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Technology Our Examples 

Core competencies  
Technical skills 
What we do 
Our products/services 
Value we add/deliver 
Frontline performers� expertise 
  
 
Management Our Examples 

Processes  
Facts 
Intellectual 
Head 
Position power 
Control  
Problem-solving 
Reactive 
Doing things right 
Rules 
Goals 
Light a fire under people 
Written communications 
Standardization  
  

Management Technology  

Leadership 
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Leadership Our Examples 

People  
Feelings 
Emotions 
Heart 
Persuasion power 
Commitment  
Possibility thinking 
Proactive 
Doing the right things  
Values 
Vision 
Stoke the fire within people 
Verbal communication 
Innovation  
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A department, region, division, or entire organization�s performance ripples out from the 
management team leading it. Research clearly shows the 30 � 50 percent of the time that 
organization change and improvement efforts succeed, they are led by management teams who 
realize that to change �them,� we also need to change �us.� Failing to develop the management 
team in conjunction with organization change efforts is like hiring a contractor to renovate the 
kitchen, but refusing to move anything in the cupboards and insisting that the work not disrupt 
any meals or family gatherings.  
 
The 50 � 70 percent of the time that organizational revitalization, turnarounds, leadership 
development, culture change, implementing new processes or technologies, restructuring, and the 
like fail, one of the root causes is a dysfunctional or weak management team. The top manager of 
one team we worked with showed up at a team retreat with folders printed showing the company 
logo and the words �Change Kit: Change Begins Here.� Inside, each manager found a large 
mirror. 
 
This Practical Application Planner is designed to move management teams from being inspired 
by The Leader�s Digest to applying its Timeless Leadership Principles. This can dramatically 
accelerate the management team�s effectiveness and their leadership of their organization. 
Through this process, team members are guided to discover and define the Timeless Leadership 
Principles for their management team. Each section provides an opportunity to move the 
leadership principles from knowing (understanding) to doing (action). To maximize 
effectiveness, this needs to be an ongoing process, not just a �sheep dip� type of event. 
Successful team development and organizational leadership comes from many small steps over a 
long period of time. 
 

Strategic Implementation Decisions 
 
Recommended Option: On-line Assessment 
 
In conjunction with The Leader�s Digest: Practical Application Planner, The CLEMMER Group 
offers the option of team members completing each assessment on our web site. This allows each 
participant to confidentially log on to the surveys and complete them in private. Each participant 
can anonymously add relevant comments, observations, and suggestions. Survey results are 
tabulated and comments compiled and then sent to the team leader or facilitator.  
 
The benefits of this option are: 

• A confidential third party assessment channel providing a very candid and highly 
accurate representation of each team member�s views.  

• Group-think, overpowering personalities, or the views of the most vocal participants are 
neutralized. Everyone�s voice and vote has equal weight.  

IMPLEMENTATION OPTIONS 
AND GUIDELINES
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• The management team can stand back together and look at the range of answers to each 
question as well as team averages. 

• Much more time is saved for discussion, application, and action planning. The tedious 
and time consuming process of tallying up and aggregating individual responses to each 
of the many different assessment exercises in the Practical Application Planner is 
drastically reduced. 

• Anonymous �write in� comments for each assessment exercise enrich and deepen team 
discussions, ensuring that all points of view are considered.  

• The quantitative ratings counterbalance individual comments with �the big picture� view 
of the team�s high, low, and average scores of each rating scale. 

 
 
Who Will be Involved in This Process? 
 
Ideally the Practical Application Planner starts at the very top of the organization. But lower 
level management teams aren�t showing leadership if they point upward and feel like there�s 
no point in doing anything until �they get their act together.� If this is the management team�s 
response, they should start with the �Responsibility for Choices� principle. As stressed 
throughout The Leader�s Digest, leadership is an action, not a position. 
 
Intact Management Team 
The process described in the Practical Application Planner works best with an intact 
management team that works together to lead part of an organization. Ideally, the process is 
aligned with the team�s strategic and operational planning. Application exercises and planning 
should integrate with existing programs, processes, and people. Few teams need more work to be 
added to their overloaded schedules. The Practical Application Planner uses an action learning 
process. This helps management teams to reduce, consolidate, or implement many of the plans 
and processes already in progress before the team started using the Practical Application 
Planner.  
 
Multiple Teams/Large Group Option 
A number of intact teams can be brought together in a large group. Each intact team would be 
seated at a round table together. Throughout the process, the teams work together at their table 
focused on their own organization. Occasionally they would report their findings, application 
exercises, implementation ideas, observations/learning, and/or action plans to the larger group.  
 
This approach requires a highly skilled and experienced facilitator who knows this process very 
well and is quite familiar with the Timeless Leadership Principles. The facilitator should also be 
a strong presenter who can bring the concepts and approaches alive and inspire teams to action. 

