

Do you need a #2 Person?  



Can you remember a time when you needed a decision or had a question, and 

it took hours, if not days, to get a response from your leader because he was 

gone? How did that make you feel? If your leader had a #2 Person that you could 

go to for approval or an answer to your question, would that have helped you?  

It’s smart to have a second-in-charge that has full authority to act in your 

absence. If you’re the only one who can make simple decisions, and you’re not 

available, your entire unit comes to a halt. This also applies to your meetings. 

With your internal meetings, if you’re late or detained, instead of having all your 

members standing around waiting for you, your #2 Person can take the meeting, 

starting no more than five minutes late, and brief you later. With your external 

meetings, if you are not available, your #2 Person can attend, take notes, and 

brief you upon your return.  

The important issue here is that your unit must continue to function 

seamlessly when you’re not there. Also, compare vacation schedules with your 

#2 Person to ensure you're both not absent at the same time. 

What does Line and Staff mean? 

Here's a Line and Staff structure diagram using a grocery store as an example: 

 



 

The Line structure interacts with the product and serves the customer 

directly and runs from the store manager to the heads of each department 

within the store like Meat, Dairy, Produce, Dry Goods, and Beverage.  

The Staff structure exists to serve the line departments and runs from the 

store manager to the heads of each staff section within the store like 

Finance, Promotion, Security, and Personnel. 

Some Line and Staff organizations have the rule that Staff leaders can’t say 

“No” to any legitimate request from a Line department leader. Only the Store 

Manager can say “No.” However, both Line and Staff units must work together to 

keep the store running smoothly. 
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BY TRACKING ALL  

THE “MOVING PARTS” 

 
“Those who do not remember the past  

are condemned to repeat it.”  

- George Santayana 

Effective people know that in business there are lots of "moving parts" and 

many of them lose their way - unless someone tracks them. "Tracking" means 

keeping a paper or digital handle on the most important "moving parts," 

including what happened and when to ensure the objective is achieved. Here are 

several suggested ways to better document and track your "moving parts," which 

includes your Unresolved Issues, Changes, and Assignments. 

How do you Track your Unresolved Issues? 

This is a format for your Unresolved Issues (Questions, Unknowns, Concerns, 

Shortfalls, Obstacles, & Problems). Working to resolve everything on the 

Unresolved Issues List will dramatically increase your probability of success. 

Here's an example of an Unresolved Issues List:  

Unresolved Issue List 

Date Action Item DR Deadline? Checked? Status 

May 4 
Which youth 

games? 
Bill May 21 May 20 Answered 

May 5 
How many 

expected? 
Joe May 25 May 20 On-going 

Don’t delete anything from this list.  You’ll need them later. Just 

Strike Through them when known and acceptable to you. 



 

Any questions concerning your Plan of Action (POA), which can’t be 

answered, should go on your Unresolved Issues List, until the answer is known 

for certain and acceptable to you. When an answer becomes available, if it’s still 

unacceptable (the answer is still a problem), keep the issue on your Unresolved 

Issues List until the answer is both known for certain and acceptable to you.  

Don't be surprised when one issue is resolved, several new issues appear. Just 

add them to the Unresolved Issues List, delegate them to a Direct Report, and 

have him create a POA to resolve them. When the issue is resolved, notify all 

Key Players.  

How do you Track your Assignments?  

Assignments come in two types; Assignments Accepted from others and 

Assignments Assigned to others.  

Here's an example of an Assignments Tracking Sheet: 

Assignments Accepted Assignments Assigned 

Date 
Action 

Item 
DL DR Date DL Checked Status 

11 

May 

ABC 

Report 
19 Jun Bob 12 May 17 Jun 2 Jun On-schedule 

As shown in the above table, it’s also a good idea to assign the Action Item to 

a Direct Report (DR) with his deadline being a few days before your leader’s 

deadline (DL). This way you have some slack time built in just in case something 

goes wrong. For example, if you leader wants his assignment completed on the 

19th, give your Direct Report a deadline of the 17th. This is your record of 

everything you’ve assigned – to be used during future meetings.  

How do you Track all the Changes?  

Have you ever been frustrated with last minute changes to a project? Have 

you ever tried to communicate a change to all Key Players, but 10% didn’t get 

the word? Plans change, so be flexible! Make sure all Key Players know about all 

changes to the POA. Keep a record of who was told what, when, and how. It will 

come in handy later. Keep track of everyone who received the changes. Record 

and review these changes during your meetings.  

Here's an example of a Change List:  



Change List for: ____________Project: 

Date What Changed? Originator? Recipient? How sent? 

May 4 Add 12 to headcount Bill John Phone 

May 5 
Next meeting 10 

AM, not 9 AM. 
Joe Sam 

Face-to-

face 

Here the Originator is the source of the change. The Recipient is who was 

told about the change. The How Sent means how the message was 

communicated/delivered. If it’s important or time-sensitive, don’t use email. 

Many people fail to read their email for days, if at all. Many others 

misunderstand their email.  

The best means of communicating is face-to-face (second is on the phone). 

Then, Follow through with a detailed email. Don’t use email as your primary 

means of communications.  

 

Who else needs to know this info?  

Act on that answer! 

 

What else should be Tracked? 

Time: Calendar, meetings, Timetables, Preventive Actions, and absenteeism. 

Budget: Is your money being spent wisely? Are you over budget? 

Focus: What are top three priorities? Do your members know? 

Goals: What are your goals and your leader’s goals? 

Sensitive items: What is proprietary or of high dollar value? 

Earned Time Off: Are your members taking vacations or time off? 

Date each member joined unit: Celebrate each year of loyal service 

Birthdays of members: Celebrate - "I'm so glad you were born!" 

FAQ Site: Place for Purpose, Direction, Leadership Philosophy 

Dashboards: Telling how your unit or projects are doing 

Outstanding Requisitions: What do we have on-order? 



 

Recognition: Who has received recognition, when, and what for? 

Note: This is why it's nice to have a #2 Person (Assistant) to help keep track 

of all Long-Term and Short-Term Extra Duty Assignments (like those listed 

above). Here your #2 Person can delegate specific tracking tasks to different 

members of your team to track and to report the results to you on a monthly or 

quarterly basis. 
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BY ASSESSING  

YOUR “READINESS” 

 
“I will prepare and someday my chance will come.”  

- Abraham Lincoln 

 

Readiness is the ability of a  

Business Unit to accomplish its purpose. 

 

Any Readiness Report starts with the Purpose of the business unit. Once you 

have your Purpose, the next question is what Resources and Training are needed 

to achieve your Purpose?  

Resources: 

Manning: Shows the number of positions needed vs. the number of 

members filling those positions, as a percentage  

Vehicles/Equipment: Shows the number of vehicles/equipment needed vs. 

the number of vehicles/equipment operational, as a percentage  

Training: Shows the number of members who need to be trained (includes 

qualification/certification) vs. the number of members who have completed 

the training, as a percentage  

Obviously, the goal is to be as close to 100% in all three categories. If not, 

there should be an explanation as to what is being done to improve the situation.  

All unit leaders should give a monthly Readiness Report to senior leaders, so 

they can assess the company’s Readiness.  



 

Note: This may be the shortest section in this book, but if you’re the leader of 

a medium to large size organization, this is one of the most important. 
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BY TRANSITIONING  

NEW TEAM MEMBERS 

 
“All humans change. Development is our life. Transition, in labor, is the most 

painful time. Without change, there's no growth.” 

- Mimi Kennedy 

Have you ever struggled trying to keep team member positions filled with the 

best and the brightest members you can find? Have you ever experienced the 

unexpected departure of a Direct Report? Do you have problems replacing team 

members?  

Here's a suggested method to enhance the transition of new team member into 

your business unit. 

What’s causing team members to leave your unit?  

Conduct an exit interview with all your team members who leave your unit to 

determine the true cause of their departure.  Then, do whatever you can to 

mitigate those causes for the future. This may also include discussing these 

reasons with your leader, because you may not have the resources to resolve the 

problem.  

Then, document and track each team member to see who would make a good 

replacement (from within your unit or elsewhere in your organization). You may 

also choose to move team members around within your unit – to give them more 

experience. Also, who are you preparing to take your position?  

What’s the best way to find new Direct Reports? 

If you don’t have all your authorized positions filled with the right members, 

consider:  



 

Selecting someone from within your unit 

Selecting someone from within your organization 

Asking for referrals from your team/unit 

Asking for referrals from your organization 

Asking for referrals from your family, friends, and associates 

Last resort: Create a Job Requisition which could take several months  

Conduct a Good Transition: 

Whenever a Direct Report (DR) leaves, conduct a good Transition including 

these steps: 

Begin with a Transition Meeting. Explain the process - give direction 

Use Organization & Functions Manual to guide the transition  

Schedule 3-5 days for new DR to shadow current DR 

Transfer all incomplete and upcoming assignments 

End with a Transition Meeting 

These steps, if done correctly, will help ensure a more productive transition 

for your new DR. 

Begin with a Transition Meeting:  

Explain the process to the new DR and the current DR. 

Use your Organization and Functions (O&F) Manual as a guide:  

Appendix A. 

Schedule 3-5 days for the new DR to shadow the current DR:  

This is the minimum time needed for the new DR and the current DR to 

transition.  It permits the new DR to ask questions and quickly become 

familiar with the environment, members, culture, and dos & don’ts while 

shadowing the current DR.  Even if the new DR is from within your unit or 

organization, spend this quality time preparing the new DR. 

Transfer any incomplete and upcoming assignments:  



Before the current team member (DR) leaves, capture their 

uncompleted assignments. After identifying these uncompleted 

assignments, they’ll need to be reassigned to the new DR with the current 

DR providing the details of the assignment.  

Ensure all assignments that aren’t yet completed, and all the details of 

these assignments, are transferred to the new DR. This is critical in terms 

of the POA, Changes, and Unresolved Issues and any follow-up action that 

still needs to be completed.  

When the current DR leaves, his O&F Manual is transferred to the new 

DR, which should already have a record of all completed assignments and 

the POAs for past, current, and future assignments. 

End with a Transition Meeting:  

Conduct a transition meeting at the end of the transition period. This 

meeting involves three members: the current DR, the new DR, and you. 

You are conducting the meeting to ensure the transition is complete.  

During the meeting, ask the new DR: Do you have a clear picture of 

what’s expected of you? What are your REDCAPS? What assignments are 

yet to be completed? How can you contact the current DR if you have 

further questions? What are your Unresolved Issues (Section 2.3)? This 

completes the meeting, and the new DR is now in-charge.  

What-if, the New DR is not available before the Current DR Departs?  

If the current DR departs before the new DR arrives, which is usually the 

case, conduct the transition process using the current DR's, #2 Person, instead. 

Do not take on the REDCAPS of the current DR unless you want to lose your 

Flexibility to Respond (Section 2.2). This is to ensure that you are free from the 

burdens of your DR's REDCAPS. You won’t have time to do your job and the 

job of another person as well.  

The intent here is to always keep your Flexibility to Respond and to know 

what is going on in your unit. You could also use your Executive Assistant to 

temporarily take on some REDCAPS.  



 

If you’ll follow this simple process, the transition between the current and the 

new DR will be much smoother.  Also, the learning curve for the new DR will be 

easier and faster.  

This process should occur at all levels within your unit to ensure the transition 

is seamless and that no details are overlooked. 
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BY IN-PROCESSING  

NEW MEMBERS 

 
“The first day, week and month of an employee's  

experience carries a lasting impression.”  

- Scott Weiss 

Should you assign a "Sponsor" to every New Member? Absolutely!  Have 

you ever joined a new company where it took you weeks, if not months, to find 

out where everything was or how certain things got done?  If you had a Sponsor 

to show you around and answer your questions in your first week, would that 

have helped you?  

The Sponsor’s job is to ensure the new person is properly welcomed, 

introduced, and successfully in-processed into your unit. Develop your check 

sheet so that your sponsors have a better idea of what their duties should include. 

This process helps the new person assimilate more quickly, accelerate their 

learning curve, and feel more like a valued member of the team. 

A few things you may want to add to your In-Processing Checklist: 



 

Food & drink, restrooms, hours of operation, meet everyone, learn 

everyone’s name and function, keys, passwords, phone, program 

voicemail, security, badges or passes, do’s and don’ts, recording your 

time, using organizational software, hours of operation, what’s 

proprietary, breaks, Standard Operating Procedures, benefits, 

orientations, training, REDCAPS, O&F Manual, rules, processes, 

procedures, parking, supplies, fax, copies, how to contact your sponsor 

and leader, your phone #, email address, how to dial an outside line, 

mandatory readings, holiday schedule, Paid Time Off, key terms and 

definitions, acronyms, chain of authority, useful URLs, job description, 

organizational diagram, budget, etc. 

Personally Brief all New Members:  

Unless you have thousands of members, brief all new hires within the first 

week of their arrival. This is your chance to build a relationship and put a face to 

the name. It’s your first impression – make it count!  

During your briefing, explain to each new member: Where their job fits into 

their unit/organization (Direction), How their job contributes to your goals 

(Direction), Why their job matters (Purpose), and your expectations of tradition 

and culture. 