IMPLEMENTATION OPTIONS 
AND GUIDELINES
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Another option with this type of session is for intact teams to apply the process at their own 
tables (as described above) while identifying larger organization-wide issues to be addressed by 
the bigger group and/or the management team that everyone in the room reports to. Again, the 
facilitator�s skill and experience is critical to making this approach successful. Following 
through and �closing the loop� around what the management team did with the input of the 
teams from this session is crucial. 
 
Personal Leadership Training 
The process in the Practical Application Planner can be adapted to work with a large group 
consisting of individuals that come from different parts of the organization (or even other 
organizations). The success of this training approach depends heavily upon a strong presenter 
who can carry this material very effectively.  
 

 
Who Should Facilitate the Sessions? 
 
There are basically two choices for facilitation of these sessions. One is the team leader. The 
other choice is an experienced facilitator from outside the team.  
 
Team Leader as Facilitator 
 

Advantages: 
• This clearly shows the team leader�s commitment to this process. 
• He or she strongly owns the process and is even more likely to follow-through, 

follow-up, and make the approaches discussed and plans generated part of the daily 
operations of the team and organization. 

 
Disadvantages: 

• The team leader may feel that he or she can�t participate as fully in the discussions 
because of the need to keep an eye on the process. 

• He or she may not be skilled at facilitation approaches and techniques that build 
consensus and fully involves everyone in discussing differing points of view from the 
team leader. 

• The team leader may not have enough time to prepare for sessions. He or she might 
be much better to invest time in follow-up activities. 

• The team leader may have an autocratic or overpowering style that leaves team 
members reluctant to express different points of view and challenge the status quo. 

 

IMPLEMENTATION OPTIONS 
AND GUIDELINES

IMPLEMENTATION OPTIONS 
AND GUIDELINES
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Experienced Facilitator 
 

Advantages: 
• A trained and skilled facilitator is likely to be familiar with this type of team 

development process or have more time to learn it. 
• He or she is more likely to be skilled at facilitating group discussions through active 

listening, asking probing questions, and stimulating open discussions. 
• A neutral facilitator who is not a member of the team is more likely to be impartial 

and more concerned with surfacing, prioritizing, and resolving issues than 
championing their own cause. 

• The team leader can be a more active participant while having his or her position 
power counterbalanced by the objective assessment process and skilled facilitator. 

• Using an experienced facilitator reduces the chances that these sessions will turn into 
an operational or traditional team meeting full of firefighting and short-term 
decisions. 

• The facilitator can be more objective about key technical or operational issues. 
 

Disadvantages 
• Increases the chances that this is seen as an externally driven training program rather 

than a team owned and ongoing change/improvement/planning process. 
• The team leader�s commitment may be less visible. 
• The facilitator may not be as knowledgeable about technical or operational 

discussions. 
 
 
How Will We Schedule Our Session(s)? 
 
Thoroughly going through each of the seven Timeless Leadership Principles can take from half a 
day to one full day depending upon just how much assessment discussion, brainstorming, debate, 
and action planning is done. Of course, each module can be condensed/shortened or even 
skipped over to meet a tighter timeframe and/or allow more time on those principles that the 
team feels are most critical to meeting their objectives. 
 
Offsite Retreat Options: All at One Time 
 
Three- or Four-Day Retreat � This provides up to seven half days with an extra day for travel 
and/or wrap up. This timeframe allows a healthy amount of discussion and planning time for 
each principle. Using the on-line assessment option before the offsite retreat helps to save time 
for deeper discussions, application exercises, and action planning.  
 

IMPLEMENTATION OPTIONS 
AND GUIDELINES
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Two-Day Retreat � An experienced facilitator makes a big difference in prioritizing and 
customizing a two-day session. With strong facilitation skills, he or she will also keep the session 
moving briskly along, using many of the points outlined in the �Meeting Process� shown on page 
72. The participant pre-work and on-line assessment option dramatically improves prioritizing 
and customizing the two-day session and boosts its success.  
 
One-Day Retreat � This session is an overview of the principles with one or two selected for 
somewhat deeper discussion and application � although not covered thoroughly. This option can 
be a useful introduction to the Timeless Leadership Principles. Ideally, it would be a starting 
point to ongoing work such as is outlined in the One Principle at a Time or Short Increments 
option below. Unless the team leader is an exceptionally skilled facilitator, using an experienced 
facilitator is critical to the success of the One-Day Retreat, along with the participant pre-work 
and the on-line assessment option.   
 
One Principle at a Time 
 
This approach can go a long way toward ensuring that the Timeless Leadership Principles are 
more likely to become a built-in way the management team leads its organization and not just a 
bolt-on program. This approach is also the most conducive to the team leader leading the 
sessions. But an experienced facilitator may be most effective, depending upon the team and 
leader choices around the points outlined above under Who Should Facilitate the Sessions? 
 
In using the One Principle at a Time approach, ideally the team allocates a half-day of non-
operational, uninterrupted time per principle. If each session is two to four weeks apart, the 
beginning of the next session should be devoted to progress reports on the actions flowing from 
the last session.  
 