If the new member is a Direct Report, ensure he understands all the 

above plus: 

Your Leadership Philosophy revealing what you expect from them and 

what they can expect from you 

Limits of his authority to make decisions, spend money, make changes, 

take the initiative, and hire and fire 

Your meeting rules, if any and discuss all support actions 

Your intent, responsibilities, expectations, projects, goals, standards, 

values, and priorities 

His access to information sharing and processing 

Your permission for him to voice his honest opinion, behind closed doors, 

without fear of negative consequences 

Note: Ensure he understands that if he has doubts, ask!  



 

The only stupid question is the one you’re afraid to ask, because later on-

when you don’t know the answer-you will look stupid. 
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BY BECOMING MORE EFFECTIVE,  

EFFICIENT, & CONSISTENT 

 
“Efficiency is doing things right; 

 effectiveness is doing the right things.”  

- Peter Drucker 

Why are these three concepts so important to your effectiveness? Effective 

people know the truth; they could be working very efficiently on the wrong 

things and are therefore ineffective in consistently producing excellent results.  

EFFECTIVENESS 

Have you ever known someone who was very efficient at doing what 

mattered little - in the overall scheme of things? Effectiveness is doing what 

matters most by achieving your leader’s goals. Have you ever known someone 

who was doing what didn’t need to be done or focusing on the wrong things? Or 

someone who produced results that turned out to detract from, rather than support 

the overall effort? Were you that person? Well, hopefully, you’ve learned from 

your past mistakes.  

 

Effectiveness FIRST, then Efficiency!  

 

Effective people are team builders. They set aside irrelevant demands and do 

what matters most. They have a good Plan of Action and work their plan, keeping 

the greater goal in mind as they earn the credibility they need to influence the 

actions of others through persuasion.  

If you’re effective, you can better embrace change, find opportunities in 



chaos, and enhance the cohesiveness of your team. Cohesion is bonding members 

together in such a way as to sustain their will and commitment to each other, 

their unit, and their goal achievement, despite external distractions and stress. 

EFFICIENCY 

Once you’re effective, look for ways to become more efficient by finding 

ways to produce results that are better (cheaper, faster, easier, lighter, smaller, 

smarter, safer, more secure, got it!). Efficiency is taking something that’s 

working well and making it better.  

Some might ask, "Won’t I lose my job – if I become too efficient?" First, 

that’s negative thinking. Second, effective leaders always have other things that 

need to be done but don’t have the members to make the delegation.  

Your job is to make things better than you found them. Establish your 

reputation as the one who gets things done and is effective, efficient, and 

consistently produces excellent results. 

CONSISTENCY 

Consistency is critical to achieving success over time. Would you buy a car 

from a company that only produced a quality product only one out of one 

hundred cars? Consistency is the ability to maintain a standard or repeat a task 

with minimal variation. Consistency is fundamental even if the output is 

consistently bad. You can improve a system if it’s consistent in its output.  

 

Become more Effective, Efficient, and Consistent – in that order!  

 

Quality Results =  

Effectiveness + Efficiency + Consistency 
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BY SHARPENING YOUR  

FOCUS AND PRIORITIES 

 
“Don't dwell on what went wrong. Instead, focus on what to do next. Spend 

your energies on moving forward toward finding the answer.”  

- Denis Waitley 

Effective people ensure their focus and priorities are clear, well 

communicated, and align with their leader’s focus, priorities, and goals.  

Before we talk about Focus and Priority, let's first answer this question, 

"What's most important? What are the two most important things to every 

employer?" When I first started out in the US Military, I learned that Leadership 

was a function of doing two things well:  

 

Accomplish the Mission and take care of Soldiers! 

 

After I left the US Military to become an Executive Coach, I quickly found 

that Leadership in the business world was a function of doing these two things 

well: Productivity and Sustainability. Productivity was “accomplishing the 

Mission,” and Sustainability was “caring for Soldiers.” By combining the two, 

here are the most important things leaders in business must do to become 

effective: 

 

Accomplish their goals and take care of their team members. 

 



Now that you know the two most important things, let's examine how they 

determine their Focus and Priorities. Focus and Priority must be directly linked to 

achieving your leader’s goals and serving team members. Often there’s confusion 

as to the real meaning behind Focus and Priorities. Effective people aren’t 

confused. 

What’s the difference between Focus and Priority? 

Focus is a concentrated effort on one task or project to get it done - 

completed! 

Priority is the sequence by which tasks get completed by only doing what has 

the greatest returns, or the greatest importance to achieving both goals and 

caring for team member goals. 

When determining your Focus and Priority remember: Activity isn’t the same 

as productivity, motion doesn’t always mean progress, activity isn’t necessarily 

accomplishment, diligence isn’t necessarily effectiveness, faithfulness isn’t the 

same as fruitfulness, and Not all effort produces results. 

How do Effective People create their Focus and Priorities? 

Effectiveness is about consistently producing excellent results by 

accomplishing goals and caring for team members. How do they determine their 

Focus and Priorities? 

FOCUS 

Effective people focus their time and energy on completing one task or 

project (or at least a portion of it) at a time until finished for both goals and 

caring for team members by: 

Finding and Fixing anything (Problems, Threats, Weaknesses) that could 

slow/stop achieving their leader’s goals 

Discovering and Exploiting anything (Opportunities, Strengths) that could 

enhance their leader’s goals by creating new and innovative ways to 

produce better results (more Effective, Efficient, and Consistent) 

Serving their team members  



 

PRIORITY 

Effective people carefully select the sequence in which tasks and projects are 

completed by only doing the work (task or project) that is most essential 

(absolutely necessary, has the greatest return, and/or is extremely important) first 

for both goals and caring for team members by: 

Providing Direction and guidance as to WHO, WHAT, WHEN, and 

WHERE to achieve, maintain, or exceed what needs to be done by 

approving goals, prioritizing tasks and projects, delegating authority, and 

ensuring members understand the Band Of Excellence (for both 

performance and behavior), resolving problems, planning, organizing, 

communicating, and operating. They let their members determine HOW 

things get accomplished. Although members want and sometimes need 

direction, they expect challenging tasks, quality training, and adequate 

resources. Providing clear Direction allows team members the freedom to 

proactively take the initiative to modify plans and instructions to adapt to 

changing circumstances.  

Providing Purpose and communicating the WHY you want goals achieved, 

maintained or exceeded by inspiring and motivating (encouraging, 

challenging, recognizing, rewarding, providing feedback, coaching, and 

supporting) to enhance morale. The Purpose gives team members the 

Reason to Act to achieve a desired outcome. The leader’s job is to create a 

common purpose that all team members can support and execute. 

Serving by treating their team members with dignity, respect, and 

kindness, supporting them in the accomplishment of their goals, 

facilitating team collaborative problem-solving via consensus, protecting 

the Health and Welfare of the team, and creating more effective team 

members for the future. 

Note: Ensure your goals support your leader’s goals. 
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BY IDENTIFYING YOUR  

“PRIORITY ACTIVITIES” 

 
“Do the hard jobs first.  

The easy jobs will take care of themselves.” 

 - Dale Carnegie 

Use the Pareto Principle (80/20 Rule). It's a common rule of thumb in 

business; 80% of your sales come from 20% of your clients, and 80% of your 

outcomes come from 20% of your inputs.  

Other examples include: 

20% of your activities produce 80% of your financial rewards 

20% of team members are responsible for 80% of a company’s output 

20% of customers are responsible for 80% of the revenues 

In a business sense, using the 80/20 Rule is crucial for maximizing 

performance. The effective leader’s job is identifying which 20% of his activities 

will take him along his path to success faster and farther than others and to focus 

on completing those priority activities until finished.  

 

Remember, priority activities are not activities that are being forced on 

you; they are only done “by choice” (like Planning and Training). 

 

Here are some suggestions: 

Find the products/services that generate the most income (20%) and drop 

those of marginal benefit (80%) 



 

Spend your time on the parts of your business unit that you can improve 

significantly by using your core skills and delegate all other tasks that 

are not your best skills (20%) to others 

Work hardest on things that work hardest for you 

Reward the best team members well; cull the worst 

Drop your worst clients and focus on upselling and improving service with 

your best clients 

Use your team to help you identify your priority activities, which could 

include things like preventive maintenance, relationship building, long-range 

planning, continuous improvement, organizing, developing members, 

prioritizing, and make things better.  
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BY INSPECTING  

WHAT YOU EXPECT 

 
"When performance is measured, performance improves. When performance 

is measured and reported, the rate of improvement accelerates." 

 - Thomas S. Monson 

While systems can assist in assessing performance, effective people know that 

their personal presence remains the most effective tool when it comes to 

assessing performance.  

What do you expect? 

What is most important to you and your team members?  

What is most important to consistently produce excellent results? 

What’s most important to serving your team members? 

What’s most important in creating more effective members? 

What does Inspecting mean? 

Inspecting is simple! It means visiting and checking (members, equipment, 

and resources to ensure organizational standards are being met). Inspecting also 

means paying attention, asking questions, getting involved, knowing what is 

going on, and being there.  

What must you do before inspecting? 

Before inspecting you need to know: 

The performance standards of the organization (behavior)  

What is expected (results) 



 

The standards for Safety, Security, Property Accountability, and the 

Health and Welfare of your team (Appendix A). 

How to make corrections (Appendix C) 

While inspecting, find opportunities to engage in impromptu coaching. 

 

As a Leader, you should always be inspecting.  

Inspect what you EXPECT!  

 

Conducting an inspection is nothing more than knowing the standards and 

paying attention while observing your members and noting discrepancies and 

successes. Roll-up your sleeves and get involved!  

 

Never underestimate the power of your presence.  

 

Effective leaders are upfront and visible to their members to inspire 

confidence and trust. Your absence solicits just the opposite. Get out there! Let 

your members see you. Interact, get involved and make a difference by your 

presence alone.  

Find out how they’re doing and help them resolve their problems.  Show a 

sincere interest in them as human beings. This is the only way you’ll ever know 

what’s going on.   

In business, effective leaders conduct inspections as part of their risk 

management and quality assurance programs. Without good inspection program, 

even effective leaders experience how quickly things can go wrong.  

Here are a few suggestions on how to conduct your inspections. 

WHAT and WHERE should you be Inspecting? 

Here’s a technique that can help you determine where you should be 

inspecting:  



Step 1: With the help of your team, assess all the things that are most 

important to you and your team’s ability to consistently produce excellent 

results. For example, let’s assume you and your team identified the 16 Most 

Important Things (MIT) that are critical to producing these results, and your 

team agrees. Let’s further assume that these 16 MITs are at 16 different 

locations.  

Step 2: Take each of the 16 MITs and write each one on a 3 x 5 card. Now 

place these 16 cards into an envelope labeled, “Inspect Today.” 

Step 3: Every day, select one 3 x 5 card at random from the “Inspect Today” 

envelope and conduct an unannounced inspection. When finished, note the 

date and the results of your inspection on the 3 x 5 card and place it into a 

second envelope labeled, “Done.” 

This is what Sam Walton did in the early days of Walmart. Each week, he 

would fly his airplane to a different store early in the morning, 

unannounced, to lead the employees in motivational cheers and to check 

things out. 

Step 4: When the “Inspect Today” envelope is empty, repeat this process at 

random and you’ll never be lacking for what to inspect. 

Why Unannounced Inspections? 

Unannounced inspections are more effective than scheduled inspections 

because if your members know when you’re coming, they may only “clean-up-

their-act” because they knew you’re coming.  

If you just show up at random, unscheduled, you will find your members 

doing what they normally do-which is exactly why you are there.  

 

You do not want them wasting their time  

preparing for your visit. 

 

Also, if you find a mess when you arrive, that’s okay, life isn’t perfect. Just 

schedule a Re-Inspection in a few days. And, if you are lucky enough to have a 

Staff, this is what they should be doing on your behalf – with the results provided 

to you. 



 

WHAT should you be Looking for?  

Let’s assume that you’re visiting a Direct Report that has five team members 

reporting to him.  

When you visit, start with a private conversation with Direct Report 

responsible for the MIT you are checking: 

Did you find what you expected?  

Is he present and doing what you expected?  

If absent, who’s In-Charge? 

Does he know where his members are and what they’re doing? 

What does he recommend be started, stopped, or changed? 

What problems does he usually have and how does he resolve them? 

Does he have what he needs to do his job? 

What are the most difficult tasks he and his team must perform?  

When are the most stressful times of the day, week, month, or year and 

why? 

Are the working conditions reasonable and safe? 

Is it secure (high dollar items, marked, inventoried, serviceable, cared for, 

stored properly) from theft and damage? 

Is he keeping track of the right things? 

Are he and his team members trained to do their job? 

How does his team members get trained? 

Is he taking care of his members? 

How can you help him? 

Have your Direct Report lead you through the MIT. Based on everything you 

see, is he and his team following the standards set by the organization? Do you 

have any recommendations for your Direct Report? Does anything need to be 

corrected? Any follow through action needed? Any assignments made? 

Here’s a great story: 



One day in May, when Tom first met one of his five Electric Power Line 

Crews for the first time, he asked the Team Leader, "When's the most 

stressful time of the year and why?" He answered, "After the first major 

winter snowstorm."  He went on to explain that the stress came from all 

the tree branches falling and taking out power lines. Tom pulled out his 

notebook to record this answer. The other four teams had the same 

response.  

A few days later, Tom asked his five Team Leaders, "How can we avoid 

or reduce this problem every year?" The first answer was to cut down all 

the trees - which homeowners would never agree to do. Another Team 

Leader said, "Why don't we just trim the tree branches that are above or 

near the power lines?" 

Tom agreed, got the go-ahead from his leader, and in late August they 

began to systematically trim all branches over or near power lines. The 

next winter the number of power lines downed by tree branches dropped 

by 90%. 

Most important: If you want to send the Powerful Message, "You are 

Important!", then write it down. Seriously, put your devices away and pull out 

your 3 X 5 cards from your pocket and start writing. And, let them see you 

writing. Record their name. Later, if you said you'd help, Follow through to 

deliver what you said you would, and to let him know you didn’t forget him. 

Even if you can’t help, at least Follow through and tell him why.  

Bonus: Inspections also give you the opportunity to see and be seen, test 

systems, and find your best members; reinforce your purpose, direction, and 

goals; train your members to the standards you have choose for your unit, and to 

identify strengths and weaknesses. 

What are the Biggest Mistakes Leaders make when Inspecting? 

Inspecting things that members did not expect  

Inspecting without the Direct Report 

Only visiting when things go wrong 

Not knowing the standards 

Changing standards-surprising people 



 

Not correcting what needed to be corrected 

Not providing encouragement and praise for the good 
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BY ELIMINATING  

“DISTRACTIONS” 

 
“One way to boost our will power and focus is to manage our distractions 

instead of letting them manage us.”  

- Daniel Goleman 

Distractions are by far the greatest enemy of Focus and Priority.  

 

Distractions are anything that diverts your attention  

away from your Focus and Priorities.  

 

Protect members from outside distractions. Get anxiously involved in what is 

happening and be goal focused on getting things done - completed. It doesn't 

matter how hard you work or how many hours it takes. All that matters are what 

you get done - Finished.  

 

Hunt down any distractors and kill them  

before they multiply.  

 

From time to time, even your leader will be the one who assigns you a 

distraction (projects outside your Job Description). When this happens, and you 

can't get out of it, make sure you inform your leader what will get delayed 

because of his distraction.  

Take a moment to write down your most egregious time-sucking activities and 

anything else that could derail you from doing what matters most. Identify two of 

your distractions and eliminate them today.  



 

These distractions may be tolerations. The tolerations addressed here are not 

about accepting others regardless of their gender, race, religion, etc. Rather, these 

tolerations relate to the bad or unpleasant things you allow to exist, happen, or be 

done. What are you tolerating and how much longer will you let this toleration 

continue? Now do the same thing with your team in your next meeting.  

Don't be offended if someone says, "We could get a lot more done if we didn't 

have these stupid meeting every week." Respect their opinion, even if you 

disagree. Now, ask, "Does anyone else feel that way? What can we do to make it 

better?" Then, listen, you might just learn something important.  

 

Get your Fear and Pride out of your way.  

Let their voice be heard.  

 
Your greatest distractions will come from surprises caused by crisis management. So, 

how can you eliminate crisis management? Keep reading-this is why we created this 

guide. 
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BY ELIMINATING  

“CRISIS MANAGEMENT” 

 
“When you face a crisis,  

you know who your true friends are.” 

 - Magic Johnson 

It’s funny how life works. People always say they need to plan better only 

after surviving days of massive crisis management.  Especially when you come 

to work and have a day like this. 

Your employer stops by to see if you’re ready to fly with him to Chicago, 

leaving in two hours, for a major presentation, which you completely forgot 

about, ops!  

And, to make things worse:  

A major client stops by for his annual review of his portfolio  

Your administrative assistant tells you that you just ran out of toner and all 

your copiers are down 

The Fire Inspector stops by for his annual fire inspection 

A Direct Report tells you that today is the deadline for a major financial 

report. And, since tomorrow is a holiday, it will cause your whole team 

to work overtime (all night) to meet the deadline 

And, if that wasn't enough, your wife sends you an email reminding you to 

make reservations for your wedding anniversary (which is today) 

 



 

This is what we call a BAD day.  

Ever have this kind of day?  

Ever have this kind of week? 

 

Important to note here is that all these important activities, from both your 

professional and personal life, were known in advance by someone close to you; 

they weren’t total unknowns. The dates and times of these activities were known, 

sometimes a year in advance, by you or others in your office. This is when most 

folks take a step back and say; There’s gotta be a better way. Well, fortunately 

for you - there is.  

Here's a suggestion to help you bring order from chaos and more sanity to 

your life. 

The Solution?  

What if I told you I’ve developed a software application (or App) that could 

help you look into the future and see this crisis coming? An App so powerful that 

it can tell you which days will be good and which will be bad, like the one above.  

An App so strong that you could have seen this bad day coming weeks or 

months in advance, so you could have rescheduled, reassigned, or diminished 

their effects on you. Would you be interested in learning more? This App is so 

awesome that you can even convert those known bad days into a good day - 

eliminating the crisis. How much would you pay for this kind of App? Well, I’ve 

got that App and here’s how to get it. 

This App is called the Critical Events Calendar (or CEC). A CEC is nothing 

more than a simple excel spreadsheet that lists all known events and activities 

with their associated Preventive Actions. This App is so simple you can build it 

yourself. All you need is an Excel Spreadsheet.  

Step 1: Create a Draft “Critical Events Calendar” 



Your Critical Events Calendar (or CEC), if used correctly, becomes the major 

time management tool for your unit.  This is a document that everyone in the unit 

uses to plan and organize their daily, weekly, and monthly routine/rhythm.  Your 

CEC also reflects the dates of all major projects, events, reports, meetings, visits, 

and any other known internal and external activities involving your unit. Your 

CEC should include all known events and activities, and all holidays both local, 

national, and religious; all reports, visits, due on a certain date, and activities that 

happen every week, month, quarter, and year?  

Step 2: Create a Timetable for each Project  

Create a Timetable for each project for which your unit has responsibility for 

the next 18 months. These projects might include trade shows, product releases, 

inspections, job fairs, or major events - the big stuff that happens within your 

business unit every year. The purpose of each Timetable is to help you identify 

any/all Preventive Actions needed for each project. Preventive Actions are actions 

taken 30-60-90 days in advance of a project's start to eliminate problems and 

mistakes and enhance success.  

After reviewing these Preventive Actions, add what you need to the Timetable 

for each of your projects.  

An example of a partial Excel Spreadsheet (Timetable) for one of your 

projects:  

 



 

These Preventive Actions are vital to the success of each project. Preventive 

Actions (meetings, tasks, and milestones) are the big things in any project.  They 

require the collective and coordinated efforts of other members and resources to 

make the project a success. The most important thing you can do to enhance the 

success of any project is to achieve consensus through collaboration on the POA 

before it’s published. 

Normally, two In-Progress Reviews (IPRs) and one After-Action Review 

(AAR) are critical to project success because they’re intended to track the 

synchronization of all actions required by Key Players before the project. IPRs 

are conducted by the Project Lead with all Key Players (or their designated 

representative present). This is why you schedule IPR #1 is 30-45 days from the 

start of the project (or halfway between the time remaining), and IPR #2 is 7-10 

days from the start of the project.  

Here, all Key Players can discuss their progress compared to the POA.  The 

intent of both IPRs is to coordinate status, disseminate changes, and capture and 

track any Unresolved Issues. Your consolidated timetable, called a Critical 

Events Calendar, gives you the ability to visually project these tasks and 

milestones (A tool used in project management to mark specific points along a 

project timeline and focus on major progress points that must be reached) out 

into the future so they can more easily be accomplished.   

It takes your units' calendar and adds to it all the Preventive Actions that need 

to be started or completed before the project. The CEC is intended to prevent 

meetings, tasks, and milestones from sneaking-up-on-you causing surprises and 

crisis management. 

Step 3: Merge all Timetables into your CEC  

Now, merge all the Timetables from all the projects for which your unit is 

responsible for the next 18 months, into your CEC. When you’ve merged 

everything, what you’ll find is that you'll now have a calendar with several 

scheduling conflicts. These conflicts are the things that lead to crisis 

management. So, what can you do? You can de-conflict the future.  



De-conflicting is the process of looking into the future and moving scheduled 

Preventive Actions to either a day before or a day after they were originally 

scheduled, to ensure that on any given day in the future you don’t become 

overscheduled. You can de-conflict any congestion or over scheduling by 

moving any Preventive Action a day earlier or a day later to eliminate the crisis 

management for that day. After adding all your project Timetables to your CEC, 

you notice that April 22, for example, looks jammed with IPRs all day. This will 

make April 22 a very conflicted (too many things going on at the same time) day, 

unless you de-conflicts it. 

Step 4: De-Conflict the Congestion  

If you leave the CEC as is, you’ll be scheduling a day when you and all Key 

Players will be in meetings all day. However, April 22 can be de-conflicted by 

spreading out the IPRs to different days. Note: If all Key Players are traveling a 

long distance to attend these IPRs, it could make good sense to schedule all IPRs 

on one day.   

Also, if they are all in the same location/building, you have just scheduled 

yourself and all your Key Players to be in meetings all day; which may not be 

desirable. If you can spread out (reschedule) these IPRs (Preventive Actions) to 

be either a day before, or a day after the overscheduled day (April 22), this will 

de-conflict your CEC.  

Just by rescheduling these IPRs (Preventive Actions) over a week's period, 

you have de-conflict that one overscheduled day (April 22), and averted a BAD 

day.  

 

The beauty of the CEC is that it lets you look into the future to see where 

you will have scheduling conflicts, which helps you minimize crisis 

management, reduce stress, and bring order from chaos. 

 



 

These conflicts are often referred to as being Overcome-By-Events (or OBE); 

too much to do and not enough hours in the day to get it all done.  When you get 

good at this process, your CEC can include things like member birthdays, social 

events, external school or community events and anything else important to the 

members of your unit.  This is important because you don’t want to schedule a 

unit activity over a high school graduation weekend or during the Super Bowl. 

Also, your CEC should get updated and published by the #2 Person in your 

organization (a delegated task), at least monthly, or as changes occur.  Whoever 

does the scheduling of operations is the best person to manage this important 

task.  This document should reflect which entries are new or have changed (in 

bold).  If an entry has been canceled, it should have a line drawn through it (not 

just deleted).  If an entry has changed, cross through the old and add the new in 

bold.  This will help your members more easily update their schedule.  

Step 5: Make the CEC available to every Team Member/Key Player 

To make the CEC available to all team members post the CEC on a shared 

drive and send a monthly email update, use your CEC in your weekly meetings 

to stay synchronized, and encourage your members to input to the CEC. Once 

set-up, this task of updating the CEC should be delegated to your #2 Person. 

Your CEC doesn’t eliminate all surprises like unexpected visitors, accidents, 

sickness, injuries, or other unforeseen circumstances. What it does accomplish is 

to de-conflict any/all known activities by your deliberate and measured 

preparation for the future. 

 

  



12  

BY ASSESSING YOUR  

OPERATING SYSTEMS 

 
Murphy’s Axiom: 

Whatever you set out to do,  

something else must be done first. 

This is why effective leaders, 

 

LEAD MEMBERS and manage  

everything else via systems. 

 

A system can be a model, process, procedure, protocol, technique, pre-printed 

form, checklist, diagram, standard, or method. A System normally has five basic 

components: Requirement, Input, Process, Output, and Feedback. 

 

 

 



 

A System starts with a Requirement that directly links to achieving goals.  

The Requirement tells you the Output and answers the questions who, what, 

when, where (Direction) and why (Purpose). Working in reverse, the Output 

normally includes an assessment to ensure it meets the Requirement.  

The System starts with a Requirement that directly links to achieving a goal. 

Once you know the Requirement (or Output), assess the Process needed to create 

the required Output. The Process includes execution, procedures, operations, 

activities, and transformation. After you’ve assessed the Process, assess the Input 

in terms of what is needed to produce the Output. 

The Input normally includes planning, preparing, people, schedule, resources, 

budget, and raw materials. Now, assess to ensure your Input flows smoothly 

through the Process and assess the Output to see if it meets the Requirement of 

your #1 customer.  

Next is your Feedback Loop which provides information back to the Input 

and the Process concerning whether the Output satisfied the Requirement. If not, 

make the needed adjustments to either the Input or Process to meet the 

Requirement.  

Breaking your system down into smaller sub-systems will help you measure 

and assess the Output of each sub-system with the intent of making the entire 

system better able to satisfy the Requirement. 

 

How do you Assess a System? 

Every business is a system, comprised of numerous sub-systems. How does 

your system interact with the other systems in your organization?  

The most important questions to ask about your Systems:  



What’re the systems and subsystems in my unit? 

What’s the Band Of Excellence (BOE) for the Output of every subsystem?  

How’s this measured and who’s responsible for each system/subsystem?  

How does this person get trained and what happens if he’s gone? 

Is he the only person who knows how the system works? 

How do we reinforce or correct system flaws? 

What system does my unit have to prevent problems from leaving my 

unit? 

What system does my unit have to correct problems once identified? 

How do you Maintain a Systems?  

In most cases, you’ll be responsible for maintaining the current systems, 

rather than creating requirements or new systems. However, this doesn't stop you 

from making suggestions to make things better. 

 

Ask, “who’s my #1 customer or who  

uses the output of my unit?” 

 

In most cases, the Output of your unit will rarely go directly to the customer 

(end-user). It may go to another person or unit within your organization. If so, 

ask them, “Are you completely satisfied with what we provide you (our Output) 

and what can we do to make it better?”  