Using the on-line assessment option and pre-work means that each session can much more 
quickly zero in on the key issues identified by the group. That way, the session rapidly becomes 
customized and most relevant.  

 
Short Increments 
 
Each of the seven Timeless Leadership Principles in the Practical Application Planner has 2 � 5 
subsections in it. Using the Short Increments approach, the team can devote an hour or two per 
subsection. 
 
Like the One Principle at a Time method, the team leader can more easily lead the Short 
Increments approach. However, an experienced facilitator may still be the best option for the 
team and team leader.  
 
Once again, the on-line assessment and pre-work can help tailor the session, save assessment 
time, deepen conversations, and get everyone better prepared ahead of time. 

IMPLEMENTATION OPTIONS 
AND GUIDELINES
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Getting Started: Tactical Steps in the Process 
 
Terminology 
 
Throughout the Practical Application Planner, the words �team� and �organization� are used. 
Before beginning, it�s very important that all participants in this process agree on who you 
are referring to when using these terms. 
 

• Team � This is generally the intact group of managers who are working together to lead 
your part of the organization. It is usually 6 � 12 people led by one person (we refer 
generically to him or her as �team leader�). Groups larger than 10 or 12 managers are 
usually a mixture of more than one management level and not an intact or single 
management team � although you may use the word �team� to give everyone a feeling of 
inclusion in this bigger group.  

 
• Organization � This is what the management team participating in this process leads. It 

could be a single department, branch, division, region, plant, etc. within a much larger 
organization. If yours is the very top management team, you lead the whole organization 
with a team leader called CEO, Executive Director, President, and the like.  

 
Who are you referring to when you use the word �team� or �organization?� Ensure all 

participants have the same definitions in mind before anyone completes an on-line 
assessment or the Practical Application Planner session(s) get underway. 

 
 
Objectives in Using the Practical Application Planner Process 
 
As the oft quoted Yogi Berra once quipped, �If you don�t know where you�re going, any road 
will take you there.� A fundamental key to the success of this process is agreement among 
participants on what we hope to accomplish together using this Practical Application Planner.  
 
Here are typical objectives: 

a) Review or reassess our team/organizational training needs, developmental processes, and 
leadership effectiveness 

b) Work together to strengthen our team�s leadership  
c) Clarify/redefine our leadership roles and responsibilities 
d) Change our culture toward one that is... 
e) Improve our organization�s customer service levels or focus 
f) Check our team and organization�s progress against high performance best practices 

within each of the Timeless Leadership Principles 
g) Bond our management teams much closer together with common leadership beliefs and 

approaches 

IMPLEMENTATION OPTIONS 
AND GUIDELINES
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h) Bolster our individual and collective emotional intelligence 
i) Pinpoint leadership and organizational performance gaps and priorities to be addressed 
j) Refocus and pull together our change/improvement programs and initiatives  
k) Strengthen our management team dynamics and processes 
l) Assess personal and team leadership strengths and improvement opportunities 
m) Establish or realign team/organization action plans 
n) Reframe and refocus negative changes and challenges 
o) Recharge, re-energize, and inspire us so we can do the same for the people in our 

organization 
p) Learn how we can build strong teams and foster individual commitment in our 

organization 
q) Gain insights on coaching and developing people throughout our organization 
r) Strengthen our team/organizational capabilities to carry out our strategies and plans 

 
Either as pre-work before the session or before starting the Practical Application Planner, have 
participants go to page 1 and write down what they consider to be the top 2 � 3 objectives for this 
process. Compare and discuss responses. Establish a consensus on the 3 � 5 key objectives for 
this process. Post these on a flipchart and leave it hanging prominently during the session(s). As 
your team works through the process, periodically do a progress check on whether you�re on 
track to meet your Practical Application Planner objectives. 
 
 
Ground Rules 
 
Effective teams operate with an explicit set of ground rules on how they will work together. It�s 
vital that participants agree on the meeting process ground rules you�ll use to guide behavior as 
you go through this process.  
 

1. Turn to page 71 and review the 3Cs under �Deciding How to Decide.� The Practical 
Application Planner process is designed to facilitate consensus as much as possible. 
However, there may be times (such as during action planning activities) when the team 
leader or someone else will need to make a consultative decision. Do we agree? 

 
2. Turn to pages 72 and 73 and review �Meeting Behavior� points #14 � 27. Make up a 

�Ground Rules� flipchart summarizing the top 8 � 10 behaviors the team feels everyone 
needs to be especially aware of. Post it on a wall where everyone can see and refer to it 
during every session. Following point #15, decide how you�ll hold each other 
accountable to these behaviors throughout the process. 