Many systems fail to achieve success because the leader did not complete the 

Requirements first. Some leaders try to create the Requirements, as they’re 

building the Process and Input. Big mistake! Later, they had to go back and undo 

or redo specific actions because the Requirements were not correctly identified 

and approved before beginning work. The writing of the Requirements document 

must be created along with the client, customer, and end-users, before action is 

taken.  



 

Unless you receive Buy-in (a commitment, agreement, confirmation, or 

consensus) from the end-user of your unit’s Output, you’re setting yourself up for 

failure. Buy-in means that the end-user agrees that your system’s Output meets 

their Requirements. 

How do you Create or Change a System?  

From the worst disasters, there are lessons learned to make things better. Why 

do you think we have organizations like the National Transportation Safety 

Board (NTSB)? After every airplane crash, the NTSB attempts to uncover what 

happened and what can be done to prevent it from happening again.  Whenever 

something goes wrong ask, “What happened and what system can prevent this 

from happening again?”  

Now, create the systems needed to fix the problem. Are you and your unit 

self-correcting? How can you take what you’ve learned and improve your 

system? By asking better HOW questions, you get to the heart of the problem. 

The goal here is to find out what was learned. Then, produce or modify systems 

that, if implemented, will change the course of future events.  

Don’t forget to celebrate what went right. Then, put in place the fixes that will 

create a better system. Create systems that measure your output, financial 

situation, customer attitudes, industry activity, and market trends to determine 

your relative position within your industry. Then, plot a course from where you 

are to where you want to be. What systems are in place to give you this 

information? 

How do you build Quality into your Systems?  

What is quality and why should you be concerned? Quality relates to the 

output from your business unit or system. The output from your business unit is a 

direct result of the quality of the output from all your internal subsystems. The 

quality of the output from your business unit (and the quality of all the other units 

within your organization) is directly related to the quality of the output of your 

organization. 

 



Quality Results =  

Effectiveness + Efficiency + Consistency. 

 

The three most important things to understand before building quality into 

your unit are your current output, the process that created it, and how the output 

is measured. 

How do you find the Delta?  

Delta is the difference between your desired and your actual end-state? 

Identify the Delta and create system enhancements to close the gap. This is 

where your team can be of greatest value. Ask them to come up with the 

solutions, without telling them how to do it. What’s the Band Of Excellence 

(BOE) for the Output produced by your unit? How’s the BOE measured? Where 

did the BOE come from? Can this BOE be improved (raising the bar)? If so, 

what’s the cost? 

Why Document your System Processes? 

Documenting is the process of recording, in written or digital form, in such a 

way that someone, with little knowledge of the process, can manage the process. 

The documentation should include the steps from start to finish, along with any 

supporting pictures, diagrams, flowcharts, usernames/passwords, and URLs 

needed to allow the reader to make the process function as intended.  

This documentation should be included as part of the Organization and 

Functions Manual (Appendix A) of the person responsible for the process. The 

process of how to do something is a System by definition.  

Effective people make every effort to document each process within their 

business unit to make the changes easier and quicker, provide insurance against 

absenteeism, and to contribute to the Cross-Training (technique of training each 

member how to perform the duties of two other members to minimize the effects 

of absenteeism) of their team members.  
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BY ASSESSING YOUR  

BUSINESS SYSTEMS 

 
God is a God of systems and predictability  

and order, and God honors planning. 

 - Andy Stanley 

What’s your Business Operating System? 

A Business Operating System (BOS) is the combination of sub-systems 

needed to achieve, maintain, or exceed the goals of an organization.  

Effective people ensure each BOS has a designated Person-In-Charge (PIC) 

responsible for each subsystem to consistently produce excellent results) and 

includes: 

Executive Leadership: Quality Management Program, review processes 

Human Resources: Hiring, training, evaluations 

Health, Safety, and Environment: Safeguard people, facilities, and community 

Information Technology: Communications, access to information 

Finance: Accounting processes  

Purchasing: Sourcing, procurement, and supplier development  

Engineering: Common product and process development 

Manufacturing: Common practices in each manufacturing facility 

Sales: Dedicated and trained team focused on new customer acquisition 

Marketing: 

Product – Identify exactly what product you’re focusing on  



Price – Identify your price and determine whether it’s competitive 

Promotion – How will the product or service be promoted? 

Place – Where will you target sales? Where will you manufacture the 

product? 

Processes – Manufacturing, marketing, sales, and sales fulfillment  

People – Who’s involved? What are their roles? 

Do you have all these components in your Organization's Business Operating 

System? 

What's your Business Model?  

You already know the Delegation Model: Planning, Preparing, Executing, and 

Assessing. A Business Model defines the process of how a company makes a 

profit.  

The most important questions to ask when creating your Business Model 

are: 

What are the core aspects of your business including purpose, offerings, 

strategies, infrastructure, organizational structures, trading practices, 

and operational processes and policies?  

How does your business create value, deliver that value, and “capture the 

value” provided? 

How does your business entice customers to “pay for value” and convert 

those payments into “profit”? 

Does your business model address the above question, especially the “capture 

the value,” “pay for value,” and the “profit” component?  Does your business 

model consistently provide Positive Cash Flow? If not, why are you in business? 
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BY MAKING  

IMPROVEMENTS 

 
“Strive for continuous improvement,  

instead of perfection.” 

 - Kim Collins 

Making improvements means making your systems and members more 

effective, efficient, and consistent – in that order. Improvements ensure that 

system, product, and service standards are achieved, maintained or exceeded.  

What's our Unique Selling Proposition (Marketing concept first proposed as a 

theory to explain a pattern in successful advertising campaigns of early 1940's 

and states that such campaigns made unique propositions to customers that 

convinced them to switch brands)? What causes customers to use your company's 

products/services and to refer them to their family and friends? And, if they 

don’t, why not? What needs to be changed or improved to turn this around? 

The most important questions to ask BEFORE making any improvements 

are: 

Who’s my #1 customer and are they happy with our output? 

Are my members satisfied with/proud of their output? 

What needs to be improved? 

What’re the consequences of not making the improvement? 

What do my members think needs to be done to improve it? 

What’s their Plan Of Action (POA) to make the improvement and what’ll 

it cost? 

Does my leader agree with the POA and will he fund it? 



What new technology can help us? 

To make any system improvements, the assumption is that your system is 

measurable. If not, how can you claim (or measure) that you actually made an 

improvement? Does the improvement enhance your leader’s goals?  

 

Advice:  

Don’t make any major changes in your first 30-days.  

 

Just record your observations and sit down with your team to discuss them. 

Ask for their input as to whether any changes are needed. Listen to their input 

carefully. If changes are needed, remember to run them by your leader first-

especially if they cost money.  

Every improvement is a change, and every change has consequences and 

effects (Appendix A). Your leader needs to approve your changes before any 

action is taken.  
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BY MAXIMIZING YOUR  

TIME AVAILABLE 

 
“If you love life, don't waste time, 

 for time is what life is made up of.”  

– Bruce Lee 

Have you ever wished you could just stop-the-train for a little while, just long 

enough to get caught up or just finish something? We all have.  

Effective people know that no one can manage time. It’s the same as trying to 

manage the weather. However, you can maximize the time you have available 

every day getting the more important things done in the same 8-hours.  

Here are several ways to make that happen.  

Use Standard Formats 

Create a file of standard formats (templates) that you email to your team to 

use in the performance of their duties (like a Decision Paper, Position Paper, 

Memorandum For Record, Plan of Action, Contingency Plan, Mitigation Plan, 

Unresolved Issues List, Assignment Log, Change List, Timetable, Progress 

Briefing, Authorization Matrix, and Decision Support Template).  

Own the Day! 

Here are the best questions to ask to help you get more accomplished in the 

same 8-hour day (Appendix A): 

Do I have the right focus and priorities in relation to my leader’s goals? 



How can I better organize and plan? What is confusing, difficult, or 

complicated? 

How can I identify and eliminate any duplication or redundancies? 

Which processes (systems) need to be improved? 

How can I consolidate, simplify, or eliminate waste? 

How can I identify things that need to be standardized? 

Which duties should we *cross-train on (if someone gets sick)?  

How can I identify things that need to be streamlined or made easier? 

What’s distracting my focus? What takes too much time? 

What training is needed for me and my team members? 

Any Economies of Scale? (reduction of per-unit costs through an increase in 

production volume) 

What else can I delegate? How can I use a #2 Person (or Assistant)? 

How can I avoid running out of supplies that stop us or slows us down? 

How can I best eliminate time wasters? How can I use a Dashboard? 

How can I use a Frequently Asked Question (FAQ) site? 

How can I better anticipate opportunities and problems? 

 

*Cross-training: Training ea. member to perform the duties of two other 

members to minimize the effects of absenteeism. 

Use these Time Saving Tips 

Establish a quiet period to provide uninterrupted concentration at the same 

time every day 

Consolidate outgoing calls and don’t allow incoming calls unless it’s an 

emergency 

Ensure you have someone to screen visitors and block interruptions 



 

Identify time wasters and resolve them and establish fixed hours for your 

team members to visit 

Advise them to state the purpose of the meeting and the length of time needed 

Visit their office. This allows you to finish and leave when you’re done. 

Have your members bring you recommended solutions, not just problems 

Conduct your meetings standing-up, not seated and discourage drop-in 

visitors, Time-limit visits 

Make a habit of meeting monthly for lunch with each team member 

Have your assistant dial calls for you (Please hold for Bob). But don’t use this 

with your leader 

Eliminate Time Wasters 

The greatest time wasters from The Time Trap, by R. Alex Mackenzie are:  

Telephone interruptions and visitors dropping in without appointments 

Meetings both scheduled and unscheduled 

Crisis situations where no plans were possible or created 

Lack of focus, priorities, and deadlines; indecision, procrastination, and 

fatigue 

Cluttered desk and personal disorganization 

Involved in routine/details that should be delegated to others and attempting 

too much at once  

Underestimated the amount of time required to get things done 

Failure to set-up clear lines of authority and responsibility 

Inadequate, inaccurate, or delayed information from others 

Lack of or unclear communication and instructions and the inability to say 

NO 

Lack of standards and Progress Briefings to track progress 



Additional Time Wasters: Negative emotions, illness, distractions, last-minute 

changes, ignorance, laziness, apathy, and complacency. 
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BY CREATING A  

DUTY SCHEDULE 

 
“The key is not to prioritize what's on your schedule,  

but to schedule your priorities.”  

- Stephen Covey 

The purpose of a Duty Schedule is to share the workload on important daily 

duties. A Duty Schedule could be as simple as a calendar showing the names of 

members in your unit that have a duty that day (like ensuring everything is 

locked and secured at the end of the day) or as complex as an airline schedule 

showing all flights with arrival and departure dates and times. The list is endless.  

When creating a Duty Schedule, consider these categories:  

Equity (fairness): When making a Duty Schedule, ensure a fair and 

equitable distribution of work. If you’re assigning someone (or some unit) 

more than their fair share – you’ll hear about it!  

Exemptions: Who, if any, is exempt from the Duty Schedule based on 

vacation, seniority, travel for work, death in the family, illness, and/or 

accident? To make your job easier, if someone cannot perform their duty 

as scheduled- have them find their replacement by switching with someone 

else. Ensure you know who has agreed to be the replacement.  

Operational Rules: Internal rules, like someone must be trained and 

certified before being assigned this duty. 

Regulatory Requirements: External requirements from government 

regulations (like the FAA stating the # hours of sleep a pilot must have 

before being reassigned to a new flight). 



External Schedules: Things that occur every year like holidays or local 

school graduations. 

Procedure for No-Shows: Emergencies will happen. If the scheduled 

person cannot find their replacement, be prepared to contact someone else 

or perform the duty yourself and trade when the scheduled person returns. 

Changes: The biggest problem with scheduling is keeping up with the 

changes, especially the exemptions. Having Backup members available on 

Stand-by is a good idea. 

Note: Use your team to help with scheduling because they'll remember the 

things you forgot. 
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BY GIVING YOUR  

TEAM MEMBERS A BREAK 

 
“Our prime purpose in this life is to help others.  

And if you can't help them, at least don't hurt them.” 

 - Dalai Lama 

This chapter is concerned with fairness and treating others with dignity, 

respect, and kindness. These options are based on how much you trust your team 

members. This is a great way to show your trust in them. 

Comp-Time: Compensatory time is time granted by a leader to a member 

who works past normal work hours or on the weekend. It's done with a 

sense of fairness to the member permitting him to either come in a few 

hours later or to leave a few hours earlier the next day.  

Flex-Time: Letting members set their schedule that best fits their personal 

life (child care, commute traffic, etc.), as long as they are present for 

scheduled meetings or certain core hours during the day (like 10 - 2 PM). 

Telecommuting: Working from home is advisable for those with a long 

commute. This could include a periodic visit to the office once a week, or 

a few times a month. 

If you're more concerned with productivity and getting things done, rather 

than counting heads or filling seats every day, these options should be 

considered. 

 



 If your members are happy and consistently producing excellent results, 

why would you care where or when they work? Sounds like a win-win to 

me! 
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BY IDENTIFYING &  

EXPLOITING OPPORTUNITIES 

 
“Problems are only opportunities in work clothes.”  

- Henry J. Kaiser 

Effective people know that opportunities abound. There are only two reasons 

why you’re not seeing and exploiting these opportunities; either you don’t know 

what you’re looking for, or you’re not looking in the right places.  

Here’s an example to get you thinking: 

“Years ago, Stanley Steamer started out as a company that just cleaned 

carpets/rugs. However, because of competition, they had to find a new and 

innovative way to add services to what they were already doing. Today, 

they have expanded to cleaning any kind of flooring (wood, vinyl, 

concrete). They also clean heating and air conditioning ducts, and who 

knows what else.” 

The most important questions to ask to IDENTIFY & EXPLOIT 

opportunities are: 

What’s our competition doing? 

How can we beat our competition? 

Who’s watching our competition and what is he looking for?  

Does he have the resources needed?  

Who and how often does he report his findings? 

What systems do we have in place to identify opportunities? 

What signs or signals is our system looking for?  



Who’s responsible for this system?  

Where is he looking and what is he looking for? 

Does he have the resources needed?  

Who and how often does he report his findings? 

What's our Unique Selling Proposition (USP) (Chapter 14)? 

Why would someone buy from us and not the competition? 

What's our *Competitive Advantage? 

Are there other services your team could provide to your current 

customers? 

Have our members participated in a Brainstorming session to address this 

problem? 

When was the last time a **Customer Focus Group was used? 

What other non-competing companies have access to our customers?  

Are there other companies that we could partner with to help you grow? 

Are there any government agencies that could use our product or service? 

Are there any religious organizations that could use our product or 

service? 

How can we leverage our existing relationships with our current 

customers? 

 

*Competitive Advantage: When an organization develops an attribute that 

allows it to outperform its competitors, like a special tax exemption only they are 

granted. 

**Customer Focus Group: Group of people randomly selected to candidly 

assess products and services for usability, cost, variety, and complaints/concerns. 

 



 

If you aren’t seriously looking for opportunities,  

guess what your competition is doing? 

 

How can you use SWOT Analysis? 

Teams need to know their current strengths and weaknesses. This is where 

SWOT analysis (Strengths, Weaknesses, Opportunities, and Threats) can help 

assess the current progress of business units, so goals can be created for 

improvement. How can you capitalize on our strengths?  

How can you identify and strengthen your weaknesses? How can you exploit 

each opportunity? What are the weaknesses of your competitors? How can you 

mitigate each threat? 

What's the Best use of a Reserve? 

The purpose of a reserve is to exploit success, not redeem failure. Create a 

Cash Reserve of one-third of your Gross Annual Sales to use to exploit success 

(like investing more in a product or service that is seeing good sales numbers) or 

to invest in a great opportunity.  

Do not use your cash reserve to redeem failure (like trying to save a failing 

product or service line). 
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BY UNDERSTANDING  

RISK 

 
“If you are not willing to risk the unusual,  

you will have to settle for the ordinary.”  

- Jim Rohn 

Simply stated, RISK is Uncertainty! Sounds simple enough, right? So, what 

does uncertainty include? Effective people know that uncertainty includes 

anything you don’t know for certain or anything you have no control over, like 

other people, places, things, and situations.  

How does Certainty & Probability effect Risk?  

When you’re trying to solve a problem you normally start out in a position of 

uncertainty. This will cause you to seek more information to resolve the problem. 

To increase your probability of success, the more information you gather, the 

closer you come to certainty, and the closer you are to solving the problem. The 

closer you come to certainty, the greater your probability of success and the 

lower the risk.  

 

Murphy Axiom: 

If everything seems to be going well,  

you have obviously overlooked something. 

 



 

However, time is also a constraint. If you had more time to resolve the 

problem, you could gather more information. But in most cases, time is limited, 

and you must go with what you have; which creates greater risk. Waiting until 

the last moment to try to resolve a problem normally plays out with less than an 

optimal solution. Finding problems early on will move you closer to a better 

solution.  

What’re all the things that could slow or stop you from consistently producing 

excellent results? By planning for these things to occur, you can decrease your 

probability of failure, thus increasing their probability of success?  

Much of this is done every day in your organizations. It’s called risk 

reduction (like having fire, theft, and liability insurance).  

But what else can you do within your unit to mitigate your risk? In other 

words, what bad situation could reasonably happen and what’re you planning to 

do if it does? 

Probability is the measure of the likeliness that an event will occur and is 

quantified mathematically as a number between 0 and 1 (where 0 indicates 

impossibility and 1 indicates certainty). What most people don’t realize is that:  

 

The Probability of Success +  

Probability of Failure = 1. 

 

This is known as an inverse mathematical relationship, which means that to 

increase your probability of success, you must decrease your probability of 

failure. How do you do that? Keep reading. 

The Guiding Principles of Assessing Risk 

Goal: To identify and mitigate anything that could slow or stop your project 

or could cause physical harm, property damage, financial loss or 

operational issues – of any kind. 



Reasonably-go-wrong: Means anything that could slow or stop your project 

or could cause physical harm, property damage, financial loss or 

operational issues – of any kind (like running out of stuff, equipment 

breaking down, minor accidents, illness, bad weather, forgetting things, 

dead batteries, etc.) Anything that cannot be resolved by calling 911. 

Bad Situations: Bad situations come in two flavors: anticipated and 

unanticipated. 

 

A Bad Situation isn’t a problem unless you have no idea what to do or 

have no resources to respond.  

 

Anticipated Bad Situations (ABS): Examines all the things that you 

anticipate could reasonably-go-wrong that could slow or stop your project 

or could cause physical harm, property damage or financial loss – of any 

kind (like bad weather, forgetting or losing things, dead batteries or the 

Flu). For each ABS, there are two critical things you must assess; Impact 

and Probability.  

Impact means the effect on your project and is categorized as 

Significant, Moderate or Minor. Based on your assessment, if this ABS 

happens, how will it impact/effect your project? 

Probability means how likely is it that this ABS will happen and is 

categorized as High, Medium or Low. Based on your assessment, how 

probable/likely is this ABS to occur. Obviously, if you have an ABS that 

has a Significant Impact and a High Probability of occurring, you’ll 

need lots of help. 

Unanticipated Bad Situations (UBS): Many bad situations never become 

problems because someone responded to them swiftly and decisively. 

They had systems in place to respond to these bad “Unanticipated” 

situations when they occurred. How do you do that?  

Consequences and Effects: Anticipate the Unintended Consequences and 2d 

and 3d Order Effects: (Appendix A) 

Just-In-Case (or JIC): What are you planning to have ready to respond to a 

bad situation – just in case? 



 

Preventive Actions: PAs are designed to catch bad situations before they 

occur - before your project starts? (Appendix A) 

Contingency Plan (CONPLAN) to mitigate: During your project, bad 

situations will occur. What are you planning to do about it? That’s the 

purpose of a Contingency Plan (Appendix A). 
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BY CONDUCTING A  

“RISK ASSESSMENT” 

 
From the previous chapter, you’ve learned that in life there are two types of 

risk; anticipated and unanticipated. In this chapter, we will focus on identifying 

your anticipated risk.  

The purpose of any Risk Assessment is to identify your anticipated risk. You 

can’t control everything that happens to you, but you can control your degree of 

preparation and how you respond. 

Identify your Anticipated Risk  

With the help of your team, conduct a Risk Assessment by Brainstorming 

(Appendix D) anything that could reasonably-go-wrong (bad situation) that could 

slow/stop your project or could cause physical harm, loss of security, financial 

loss or operational issues, by taking these important steps: 

Step 1: Identify your Physical (Safety) Risk.  

Have we inspected the venue about anything that could cause or result in 

injury, illness or death? 

Have we reviewed the checklist, BY NOT FORGETIN NOTHIN, to 

determine if we left anything out? (Appendix B) 

Step 2: Identify your Security Risk.  

What could cause or result in a: 

Cybersecurity breach?  

Loss of sensitive/personal info?  



 

Loss of intellectual property?  

Disruption of services? 

Property damage or loss? 

Step 3: Identify your Financial Risk.  

What could cause or result in any type of financial loss? 

What insurance protection do we need and is it in-force? 

Step 4: Identify your Operational Risk. 

What could slow or stop this project? 

What do we hope is true/necessary for this project to work? 

What assumptions are needed to move the work forward?  

If our assumption is false, what’s our Contingency Plan? 

What are our Unconscious Assumptions?  

What are we forgetting to do? 

Step 5: Identify your Unresolved Issues. 

What do we need to know - but don’t? 

What do we need - but don’t have? 

What do we know for sure, but the answer is unacceptable?  

Who did this project last time and what problems did they encounter? 

What are all the Questions, Unknowns, Concerns, Shortfalls, Obstacles, 

and Problems that could stop or delay this project?  

Step 6: Identify your Consequences and Effects.  

Unintended Consequences:  

What are all the positive outcomes that aren’t the outcomes expected by 

our project (like an unexpected benefit - usually referred to as serendipity 

or a windfall)? 

What are all the negative outcomes that aren’t the outcomes expected by 

our project (like the fact that irrigation gives water for agriculture, it can 

also increase waterborne diseases)? 



2d and 3d Order Effects: 

What are all the ways our project could affect other people?  

How could our project result in/cause changes in resource requirements? 

How could our project result in/cause changes to structures and 

procedures? 

 

Keep asking; Then, what? / What’s next? / What’re we forgetting? What 

will happen or what will we need to do in 30, 60, and 90+ days? Now 

you're ready to make your final decision. 

 

Step 7: Identify your Preventive Actions. 

Which Preventive Actions should we add to our POA Timetable to identify 

any Pre-problems and why (Appendix A)?  
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BY GIVING CUSTOMERS  

WHAT THEY REALLY WANT 

 
“By providing memorable social media customer service, companies not only 

create deeper connections with consumers, but they glean valuable insights on 

how to improve their products or services.” 

 - Amy Jo Martin 

Have you ever wondered who your real customers are and what they really 

want? Many people are stunned to learn that their customers, maybe even their 

best customers, are within their organization.   

 

Effective people care enough to give their customers what they really want 

– rather than what they think they want.  

 

How do you know if your customers are satisfied with what you’re providing 

them?  Their feedback is critical to your success.  

 

Find out what customers really want and  

care enough to help them get it. 

 

Effective people know how important it is to build and maintain relationships 

where each team member believes that meeting the needs of customers is 

important. Feedback from your customers, if captured and acted on, will lead to 

your long-term success.  

Create ways to Collect and Process Feedback  



For example, luxury car companies have one designated person in each sales 

area that periodically calls all car owners to conduct a survey.  The purpose of the 

survey is to gather information about customer satisfaction and to resolve 

problems immediately.  Each survey is graded with the scores reported to 

Corporate Headquarters.  These survey results determine end-of-year bonuses. 

Stay Connected to your Customers  

Listening to your customers is vitally important to your success. You don’t 

have to do everything they say.  But listening to them is in your best interest.  

The most important questions to ask your customers frequently are: 

What was wasted, not used, or a waste of time? 

What was too hard (a hassle), too expensive, or what took too long? 

What do you really like? What did you dislike? 

What broke or didn’t work properly? 

What was difficult to understand or use? 

What suggestions do you have to make things better? 

Now develop a Plan of Action to address each answer. Tell all Key Players if 

things change. 

For example, here's what Elon Musk did after a Tesla customer complained 

on Twitter: 

Customer: “Can you guys program the car once in ‘park’ to move back 

the seat and raise the steering wheel? Steering wheel is wearing.” 

Elon Musk: “Good point. We will add that to all cars in one of the 

upcoming software releases.” 

That’s one way to effectively use social media. Who monitors your social 

media? Who does he report too? Unfortunately, many companies make excuses, 

shift blame or responsibility to another department, or some other form of 

stalling that usually results in the death of good ideas. What a waste! 

Create an "I Can Make It Right" Environment  



 

How many times have you been frustrated by customer service members who 

had no authority or resources to satisfy your problem or complaint? This has 

become the norm and the acceptable standard of service across the country.  

 

Empower your team members with the resources  

to make it right for all customers.  

 

This requires that they be trained, have the resources, and the authority 

necessary to resolve customer problems (like Enterprise Rent-A-Car). 

Create "Raving Fans" 

I’m a Raving Fan of two great restaurants locally. I’m a Raving Fan because 

of their Servers. What is a Raving Fan? As Ken Blanchard wrote in his book,  

 

"A Raving Fan is a customer who is so devoted to your products and services 

that they wouldn't dream of taking their business elsewhere and will sing from 

the rooftops about just how good you are." 

 

To create a Raving Fan, a Server must: 

Always be cheerful, respectful, and attentive 

Remember what we like to order and how we like it delivered 

Pay attention to the details and anticipate our needs 

Never let your drinks run out 

Hustle – and always make things right! 

Oh, and did I mention that the food is great, the price is excellent, and the 

portions are so generous. Incredible! And, in addition to leaving a nice tip, how 

else do I show that I’m a Raving Fan?  

I dine there several times per month, tell all my friends who enjoy good food, 

give them the names of the servers to ask for, brag to the owner about their great 

servers. I also bring guests there to dine, and I submit a glowing review of them 

on Trip Advisor.com. Service, Service, Service will win the day every time!  



 

Your goal is to convert current customers into Raving Fans to gain new 

customers through referrals! 

 

Never Violate the Laws of Customer Service 

The First Law of Customer Service says, 

 

Always under promise and over deliver. 

 

If you tell someone you’ll deliver next Tuesday, you better deliver no later 

than Tuesday. And, if you can deliver on Monday, you’ll be the hero.  

Most often, however, the customer gets the call that it cannot be delivered 

until after Wednesday. Now you’ve lost credibility with your customer.  