 

IMPLEMENTATION OPTIONS 
AND GUIDELINES
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Parking Lots  
 
Action ideas and issues that need to be addressed can often come up in discussion or occur to 
participants at a time that�s not appropriate to pursue just then. You need a �parking lot� flipchart 
to post these ideas for later. This could be done by writing these ideas/issues directly on the 
flipchart with a marker or by using large Post-It Notes (a 3M trademarked product). 
 
 
Post-It Notes 
 
The use of Post-It Notes throughout this process can be very effective. Each participant is given 
a large 3� x 5� Post-It Note pad and heavy black felt pen (�Sharpies� work well). During 
brainstorming, discussions, ideas generation, priority setting, action planning, etc., each person 
can capture their ideas/issues on their Post-It Note (with the black pen because it�s easier to read 
and forces larger writing/printing) and hand them in to the facilitator or get up and put them on 
the relevant flipchart. At the conclusion of the discussion or session, the notes can then be 
clustered together for easy organization, prioritization, action assignment/follow-through, etc. 
 
 
Covering the Key Concepts in The Leader�s Digest  
 
Ideally all participants have thoroughly read The Leader�s Digest and made notes in it before this 
Practical Application Planner process begins. But it�s very rare that every single participant has 
done that. Some will have done this, others may have skimmed the pages, and some may not 
have cracked the book open yet. 
 
Options: 

• During the session, have each participant on their own, read the chapter for the principle 
you�re about to discuss before you begin. You should allow about 15 � 20 minutes for per 
chapter. 

• Before the session, assign individuals or have volunteers present the key points of a 
chapter and/or section before beginning that part of the Practical Application Planner. 

• One Client required that each participant hand in a short worksheet summarizing their 
key insights on each chapter of The Leader�s Digest and review it with the team leader 
before the session began.  

 

IMPLEMENTATION OPTIONS 
AND GUIDELINES
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The Practical Application Planner Process  
 
In the full implementation of the Practical Application Planner (half to one day per principle) 
the planner is designed to be followed in the order shown for each principle. Every principle has 
2 � 5 subsections. So steps #1 � 4 should be repeated 2 � 5 times before moving on to step #5.  
 

1. Team Assessment Exercise 
2. Analysis and Consensus on Current Situation 
3. Application Exercises/Discussions 
4. Implementation Brainstorming 
5. Team Action Planning (Review/clustering/parking lot/Post-it Notes and other ideas 

generated in earlier steps.) 
 
To build the reflective learning habit, it is recommended that at the end of each session (or end of 
each day of a multi-day retreat) each participant has a few minutes to give the team his or her 
reflections on a key personal learning/observation from this session and his or her personal 
action plan.  
 
This approach needs to be modified if sessions are being shortened or prioritized and some 
principles condensed or skipped. This is where an experienced facilitator can be very helpful 
adapting the material to the time and needs or preferences of the team. 
 
 
Follow-Through and Follow-Up 
 
This is critical to whether the Practical Application Planner process will ultimately be worth the 
time invested by the team. One of the biggest reasons that 50 � 70 percent of organizational 
revitalization, turnarounds, culture change, implementing new processes or technologies, 
leadership development, restructuring, and the like fail, is weak follow-through and follow-up. 
Most managers are so busy asking, �what�s new� that they seldom really look at what works. 
Team members need to hold each other accountable, learn what did or didn�t work and why, and 
reset plans for the next stages.  
 
Strong follow-through and follow-up is a reason the One Principle at Time or Short Increments 
approach can be very effective. If an offsite retreat approach is used, then the team�s follow-
through and follow-up will determine whether it was just a one time event with limited sticking 
power, or the start of a leadership and team transformation process. 
 

IMPLEMENTATION OPTIONS 
AND GUIDELINES
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Strong follow-through and follow-up processes have these elements: 

• 3 � 5 overall key objectives/goals (we often use the term �strategic imperatives�). This is 
not 3 � 5 strategic imperatives per principle. It is 3 � 5 strategic imperatives for the whole 
process. The action plans from each principle need to fit within these broader strategic 
imperatives.  

• Each strategic imperative has a champion or executive owner within the team who is 
responsible for clarifying, detailing, pulling a team together, delegating, or whatever it 
takes to ensure the imperative will get the attention and management team support it 
needs. 

• Strong documentation of any data gathering, analysis, process mapping, decisions, etc., 
and a rigorous follow-through process for all the people involved in implementing the 
imperative. That usually cascades right through other management to frontline staff. 

 
Cascading Workshops � Based on the management team�s action plans flowing from the 
Practical Application Planner process, a key element of following-through and following-up is 
to repeat all or part of this process throughout the rest of the organization: 

• Each member of the management team originally participating in this process should 
begin cascading it by taking their own team through the Practical Application Planner 
process. If applicable, each member of that team would then do the same with their team 
members, down through the whole organization. 

• Frontline staff then go through the entire process or modified exercises that are especially 
relevant to the management team improvement plans that are unfolding and/or provide 
input back to management.  

These selected exercises might include: 
o Vision/Values/Purpose (pages 11, 13, 15 and 16) 
o Disempowering Ourselves (page 20) 
o Busting Barriers (pages 21 � 25) 
o We/They Gaps (page 29)  
o Moose-on-the-Table (page 32) 
o Engaging Commitment (page 40) 
o Spirit Killers (page 47) 
o Hierarchy of Spirit and Meaning (pages 49 � 50) 
o The Fish Tank Factor (pages 56 � 57)  
o The Coach�s Playbook (pages 58) 
o Removing Energy Drains (page 67)  
o Building a High Performance Team (page 69)  
o Recharging with Recognition, Celebration, and Appreciation (pages 74 � 75)  
o Information Versus Communication (page 76) 
o Assessing our Team (page 82) 

IMPLEMENTATION OPTIONS 
AND GUIDELINES
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Integration and Alignment � The Practical Application Planner process should bring together 
and focus what management teams are currently doing, not add more work. 

• Wherever possible, integrate with existing programs, projects, process improvements, 
values, strategies, and plans. 

• Bring in whatever current survey or focus group data the organization has available (e.g. 
customer or organizational surveys, 360 degree feedback, etc.). 

 
 

CLEMMER Group Professionals Are Available to 
Support Your Implementation 

 
Each year, Jim Clemmer conducts nearly one hundred highly customized retreats, workshops, 
training programs, keynote presentations, and the like around the material found in The Leader�s 
Digest, the Practical Application Planner, and his other books and workshops.  
 
The CLEMMER Group also has highly experienced consultants, trainers, and facilitators 
available to: 

• Customize The Leader�s Digest: Practical Application Planner for your organization. 
This can be focused on customer service/focus, improving health and safety, defining and 
changing/reinforcing organizational culture, supervisory/management development, and 
other specific applications. 

• Develop a customized Facilitator�s Guide. 

• Train trainers/facilitators to facilitate retreats/workshops. 

• Customize our on-line Leader�s Digest surveys with additional questions, modification of 
existing questions to make more organization-specific, select specific questions for 
frontline staff or those reporting to the management team to complete, etc. 

• Provide consulting support for implementing action plans flowing from this process. This 
could include further diagnosis/assessment, designing an accountability and follow-up 
process, customized training programs, executive coaching, process mapping and 
management, and the like. 

 
Visit www.clemmer.net, e-mail service@clemmer.net, or 

call (519) 748-1044 for more details.

IMPLEMENTATION OPTIONS 
AND GUIDELINES
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1. Common �victim-speak� used in our organization: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
2. How might we be modeling/reinforcing victimitis, the blame game, and people 

waiting for someone else to take action or direct them? 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

RESPONSIBILITY FOR CHOICES
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Sample ground rules for meetings and/or Moose hunting exercises: 

• We may strongly disagree, but we are going to hear each other�s point of view. 

• We won�t finish anyone�s sentences or cut others off. 

• We won�t hog air time and we�ll call team members who are dominating conversations. 

• We won�t keep repeating the same point over and over. 

• We will be careful of all agreeing too quickly by appointing a devil�s advocate or Moose 
Sniffer to raise potential issues/problems. 

• We will call each other on �below-the-line� humor, pot shots, or zingers. 

• We�ll periodically go around the table to get everyone�s point of view/summaries/reflections. 

• We will draw out and include quiet participants to get everyone�s input. 

• We will focus on the Moose, not the messenger. 

 
Other application ideas: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

AUTHENTICITY 
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a) Keep highly visible scoreboards, big thermometers (like a fundraising campaign), bulletin 
boards, Intranet sites, voice-mail messages, newsletters, and the like to update everyone on 
your progress toward key goals or change and improvement targets. Make goals/targets and 
progress as visible as possible.  

b) To get partnering behavior, treat everyone like partners. Share financial and other 
�confidential� information openly so everyone can see how his or her efforts contribute.  

c) Clarify �loose-tight properties.� Agree on areas that teams or individuals have free 
autonomous choice (loose). Outline where the boundaries are and standardization or 
conformance is required (tight).  

d) Keep units small and decentralized. This promotes unity, commitment, and independence. 
People can move quicker and more readily see the results of their actions. 

e) Simplify systems and streamline processes. Support systems that get in the way, bureaucracy, 
errors, rework, and inefficiency kill commitment while slowing things down and adding lots 
of cost. Ask frontline service providers what systems and processes would better help them 
serve your customers. Get their involvement in prioritizing the areas to be changed and 
improving them. 

f) Do you have a bunch of nitpicking rules that add up to one big, �I don�t trust you?� How do 
you know? What are you doing about identifying and pruning them? 

g) Don�t allow yourself and your management team to be hijacked by the tiny minority of 
people who will never be committed, passionate, or trustworthy. Don�t manage to the lowest 
common denominator. Once you�ve given them every chance to get on board, help them find 
opportunities elsewhere.  

h) Send personal thank you notes (on real notepaper, not by e-mail); make detours to offer a 
verbal �thanks again,� and make lots of supportive phone calls. 

i) Use focus groups (a cross-section of frontline staff) to test new management directions 
before making grand announcements to everyone. Even if you press on against the advice of 
the focus groups, you�ll have deeper insight on how to face the issues the new direction may 
raise. 

j) Review your hiring and orienting process. Do you have multiple interviews that include team 
members, people who will be reporting to the person being hired, customers, and 
internal/external partners? Do you have a clear profile of the role and responsibilities, 
experience/skills, and values for each candidate? Have managers been well trained in hiring 
and orienting new people? 