 

If you have any doubts as to when you can deliver,  

don’t make the promise in the first place.  

 

Call them back when you have a firm date. And, if the unthinkable happens, 

and you have to break the bad news to the customer, make whatever concessions 

you need to make (reduce the price, provide an upgrade, etc.) to lessen the 

disappointment. Remember, it’s a small world, people talk. Treat them the way 

you wish to be treated if you were the customer. 

The Second Law of Customer Service says, 

 

Never make excuses! 

 

Customers hate excuses! They make you look weak and disorganized! If 

you’re not certain you can deliver, don’t make the promise in the first place. If 

things go wrong, figure out what went wrong, and fix it for good! Customers hate 

flaky people; people they can’t trust to deliver what they promise. 



 

The Third Law of Customer Service says, 

 

Never run out of your most popular stuff. 

 

Know your inventory and your schedule cold! Order replacement/resupply 

well before you expect to run out; especially when it’s your most popular stuff.  

I was once in an upscale new restaurant and ordered my meal with a 

baked potato. A few minutes later, the sever return to inform me that they 

ran out of potatoes. Imagine my astonishment? I was not a happy camper 

and never returned.  

 

THE END! 

 

Congratulations! You’ve reached the end of this book. Thank you for 

reading! Please remember to share what you’ve learned here with others. If you 

help others succeed, they’ll return the favor. 

This book was about how to enhance your career potential by becoming a 

more effective tomorrow than you are today. My effective leaders made it clear 

how much they valued and trusted us. They knew that they could never have 

achieved their level of effectiveness and success without our consistent drive for 

excellence. They knew the secret; they knew how to treat others with dignity, 

respect, and kindness. This is why I served them to the best of my ability. 

 

If you use these small and simple things, in the service of others, you will 

become absolutely essential to any employer lucky enough to have you on 

his team. 

 

I’ve told their story – my job’s done. It’s now your turn to teach what you've 

learned through your example of serving others. I have great faith in your 

potential. Get out of your Comfort Zone and let your struggles drive you to 

greatness! You can do this! 



I pray that you might have a greater desire to serve the people in your 

organization, community, church, and family. 

If you found this book to be of value, you’ll also find value in the other books 

from The Effectiveness Guide series (see Other Books). The subjects covered are 

designed to help you enhance your career by teaching you how to become 

absolutely essential to any organization and how to become more effective 

tomorrow than you are today. 

Also, if you enjoyed this book, I would really appreciate it if you would leave 

me a review on Amazon. I love getting feedback from my readers and reviews on 

Amazon really do make a difference. I read them all and would love to hear your 

thoughts on how we can better serve you. 

 

You can do this! I have faith in you.  

What's holding you back? 

 

Self-Assessment: 

After reading this book: 

How can you use what you've learned to become more effective tomorrow 

than you are today? 

How can you use it to become absolutely essential and irreplaceable to any 

employer? 

How can you use it outside of work (in your community, church, or home) 

to become better? 

Who else could use it to help them become better? 

 

Do something meaningful with your life.  

Pay it forward.  

Help someone else rise.  
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A  

GLOSSARY OF TERMS 

 
After-Action Review (AAR): Professional discussion with all Key Players to 

focus on what happened vs. what was supposed to happen, and asks: “What did 

we learn that can make us better next time?”  

Band Of Excellence (or BOE): Set of performance (results and behavior) 

limits ranging from the Minimum (The Standard) - being the lower performance 

limit to the Maximum (The Goal) - being the upper performance limit. The 

difference between the Minimum Standard and the Maximum Goal is called the 

Band of Excellence for performance. 

Brainstorming: Group process of identifying as many solutions/options to a 

specific problem without assessing, criticizing, or evaluating what is being said. 

Competitive Advantage: Company has an attribute that allows it to 

outperform its competitors, like a special tax exemption. 

Contingency Plan (or CONPLAN): POA only executed if something bad 

happens that was anticipated like bad weather.  

Consequences: Unintended Consequences are outcomes that aren’t the 

outcomes expected by an action. 

Cross-Train: Technique of training each member how to perform the duties 

of at least two other members to minimize the effects of absenteeism.  

Customer Focus Group: Group randomly selected to candidly assess 

products and services for usability, cost, variety, and complaints. 

Dashboard: Display telling the current status of a project.  

Effects, 2d and 3d Order: How the decision/action affects others. 

Frequently Asked Question (FAQ): A listing of the most Frequently Asked 

Questions (FAQ) and answers in the organization normally found on a shared-

drive. 



 

Follow through: Process of returning to the Delegator, either face-to-face or 

on the phone, and reporting the status of their request. 

Flexibility to Respond: Leader’s freedom of action to check on what's 

happening, to identify and resolve problems, to remain responsive to his leader, 

and to respond in case a Direct Report needs help.  

Health and Welfare: Maintaining the stability, harmony, integrity, and 

cohesiveness of the team, while ensuring the standards for performance are 

maintained.  

In-Charge: If you’re In-Charge, it means Take Charge! Your leader is 

counting on you. Don’t let him down. Your job is to plan, prepare, execute, and 

assess the project from start to finish. Be Proactive! See POC and Take-Charge. 

Key Player: Anyone who must take action for a project to be a success. 

(could be Direct Report, peer, superior, or supplier) 

Leadership Philosophy: Written document telling others your definition of 

leadership, your core values, what’s important, what you stand for and what you 

won’t stand for, your expectations of those you lead, what they can expect from 

you, and how you intend to lead those within your charge. 

Organization & Functions Manual (O&F Manual): Binder or digital 

document that includes everything a team member needs to get up to speed 

quickly on his new position. 

Plan of Action (POA): Effective POA must include Objective, Methods, 

Risk, Timetable, Resources Needed, and Unresolved Issues.  

Positive Cash Flow (PCF): Used to measure profit through the combined 

effects of these components; increasing revenues, reducing operating costs, better 

use of available resources, and anticipating problems today to save money 

tomorrow 

Preventive Actions: Actions planned 30-60-90 days in advance of a project's 

start, that are added to the project's timetable, to identify and resolve problems 

and mistakes to enhance project success. 

Progress Briefing: Summary of work’s progress giving the Bottom line - Up 

front, explaining the reasons, Unresolved Issues, and changes since the last 

report.  



Staff: Special group of members that provide support to Line Units (like 

accounting, legal, sales, marketing, etc.). 

Staffing: Process of collaborating by circulating a document through all 

parties for their concurrence or non-concurrence with comments. In the end ask 

everyone, “Can you follow, execute, and support this …? If not, why?” 

Standby: Assigned members available 24/7, with no other duties or 

responsibilities, to respond within minutes to needs of Project Lead, especially 

for unanticipated situations. 

Unintended Consequences: Outcomes that aren’t the outcomes expected by 

an action/decision. 

Unique Selling Proposition (USP): Marketing concept states that such 

campaigns made unique propositions to customers that convinced them to switch 

brands. 

 

  



 

B  

BY NOT FORGETIN NOTHIN 

 
Have you ever created a POA, but later found that you forgot or left 

something out? Effective people have a checklist of all the things they need to 

consider?  

Here's the start of a checklist to use during your lifetime to help you better 

prepare for anything.  

Communications: Do you have direct communication with your Key Players 

via cell phone or 2-way radios with back up batteries and chargers? Does 

everyone have a list of each other’s phone numbers? What if they’re not near 

their cell phone when you call (or are on another call)? 

Fun: Laughter, humor, music, breaks, snacks, games, awards, recognition, 

surprises, and prizes. 

Getting attendees involved: How can you put attendees to work? Have them 

physically do something, simulations, problem-solving, breakout sessions, circuit 

training, seminars, workshops, round-robin stations, role-playing, practical 

exercises, competition, or small group discussions.  

Headquarters: Is there a defined/known location at the event/activity, with a 

dedicated phone number, that is open 24/7 that tracks attendance, safety, first aid: 

with vehicle, driver, and map to the nearest hospital? 

Life Support: How will the participants be physically sustained (includes 

food, drink, snacks, ice, communications, lodging (if overnight), transportation, 

hygiene, toilets, electricity, cooking, refrigeration, liability insurance, sanitation 

(hand sanitizer, toilet paper), overhead shelter (if it rains), trash containers, and 

trash collection and removal). The longer the time and distance from home base, 

the more complicated the life support becomes. 



Other: Parking, access for delivery vehicles, traffic flow, who tracks who’s 

there and who’s not? Do you have a backup location in case of bad weather? Did 

you delegate all these tasks? Do you have consensus from all Key Players?  

Pre-work: Do you want the participants to do something before the event and 

bring it with them?  Do they need to review a read-ahead packet?  If so, provide 

it in advance. 

Program Support: Audio/visual aids, handouts, loud-speaker, music, 

surveys, or backup generators? 

Promotion: How can you best advertise the event/activity that creates interest 

and anticipation? What’s in it for them? What would make most people want to 

participate/attend? How will you communicate this to all invitees?  

Quality Control (Assessment): IPRs, AARs, meetings, deliverables, 

accountability, surveys, Contingency and Mitigation Plans, Progress Briefings, 

metrics, milestones, Timetables, and/or achieving consensus? 

Rehearsals: What do you need to see before you start? Do you need to 

practice, preview, or rehearse anything before the event/activity? Who is 

reviewing any documents, correspondence, etc. to see if they make sense and are 

correct?  

Safety/Medical: What if someone gets hurt? Do you need first aid kits, 

defibrillators, life jackets (if around water), and fire extinguishers? Are there any 

other hazards (like holes, cliffs, water, or any way people could get hurt)?  How 

can you mitigate this risk? Do you need members trained in CPR and first aid? 

How about Bee stings (EpiPen® need a prescription), bug spray, location of 

nearest hospital, vehicle designated to transport, maps to hospital, cell phones 

with 911 capabilities, and/or ambulance needed on the site? 

Schedule/Program: Is there ample time built into the program for all to have 

fun and do something meaningful, instead of just sitting there? How about a 

mixer (with name tags) so members can get to meet and know each other? 

Search Plan: What happens when someone is reported “missing," especially 

if away from the organization's property? 

Security: Are chaperones, guards, police, crowd and traffic control, or 

checkers needed? Cell phones (with chargers/extra batteries), cameras, and 

phone# available? Metal detectors needed to check for weapons? 



 

Site Transition: Site problems also include the poor scheduling of other units 

before and after your scheduled time. The concern here is that the previous unit 

may not be cleared of the site before you try to set-up. And, this includes your 

departure at the end of your project, before the next unit attempts to move in. 

Additionally, many units try to pre-stage and move supplies and equipment in the 

night before the project. Make sure you know who’ll be there prior to you, and 

who is coming in after you to ensure the handoff is smooth. 

Small Children: Children are a special challenge because they're so mobile 

and seem to find their way, unsupervised, into places where they could 

potentially get hurt. If there's water, you'll need life vests, lifeguards and the like. 

If there's fire or anything hot, or vehicle traffic, or wells, or cliffs…get the idea?  

Time: When’s the start time and end time? What else is going on around the 

selected site during this time? What else is going on in the lives of those assigned 

to perform certain projects/tasks like graduations, summer vacations, or the Super 

Bowl? Hint? What happened last year at the same time and place? What’s your 

Contingency Plan?  

Note: You may not need all these reminders for your next project, but it's a 

nice checklist to add to your toolbox. 

 

What are you forgetting to do? 

 

Murphy’s 5th Corollary: 

Whatever you start out to do, there will always  

be something you should have done first. 

 

  



C  

MAKING CORRECTIONS 

 
Effective people know that correcting other people has far more to do with 

HOW it’s done, rather than what is said.  

Here are a few suggestions on HOW to make meaningful corrections. 

 

Never walk by something that needs to be corrected,  

or you’ll send the message that it’s not important. 

 

When correcting, you’re training your Direct Reports what’s acceptable and 

what’s not. Make sure you know and understand your company’s rules and 

standards of behavior and results before making any corrections. I believe that 

everyone is good and, if given half a chance, they will continue to do good. 

However, occasionally, any good person can do something bad or stupid.  

 

Speak to your Direct Report FIRST: 

Let’s assume you are visiting one of your Direct Reports that has team 

members working for him. When you arrive, find your Direct Report first, before 

walking around. Now, as you walk around, with your Direct Report, if you find a 

mistake/bad behavior, discretely point it out to your Direct Report, not one of his 

team members. When you notice something that needs to be corrected, or not the 

way you want it to be, immediately and indiscreetly speak with the Direct Report 

to ensure the correction is made.  

 



 

Your goal is to calibrate your Direct Report, so that  

he sees what you see, and makes the corrections. 

 

Separate the Person from the Mistake: 

When you separate the mistake from the person, you’re now ready to discuss 

and judge the mistake, not the person. This is the first step before you can 

successfully correct or punish anyone.  

If you focus your attention on the person, instead of the mistake/bad behavior, 

you’ll be creating an adversarial relationship. The assumption here is that the 

mistake is something the member can correct. Also, ask, “How can you ensure 

this doesn’t happen again?” Then, listen carefully for their response.   

Get them to commit to taking personal accountability for making the 

correction. This will also help the person focus on their mistake/bad behavior 

instead of their resentment created by your attacking (or judging) them as a 

person.  

Use the Correcting Process: 

An example of the Correcting Process includes: 

The Correcting Process 

Steps Use “I” Statements 

Observation “I noticed, saw, heard….” 