PASSION AND COMMITMENT 
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Meeting Effectiveness 
 
Meetings are more important than ever in our increasingly complex and interconnected world. 
Research clearly shows that when run effectively, groups make better decisions than individuals. 
Effective meetings involve and engage participants in problem-solving and planning.  
 
But most management meetings are poorly run. Many are a disaster. That�s why many people 
hate meetings. Symptoms are comments like, �I could get a lot more of my work done if it 
wasn�t for all of these bloody meetings.� Participants who continually experience poorly run 
meetings see them as a waste of time. Many are. Managers who experience well run and 
effective meetings get the bulk of their work done through meetings. 
 
 
Deciding How to Decide 
 
There are three basic ways along a continuum for a team to make a decision: 
 

Command � made by a team member (often the boss) without any input 
from other team members.  
 
Consultative � made by a team member after consulting others who 
have knowledge or who must be committed to the decision.  
 
Consensus � made by the entire team as a group.   

 
The further the team moves toward the consensus end of the continuum, the more buy-in or 
commitment there is to the decision. Decision-making time is longer. But implementation time 
and effectiveness dramatically improves.  
 
A common source of frustration and conflict in teams is when the type of decision-making 
method being used is not clear to everyone at the outset of the discussion. Team leaders will 
often add to the problem by leading what seems to be a consultative or even consensus 
discussion when he or she has already made up his or her mind. 
This comes across as a �guess what I am thinking� exercise. Or it 
can look like the leader is trying to manipulate the team into the 
�right decision.� Some especially weak team leaders will 
intimidate team members into �forced consensus� (an oxymoron) 
and leave the discussion genuinely believing that the team is 
united in the decision.  

ENERGIZING AND MOBILIZING
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Where Are We Going? 
 
 

Goals Vision 
Appeal to our intellect Engages our emotions 
Results and timeframes A desired future state 
Builds a business case Kindles a cause 
Rational Intuitive 
Pushes performance Inspires and aligns 
Targets and objectives Images and feelings 
Solves problems Imagines possibilities 
Logical progression Irrational �skyhooks� 
Written  Verbal 

 
 

Do our plans and goals flow from a clear and compelling context as defined in the �vision� 
column?    __ Yes     __ No 
 

If the answer above is �No�: 
 
How important is it for our team to improve 
this? 

If the answer above is �Yes�: 
 
How alive is our vision throughout our 
organization? 

 
 

    
    

 
 

    
    

  
How important is it for our team to improve 
this? 

 
 
 

    
    

 
Ratings 

Circle = My personal view 
A = Group average 
] = Highest individual rating 
[ = Lowest individual rating 

FOCUS AND CONTEXT 

Pages 35-43

1 2 3  4 5
Not Important Some Importance Critical

1 2 3 4 5
Dead Warm Vibrant

1 2 3 4 5
Not Important Some Importance Critical
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Disempowering Ourselves 
 
 
 

 
 

To what extent is our organization 
immobilized by: 

    
    

 
 
 

   
1. More senior management 

 

    
    

 
2. Other groups/departments/regions/head 

office 
 

    
    

 

3. Rules/policies/procedures 
 

    
    

 
4. Tradition � �we�ve always done it this 

way� 
 

    
    

 

5. Toxic/victim/negative culture 
 

    
    

 
6. Key external partners/customers 

 

    
    

 
7. Team dynamics/processes 

 

    
    

 
8. Poor communications 

 

    
    

 
9. External factors (i.e. economy, politics, 

media, weather, competition, customer 
demands, etc.) 
 

    
    

 

10. New technologies/processes 
 

    
    

 
 

Ratings 

Circle = My personal view 
A = Group average 
] = Highest individual rating 
[ = Lowest individual rating 

RESPONSIBILITY FOR CHOICES

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5
Not at All Some 

Extent 
Great 
Extent

Pages 63-70
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Moose-on-the-Table 
 
 
 
 
 

Rate the following for signs of �Moose� that 
may need to be addressed by our team. 

    
    

 
 
 

   
1. The real discussion happens after our 

meetings. 

    
    

 

2. People agree � then go and do their own 
thing. 

    
    

 

3. Commitments aren�t kept and deadlines 
are missed. 

    
    

 

4. Once the team leader gives her or his 
opinion, everyone agrees or remains 
silent. 

    
    

 

5. Sudden surprises often �come out of the 
blue� from within our own team/ 
organization. 

    
    

 

6. The team leader dominates 
meetings/discussions. 

    
    

 

7. Our meetings waste time and leave 
participants frustrated. 

    
    

 

8. We avoid discussing particularly touchy 
issues. 

    
    

 

9. Conflicts often get personal.     
    

 
10. We rarely debate all sides of important 

decisions. 

    
    

 

 
 

Ratings 

Circle = My personal view 
A = Group average 
] = Highest individual rating 
[ = Lowest individual rating 

AUTHENTICITY 

1 2 3 4 5
No Moose A Little 

Moose 
A Big 
Moose

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

Pages 102-104 
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Engaging Commitment 
 

1. Distribute 15 points across the following factors that you feel will have 
the greatest impact on increasing passion and commitment in our 
organization.  (You can distribute all points on one factor, or any 
combination up to 15 points). 

 
Number of  

Points 
 

 a)  More involvement in planning processes 
 b)  Improved meeting effectiveness 
 c)  Increased openness and information sharing 
 d)  More recognition, appreciation and celebration 
 e)  Higher training and development 
 f)  Better coaching and developing 
 g)  Greater job enrichment 
 h)  Higher laughter index 
 i)  Aligning work to individual strengths 
 j)  Changing our expectations/beliefs about frontline staff 
 k)  Less rules/bureaucracy and more trust 
 l)  Enhanced collaboration and partnerships 
 m)  Less position power and more persuasion power 
 n)  Profit-sharing 
 o)  Improved frequency and quality of communications 
 p)  More listening to frontline concerns and issues 
 q)  Seeking input and ideas for improvement 
 r)  Better processes for frontline servers to pass along customer feedback 
 s)  Increasing frontline autonomy and local decision-making 
 t)  Improving the physical work environment 
 u)  Enhancing work-life balance 
 v)  Stronger emotional connection to our vision, values, and purpose 
 w)  Decreasing conflict and increasing teamwork 
 x)  Nurturing champions who have high passion for their ideas 
 y)  Spending more time hiring the right people 
 z)  Only promoting strong role model leaders 

PASSION AND COMMITMENT 

Pages 113-120
125-128 
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The Coach�s Playbook 
 
Rank the following for our leadership team, in order of strongest to weakest 
(1 = strongest, 9 = weakest) 
 
____ Clarifying Roles and Goals  

Clear individual performance standards, responsibilities, and priorities aligned with the 
organization�s goals and priorities. 

____ Building on Strengths  
Helping individuals leverage their strengths to overshadow their weaknesses, boost self-
confidence, and reach for peak personal performance. 

____ Confronting Poor Performance 
Focusing directly and specifically on the problem, issue, or performance shortfall while 
avoiding personal putdowns, judgment, or sweeping generalizations. 

____ Servant-Leadership 
Enabling, supporting, or serving team members so they have the skills, information, 
cooperation, tools, barriers removed, personal irritants reduced, and the like, to get their 
jobs done. 

____ Giving Good Feedback 
Through guiding self-reflection or giving behavioral observations, providing balanced 
feedback that helps team members clearly see what they should keep doing, stop doing, 
and start doing. 

____ Asking and Listening 
Seeking opinions and perspectives to understand the frame of reference and rationale for 
past behavior, present mindset, and future plans. 

____ Cheerleading 

Recognition, celebration, and appreciation to encourage, reinforce, and energize ever 
higher levels of performance. 

____ Showing We Care 
Treating people as adults and valued performance partners through personalized attention 
to the little things that make them feel they matter. 

____ Reflecting and Renewing 
Periodically pull everyone back from daily operations to balance working in the 
team/organization with working on the team/organization. 

GROWING AND DEVELOPING 

Pages 160-172



 

Copyright  2004 The CLEMMER Group. All rights reserved. This document may 
not be reproduced or distributed in any manner, without written permission. 

Live Teleconference with Jim Clemmer 
May 19, 2004    www.clemmer.net 

 

Page 26
 
 
 

Removing Energy Drains 
 
 
1. Distribute 15 points across the following factors that you feel are draining 

energy from people in our organization. You can distribute all points on one 
factor or any combination that adds up to 15 points. 

 
 a) Communication problems 
 b) Compensation 
 c) Little recognition, celebration, or appreciation 
 d) Victimitis culture (stuck in Pity City) 
 e) Meeting effectiveness 
 f) Core operational processes 
 g) Departmental silos/barriers 
 h) Conflicting goals and priorities 
 i) Weak support systems (like IT, HR, financial, etc.) 
 j) Poor teamwork 
 k) Disconnections from external customers 
 l) Weak coaching and development 
 m) Poor training 

 n) Little sense of purpose/pride 
 o) We/they gaps between management and frontline staff 
 p) Low trust levels 
 q) Vague/lifeless vision 
 r) Low levels of participation/involvement 

 s) Hiring practices 
 t) Ineffective performance management 
 u) Bureaucratic rules, forms, and policies 
 v) Bad physical work environment 
 w) Inadequate tools/equipment/procedures 

 x) Values aren�t lived consistently 
 y) Low levels of organization/team passion or commitment 
 z) Ineffective leadership role models 

ENERGIZING AND MOBILIZING

Pages 173-180



 

Copyright  2004 The CLEMMER Group. All rights reserved. This document may 
not be reproduced or distributed in any manner, without written permission. 