Effect, 

Consequences 
“I feel, think, believe, and am concerned that...” 

Request “I need you to…. (Start, stop, change, etc.)” 

Positive Expectation 
“You’re one of my best team members. But you 

need to fix this, today.” 

Here’s one example of correcting bad behavior involving one of your Direct 

Reports:  

You overhear one of your Direct Reports, Bob, screaming at one of his 

team members. Obviously, Bob was very upset over something. You 

interrupt and ask Bob to walk with you to a vacant room.  



You close the door and say, “Bob, I noticed you were screaming at 

Sally about something. I’m concerned because this is not acceptable 

behavior, but more importantly, this is not you. I really need you to calm 

down, apologize to Sally, and refrain from screaming at anyone. Okay?”  

Pause: “Bob, I’m surprised at this behavior. I expect much better from 

you. You’re one of my best guys. But I need you to fix this. Tell me what 

you’re going to do to fix this today?” 

In this example, you used the Correcting Process to guide your actions. And, 

you can ask for an explanation. But what does it matter? His behavior was 

unacceptable. Your comments were immediate, appropriate, private, and direct. 

You might also recommend that Bob take some time off.  

When correcting a mistake or inappropriate behavior, don’t ask how you can 

help. If you do, you’re not letting the member accept personal accountability for 

his behavior. It’s up to him to correct his behavior – not you!  

 

  



 

OTHER BOOKS 

 
THESE BOOKS WILL TEACH YOU HOW TO MAXIMIZE YOUR TRUE 

CAREER POTENTIAL AND ARE AVAILABLE FROM ALL MAJOR 

ONLINE BOOK RETAILERS 

If you liked this book, you'll really like the others in our collection. 

From The Effectiveness Guide series, topics include: 

 

VOLUME 1:  

YOUR GUIDE TO BETTER FOLLOWERSHIP 

CHAPTER 1:  BY UNDERSTANDING FOLLOWERSHIP 

CHAPTER 2:  BY KNOWING YOUR “REDCAPS” COLD! 

CHAPTER 3:  WHAT’S MOST IMPORTANT TO YOUR EMPLOYER? 

CHAPTER 4:  BY “ADDING-VALUE” TO YOUR EMPLOYER 

CHAPTER 5:  BY BEING ACCOUNTABLE TO YOUR EMPLOYER 

CHAPTER 6:  BY CONTRIBUTING TO EMPLOYER MEETINGS 

CHAPTER 7:  BY FOLLOW UP & FOLLOW THROUGH 

CHAPTER 8:  BY BEING PROACTIVE 

CHAPTER 9:  BY GIVING “SITUATION REPORTS” 

CHAPTER 10:  BY ACCEPTING NEW ASSIGNMENTS 

CHAPTER 11:  BY AVOIDING THE REASONS PROJECTS FAIL 

CHAPTER 12:  BY CONDUCTING PROJECTS 

CHAPTER 13:  BY GIVING FEEDBACK TO YOUR EMPLOYER 

CHAPTER 14:  BY ENHANCING YOUR CREDIBILITY 

CHAPTER 15:  BY SUPPORTING YOUR EMPLOYER 

APPENDIX A:  GLOSSARY OF TERMS 

APPENDIX B:  TAKING “IMMEDIATE ACTION” 
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APPENDIX C:  USING “PREVENTIVE ACTIONS” 

APPENDIX D:  GIVING AND RECEIVING “BACKBRIEFINGS” 

APPENDIX E:  CREATING “CONTINGENCY/MITIGATION PLANS” 

APPENDIX F:  CREATING A “PLAN OF ACTION” 

APPENDIX G:  DON’T FORGET NOTHIN! 

APPENDIX H:  ASSESSING “CONSEQUENCES AND EFFECTS” 

 

VOLUME 2:  

YOUR GUIDE TO BETTER DELEGATING 

CHAPTER 1:  BY USING THE POWER OF DELEGATION 

CHAPTER 2:  BY BUILDING TRUST 

CHAPTER 3:  BY IDENTIFYING YOUR “REDCAPS” 

CHAPTER 4:  BY KEEPING YOUR "FLEXIBILITY TO RESPOND" 

CHAPTER 5:  BY BEING ACCOUNTABLE TO YOUR EMPLOYER 

CHAPTER 6:  BY FOLLOWING UP 

CHAPTER 7:  BY FOLLOWING THROUGH 

CHAPTER 8:  BY RESOLVING ALL “UNRESOLVED ISSUES” 

CHAPTER 9:  BY USING THE DELEGATION PROCESS 

CHAPTER 10:  BY USING “PREVENTIVE ACTIONS” 

CHAPTER 11:  BY CONDUCTING YOUR “INHERENT DUTIES” 

CHAPTER 12:  BY DELEGATING YOUR “ASSIGNED DUTIES” 

CHAPTER 13:  BY “ACCEPTING” NEW ASSIGNMENTS 

CHAPTER 14:  BY “NEGOTIATING” WITH YOUR EMPLOYER 

CHAPTER 15:  BY GIVING “SITUATION REPORTS” 

CHAPTER 16:  BY “CONDUCTING” ASSIGNMENTS 

CHAPTER 17:  BY “MAKING” ASSIGNMENTS TO OTHERS 

CHAPTER 18:  BY “NEGOTIATING” ASSIGNMENTS YOU MAKE 

CHAPTER 19:  BY GIVING AND RECEIVING BACKBRIEFINGS 

CHAPTER 20:  BY GIVING AND RECEIVING PROGRESS BRIEFINGS 

CHAPTER 21:  BY PROVIDING “ADVANCED WARNING” 
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CHAPTER 22:  BY IDENTIFYING THE CAUSES OF FAILURE 

CHAPTER 23:  BY ASSESSING HOW WELL YOU DELEGATE 

 

VOLUME 3:  

YOUR GUIDE TO BETTER PLANNING 

CHAPTER 1:  BY CREATING A PLAN OF ACTION (POA) 

CHAPTER 2:  BY USING FORMATS AND CHECKLISTS 

CHAPTER 3:  BY USING PREVENTIVE ACTIONS 

CHAPTER 4:  BY EXAMINING YOUR ASSUMPTIONS 

CHAPTER 5:  BY TAKING “IMMEDIATE ACTION” 

CHAPTER 6:  BY NOT FORGETIN NOTHIN! 

CHAPTER 7:  BY GIVING & RECEIVING “BACKBRIEFINGS” 

CHAPTER 8:  BY GIVING & RECEIVING “PROGRESS BRIEFINGS” 

CHAPTER 9:  BY ASSESSING THE CONSEQUENCES & EFFECTS 

CHAPTER 10:  BY UNDERSTANDING RISK 

CHAPTER 11:  BY CONDUCTING A RISK ASSESSMENT 

CHAPTER 12:  BY MITIGATING YOUR ANTICIPATED RISK 

CHAPTER 13:  BY MITIGATING YOUR UNANTICIPATED RISK 

CHAPTER 14:  BY DEMONSTRATING GOOD JUDGMENT 

CHAPTER 15:  BY MANAGING A BUDGET 

CHAPTER 16:  BY ASSESSING PROJECT SUCCESS 

CHAPTER 17:  BY INSPECTING WHAT YOU EXPECT 

APPENDIX A:  GLOSSARY OF TERMS 

APPENDIX B:  BY RESOLVING ALL YOUR UNRESOLVED ISSUES 

APPENDIX C:  BY LEARNING FROM MISTAKES & FAILURE 

APPENDIX D: CONDUCT A BRAINSTORMING SESSION 

APPENDIX E:  MAKING CORRECTIONS 

APPENDIX F:  MAKING CHANGES TO YOUR PROJECT 

 

http://www.amazon.com/Your-Guide-Better-PLANNING-Discover/dp/1511816422/ref=sr_1_25?s=books&ie=UTF8&qid=1441408611&sr=1-25&keywords=edward+J+murphy
http://www.amazon.com/Your-Guide-Better-PLANNING-Discover/dp/1511816422/ref=sr_1_25?s=books&ie=UTF8&qid=1441408611&sr=1-25&keywords=edward+J+murphy


VOLUME 4:  

YOUR GUIDE TO BETTER ORGANIZING 

CHAPTER 1:  BY GETTING YOUR “ACT” TOGETHER, QUICKLY! 

CHAPTER 2:  BY TRACKING ALL THE “MOVING PARTS” 

CHAPTER 3:  BY ASSESSING YOUR READINESS 

CHAPTER 4:  BY TRANSITIONING NEW TEAM MEMBERS 

CHAPTER 5:  BY IN-PROCESSING NEW MEMBERS 

CHAPTER 6:  BY BECOMING MORE EFFECTIVE, EFFICIENT, & CONSISTENT 

CHAPTER 7:  BY SHARPENING YOUR FOCUS AND PRIORITIES 

CHAPTER 8:  BY IDENTIFYING YOUR PRIORITY ACTIVITIES 

CHAPTER 9:  BY INSPECTING WHAT YOU EXPECT 

CHAPTER 10:  BY ELIMINATING DISTRACTIONS 

CHAPTER 11:  BY ELIMINATING CRISIS MANAGEMENT 

CHAPTER 12:  BY ASSESSING YOUR OPERATING SYSTEMS 

CHAPTER 13:  BY ASSESSING YOUR BUSINESS SYSTEMS 

CHAPTER 14:  BY MAKING IMPROVEMENTS 

CHAPTER 15:  BY MAXIMIZING YOUR TIME AVAILABLE 

CHAPTER 16:  BY CREATING A DUTY SCHEDULE 

CHAPTER 17:  BY GIVING YOUR TEAM MEMBERS A BREAK 

CHAPTER 18:  BY IDENTIFYING & EXPLOITING OPPORTUNITIES 

CHAPTER 19:  BY GIVING CUSTOMERS WHAT THEY WANT 

 

VOLUME 5:  

YOUR GUIDE TO BETTER COMMUNICATING 

CHAPTER 1:  BY FINDING OUT WHAT’S REALLY GOING ON 

CHAPTER 2:  BY REDUCING MISCOMMUNICATIONS 

CHAPTER 3:  BY USING CRITICAL REASONING & CREATIVE THINKING 

CHAPTER 4:  BY WRITING TO CONVINCE 

CHAPTER 5:  BY ENHANCING YOUR EMAIL 

CHAPTER 6:  BY SPEAKING TO INFORM 

CHAPTER 7:  BY SPEAKING TO CONVINCE 

http://www.amazon.com/Your-Guide-Better-ORGANIZING-Organizing/dp/1511823771/ref=sr_1_30?s=books&ie=UTF8&qid=1441408623&sr=1-30&keywords=edward+J+murphy
http://www.amazon.com/Your-Guide-Better-ORGANIZING-Organizing/dp/1511823771/ref=sr_1_30?s=books&ie=UTF8&qid=1441408623&sr=1-30&keywords=edward+J+murphy
http://www.amazon.com/Your-Guide-Better-COMMUNICATING-Discover/dp/1511823992/ref=sr_1_26?s=books&ie=UTF8&qid=1441408623&sr=1-26&keywords=edward+J+murphy
http://www.amazon.com/Your-Guide-Better-COMMUNICATING-Discover/dp/1511823992/ref=sr_1_26?s=books&ie=UTF8&qid=1441408623&sr=1-26&keywords=edward+J+murphy


 

CHAPTER 8:  BY SPEAKING TO ENTERTAIN 

CHAPTER 9:  BY EXPRESSING YOUR OPINION 

CHAPTER 10:  BY PERSUADING OTHERS 

CHAPTER 11:  BY LISTENING ACTIVELY 

CHAPTER 12:  BY CONDUCTING MEETINGS 

CHAPTER 13:  BY CONDUCTING A “PRODUCTIVITY BRIEFING” 

CHAPTER 14:  BY CONDUCTING “IN-PROGRESS REVIEWS” 

CHAPTER 15:  BY CONTRIBUTING TO YOUR LEADER'S MEETINGS 

CHAPTER 16:  BY GIVING AND RECEIVING FEEDBACK 

CHAPTER 17:  BY GIVING FEEDBACK TO YOUR LEADER 

CHAPTER 18:  BY ENHANCING YOUR BODY LANGUAGE 

CHAPTER 19:  BY COLLABORATING WITH OTHERS 

CHAPTER 20:  BY ENGAGING IN DIALOGUE 

CHAPTER 21:  BY ACHIEVING TEAM CONSENSUS 

CHAPTER 22:  BY RESOLVING “REASONS FOR NON-SUPPORT” 

CHAPTER 23:  BY “STAFFING A DOCUMENT” 

CHAPTER 24:  BY BRAINSTORMING & COMMON-SENSE TEST 

CHAPTER 25:  BY USING “OBJECTIVE & OBSTACLE TECHNIQUE” 

CHAPTER 26:  BY FOLLOWING UP & FOLLOWING THROUGH 

CHAPTER 27:  BY BECOMING A MASTER COMMUNICATOR 

 

VOLUME 6:  