Live Teleconference with Jim Clemmer 
May 19, 2004    www.clemmer.net 

 

Page 27
 

 
 

Information Communication 
  

Speaks to the head Engages the heart 

Monolog Dialog 

Facts and results Stories and values 

Mostly written Mostly verbal 

Quantity Quality 

Provides updates Builds communion 
 

How effective is our team�s communication as described in the 
�communication� column above? 

 
 

    
    

 
 
 

 
 

How important is it for our team to improve our communication effectiveness? 
 

    
    

 
 
 

 
 
Which communication elements do we need to improve? 
 
 
 
 
 
 

Ratings 

Circle = My personal view 
A = Group average 
] = Highest individual rating 
[ = Lowest individual rating 

ENERGIZING AND MOBILIZING

1 2 3 4 5

Not Effective Somewhat Effective Extremely 
Effective

1 2 3 4 5

Not Important Some Importance Critical

Pages 189-190
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Get Practical Inspiration at your Next Meeting  
Hire Jim to customize a high-energy keynote presentation tailored to your 
group/organization. 

 
Get Practical Leadership and Organization Development  

Exploit Jim�s expertise in change, customer service, and high performance culture. 
 
Get Practical Management Team Development 

Use Jim to boost leadership team effectiveness and propel your organization 
forward. 

 
 
 

The CLEMMER Group has highly experienced consultants, trainers, and facilitators 
available to: 

• Customize The Leader�s Digest: Practical Application Planner for your 
organization. This can be focused on increasing customer service/focus, 
improving health and safety, defining and changing/reinforcing organizational 
culture, supervisory/management development, team building, and other specific 
applications. 

• Develop a customized Facilitator�s Guide aligned with your own tailored 
Practical Application Planner. 

• Train trainers/facilitators to facilitate retreats/workshops using our standard 
Practical Application Planner and/or your own customized materials. 

• Customize our on-line Leader�s Digest surveys by adding questions, modifying 
existing questions to make them more organization-specific, or selecting specific 
questions for frontline staff or those reporting to the management team to 
complete. 

• Provide consulting support for implementing action plans flowing from the 
Practical Application Planner process. This could include further 
diagnosis/assessment, designing an accountability and follow-up process, 
customized training programs, executive coaching, process mapping and 
management, and the like. Or we could assist with incorporating the Practical 
Application Planner team development work into a large organization change and 
improvement process. 

 
Visit www.clemmer.net, e-mail service@clemmer.net, 

or call us at (519) 748-1044 for more details. 

GET PRACTICAL IMPLEMENTATION SUPPORT 
FROM JIM AND HIS TEAM 
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Take Leadership Personally with these 
Partners to The Leader�s Digest  

 
 
Growing the Distance: Timeless Principles for Personal, Career, and Family 
Success pioneered the content and layout continued later in The Leader�s 
Digest. This international bestseller has inspired over 100,000 readers and 
continues to sell strongly around the world. A major reason for its enduring 
popularity is the unique magazine style �browser's digest� format, interweaving 
fables, real-life situations, pithy quotations, research, personal examples, and 
plenty of humor around Jim�s timeless leadership principles. 
 
 

The Personal Implementation Guide builds upon Growing the Distance 
and moves from inspiration to application. In this very practical 
handbook, Jim condenses and shares over twenty-five years of 
experience helping thousands of people apply the timeless leadership 
principles and practices, catapulting them to peak personal and 
professional performance. Personal application ideas, self-assessments, 
implementation exercises, and suggestions for action planning provide 
the opportunity to journal thoughts, guide reflective learning, set 
improvement goals, vision for the future, clarify core values, identify 
key strengths, check life balance, measure personal growth, plug energy 
leaks, reframe pessimistic thinking, and make concrete plans to improve 

personal, career, and family success.  
 
 

Build Leaders Throughout Your Organization � and Life 
 

Growing the Distance and the Personal Implementation Guide are powerful and popular tools in 
building a �leaderful� organization. They are invaluable personal growth resources for everyone 
- from senior managers to frontline staff. The book and implementation guide are designed and 
priced for distribution in quantity by executives, managers, and training professionals attempting 
to help people throughout their organizations �grow from the inside out.� 
 
 

Deep discounts are available � starting at just 10 copies. 
Visit www.clemmer.net for further details or call us at (519) 748-1044. 

 

POWERFUL PERSONAL GROWTH RESOURCES 