YOUR GUIDE TO BETTER PROBLEM  

SOLVING & DECISION MAKING 

CHAPTER 1:  BY KNOWING HOW PROBLEMS ARE RESOLVED 

CHAPTER 2:  BY FINDING THE CAUSE OF PROBLEMS 

CHAPTER 3:  BY GATHERING RELEVANT INFORMATION 

CHAPTER 4:  BY FINDING ALL POSSIBLE SOLUTIONS 

CHAPTER 5:  BY TESTING POSSIBLE SOLUTIONS 

CHAPTER 6:  BY SELECTING THE BEST SOLUTION 

CHAPTER 7:  BY PREVENTING PROBLEMS 

http://www.amazon.com/Your-Guide-Better-PROBLEM-SOLVING/dp/1511824107/ref=sr_1_27?s=books&ie=UTF8&qid=1441408623&sr=1-27&keywords=edward+J+murphy
http://www.amazon.com/Your-Guide-Better-PROBLEM-SOLVING/dp/1511824107/ref=sr_1_27?s=books&ie=UTF8&qid=1441408623&sr=1-27&keywords=edward+J+murphy
http://www.amazon.com/Your-Guide-Better-PROBLEM-SOLVING/dp/1511824107/ref=sr_1_27?s=books&ie=UTF8&qid=1441408623&sr=1-27&keywords=edward+J+murphy


CHAPTER 8:  BY CORRECTING PROBLEMS 

CHAPTER 9:  BY ELEVATING PROBLEMS YOU CAN’T RESOLVE 

CHAPTER 10:  BY MAKING BETTER DECISIONS 

CHAPTER 11:  BY USING DECISION-MAKING TOOLS 

CHAPTER 12:  BY HELPING YOUR LEADER DECIDE 

CHAPTER 13:  BY OVERCOMING DECISION-MAKING OBSTACLES 

CHAPTER 14:  BY ANTICIPATING & EMBRACING CHANGE 

CHAPTER 15:  BY DEALING WITH AMBIGUITY 

CHAPTER 16:  BY USING CHANGE CONTROL PROCEDURES 

CHAPTER 17:  BY MAKING CHANGES TO YOUR PROJECT 

CHAPTER 18:  BY CONDUCTING REHEARSALS 

APPENDIX A:  GLOSSARY OF TERMS 

APPENDIX B:  REAL WORLD PROBLEM-SOLVING EXAMPLE 

APPENDIX C:  ADVANCE PROBLEM-SOLVING WITH VUCA 

APPENDIX D:  DON’T FORGET NOTHIN! 

 

VOLUME 7:  

YOUR GUIDE TO BETTER AWARENESS 

CHAPTER 1:  WHAT IS AWARENESS? 

CHAPTER 2:  BY KNOWING WHAT YOU CANNOT CONTROL 

CHAPTER 3:  BY BECOMING MORE SELF-AWARE 

CHAPTER 4:  BY STRIVING FOR SERENITY 

CHAPTER 5:  BY OVERCOMING YOUR PRIDE 

CHAPTER 6:  BY OVERCOMING YOUR FEAR 

CHAPTER 7:  BY EXPANDING YOUR “LEARNING ZONE” 

CHAPTER 8:  BY RESPONDING TO EMOTION 

CHAPTER 9:  BY HARNESSING THE POWER OF YOUR MIND 

CHAPTER 10:  BY IDENTIFYING YOUR “MISTAKEN CERTAINTIES” 

CHAPTER 11:  BY USING AFFIRMATIONS & VISUALIZATION 

CHAPTER 12:  BY DEALING WITH YOUR TOLERATIONS 

http://www.amazon.com/Your-Guide-Better-AWARENESS-Discover/dp/1511824239/ref=sr_1_25?s=books&ie=UTF8&qid=1441408207&sr=1-25&keywords=edward+J+murphy
http://www.amazon.com/Your-Guide-Better-AWARENESS-Discover/dp/1511824239/ref=sr_1_25?s=books&ie=UTF8&qid=1441408207&sr=1-25&keywords=edward+J+murphy


 

CHAPTER 13:  BY BEING MORE ASSERTIVE 

CHAPTER 14:  BY BEING MORE SENSITIVE TO OTHERS 

CHAPTER 15:  BY BEING QUICK TO SAY, “I’M SORRY” 

CHAPTER 16:  BY BECOMING MORE SPIRITUALLY AWARE 

CHAPTER 17:  BY BEING HUMBLE 

CHAPTER 18:  BY SERVING OTHERS 

CHAPTER 19:  BY SUPPORTING YOUR EMPLOYER 

CHAPTER 20: BY BUILDING “CREDIBILITY” 

CHAPTER 21:  BY FOCUSING ON YOUR PRIORITIES 

CHAPTER 22:  BY KNOWING WHAT MATTERS MOST IN LIFE 

 

VOLUME 8:  

YOUR GUIDE TO BETTER TRAINING 

CHAPTER 1:  BY UNDERSTANDING YOUR ROLE AS TRAINER 

CHAPTER 2:  BY SELECTING TEAM MEMBER TASKS 

CHAPTER 3:  BY CREATING YOUR LEARNING OBJECTIVES 

CHAPTER 4:  BY CREATING YOUR “ORGANIZATION & FUNCTIONS MANUAL” 

CHAPTER 5:  BY SELECTING THE BEST TIME TO TRAIN 

CHAPTER 6:  BY USING THE “ADULT TRAINING MODEL” 

CHAPTER 7:  BY USING "ROLE PLAY" 

CHAPTER 8:  BY CREATING A LEARNING ENVIRONMENT 

CHAPTER 9:  BY CONDUCTING “AFTER ACTION REVIEWS” 

CHAPTER 10:  BY CREATING MORE EFFECTIVE TEAM MEMBERS 

CHAPTER 11:  BY POSITIONING MEMBERS FOR EXCELLENCE 

CHAPTER 12:  BY CONTINUING YOUR EDUCATION & TRAINING 

CHAPTER 13:  BY TRAINING MEMBERS FOR THE FUTURE 

CHAPTER 14:  BY ASSESSING YOUR TRAINING 

CHAPTER 15:  BY ASSESSING YOUR CAREER RESILIENCE 

CHAPTER 16:  BY SETTING CAREER GOALS 

CHAPTER 17:   BY ACHIEVING CAREER GOALS 

https://www.amazon.com/Your-Guide-Better-Training-Effectiveness/dp/1544824173/ref=sr_1_19?s=books&ie=UTF8&qid=1492481418&sr=1-19&keywords=edward+j+murphy
https://www.amazon.com/Your-Guide-Better-Training-Effectiveness/dp/1544824173/ref=sr_1_19?s=books&ie=UTF8&qid=1492481418&sr=1-19&keywords=edward+j+murphy


 

VOLUME 9:  

YOUR GUIDE TO BETTER MOTIVATING 

CHAPTER 1:  WHAT MOTIVATES HUMAN BEHAVIOR? 

CHAPTER 2:  BY USING POSITIVE MOTIVATORS 

CHAPTER 3:  BY USING NEGATIVE MOTIVATORS 

CHAPTER 4:  BY MAKING CORRECTIONS 

CHAPTER 5:  BY ADMINISTERING PUNISHMENT 

CHAPTER 6:  BY BUILDING EFFECTIVE TEAMS 

CHAPTER 7:  BY KNOWING HOW EFFECTIVE TEAMS FUNCTION 

CHAPTER 8:  BY CHAMPIONING INNOVATION, INVENTION, IMPROVEMENT, AND 

CREATIVITY 

CHAPTER 9:  BY BUILDING “SOCIAL CAPITAL” 

CHAPTER 10:  BY SUPPORTING YOUR TEAM'S GOALS 

CHAPTER 11:  BY SERVING YOUR TEAM 

CHAPTER 12:  BY HIRING THE "BEST COLLABORATORS" 

CHAPTER 13:  BY RETAINING TALENTED TEAM MEMBERS 

CHAPTER 14:  BY CONDUCTING “TEAM BUILDING SESSIONS” 

CHAPTER 15:  BY COACHING FOR PEAK PERFORMANCE 

CHAPTER 16:  BY SETTING STANDARDS 

CHAPTER 17:  BY MEASURING PERFORMANCE 

CHAPTER 18:  BY ASSESSING RESULTS 

CHAPTER 19:  BY ASSESSING BEHAVIOR 

CHAPTER 20:  BY ASSESSING POTENTIAL 

CHAPTER 21:  BY REVIEWING PERFORMANCE 

CHAPTER 22:  BY “KEEPING THE PEACE” 

CHAPTER 23:  BY RESOLVING CONFLICT 

CHAPTER 24:  BY LETTING MEMBERS GO 

 

VOLUME 10:  

YOUR GUIDE TO BETTER CHARACTER 

http://www.amazon.com/Your-Guide-Better-MOTIVATION-Discover/dp/1511824352/ref=sr_1_28?s=books&ie=UTF8&qid=1441408623&sr=1-28&keywords=edward+J+murphy
http://www.amazon.com/Your-Guide-Better-MOTIVATION-Discover/dp/1511824352/ref=sr_1_28?s=books&ie=UTF8&qid=1441408623&sr=1-28&keywords=edward+J+murphy
http://www.amazon.com/Your-Guide-Better-CHARACTER-Discover/dp/1511824506/ref=sr_1_31?s=books&ie=UTF8&qid=1441408623&sr=1-31&keywords=edward+J+murphy
http://www.amazon.com/Your-Guide-Better-CHARACTER-Discover/dp/1511824506/ref=sr_1_31?s=books&ie=UTF8&qid=1441408623&sr=1-31&keywords=edward+J+murphy


 

CHAPTER 1:  BY KNOWING THE POWER OF CHARACTER 

CHAPTER 2:  BY RECOGNIZING THE SIGNS OF MATURITY 

CHAPTER 3:  BY IDENTIFYING RIGHT FROM WRONG BEHAVIOR 

CHAPTER 4:  BY KNOWING HOW CHARACTER IS LEARNED 

CHAPTER 5:  BY “CELEBRATING THE STRUGGLE” 

CHAPTER 6:  BY CHOOSING GOOD ROLE MODELS 

CHAPTER 7:  BY PROTECTING YOUR CHARACTER 

CHAPTER 8:  BY RECOGNIZING YOUR LIMITING BEHAVIORS 

CHAPTER 9:  BY BECOMING MORE SELF-AWARE 

CHAPTER 10:  BY BECOMING MORE “INTERDEPENDENT” 

CHAPTER 11:  BY BECOMING MORE “RESILIENT” 

CHAPTER 12:  BY DEMONSTRATING “MORAL COURAGE” 

CHAPTER 13:  BY BEING HUMBLE 

CHAPTER 14:  BY PROTECTING THEIR “HEALTH & WELFARE" 

CHAPTER 15:  BY LIVING YOUR " LEADERSHIP PHILOSOPHY" 

CHAPTER 16:  BY SERVING YOUR TEAM 

CHAPTER 17:  BY TREATING OTHERS WITH “DIGNITY, RESPECT, AND KINDNESS” 

 

THE EFFECTIVENESS GUIDE (includes Volumes 1-10) 

 

All the above books are also available from our Book Store. 

 

 
 

From The Career Potential series, topics include: 

Volume 1: Getting THE Call: How to Find a New Job in 90 Days or 

Less. 

https://www.amazon.com/Effectiveness-Guide-Discover-Becoming-Effective-ebook/dp/B01IFJWX2K/ref=sr_1_54?s=books&ie=UTF8&qid=1505155533&sr=1-54&keywords=edward+j+murphy
http://www.theeffectivenessguide.com/book-store/
http://www.amazon.com/Getting-Call-Discover-Interviews-Struggling/dp/1480257907/ref=sr_1_12?s=books&ie=UTF8&qid=1451494135&sr=1-12&keywords=edward+j.+murphy


Volume 2: Choosing a Career That Matters: How to Find the Career 

You Were Meant to Have. 

 

All the above books are also available from our Book Store. 

 

  

http://www.amazon.com/Choosing-CAREER-That-Matters-Building/dp/1511864141/ref=sr_1_26?s=books&ie=UTF8&qid=1441408215&sr=1-26&keywords=edward+J+murphy
https://www.theeffectivenessguide.com/book-store/


 

NOTES 

 
What are the core aspects of your business including purpose: 

http://en.wikipedia.org/wiki/Business_model; November 2, 2014 

Elon Musk: CNBC, Make It., A lesson in leadership: Elon Musk spends 

weekend responding to Tesla customers, admits 'foolish oversight', 

https://www.cnbc.com/2017/08/21/elon-musk-repsonds-to-tesla-owners-twitter-

requests-for-new-features.html; Aug 21, 2017 

 

 

  



ONE LAST THING… 

 

If you feel this information could help someone else, please take a few 

moments to let them know. If it turns out to make a difference in their life, they’ll 

be forever grateful to you – as will I.  

 

Let’s make a difference together -  

one person at a time! 

All the best!  

 

 
 

Connect with Me @ 

Founder of TheEffectivenessGuide.com 

Email 

 

What are you doing to improve yourself?  

Stop wishing you were better and  

do something about it TODAY! 

 

PS: If you enjoyed this book, I would really appreciate it if you would leave me a 

review on Amazon. I love getting feedback from my readers and reviews on 

Amazon really do make a difference. I read them all and would love to hear your 

thoughts on how we can better serve you. 

 

  

https://www.theeffectivenessguide.com/
mailto:ed.murphy77@gmail.com
http://www.amazon.com/Your-Guide-Better-ORGANIZING-Organizing/dp/1511823771/ref=sr_1_30?s=books&ie=UTF8&qid=1441408623&sr=1-30&keywords=edward+J+murphy


 

 

 

See How at  

TheEffectivenessGuide.com 

 

 

https://www.theeffectivenessguide.com/
https://www.theeffectivenessguide.com/

