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A Case Study Featuring C.F Martin and Company

The Company... built a reputation
In business since 1833, C.F. Martin and Co. crafts fifee quality crafts-
guitars for musicians of world renown and musicians wfanship, weath-
little renown as well. Many serious guitarists yearn to played the Depres-
a Martin guitar; the company’s product is the standard $ign and two world
which most competitors are judged. Founded by Gernwaars, enjoyed the
immigrant Christian Frederick Martin nearly 170 years agmysiness boom of
Martin instruments are widely regarded as “the Stradivarihie folk-music re-
of guitars.” Today, vival in the 1960s,
Martin produces and squandered a
nearly 60,000 gui- good deal of effort
tars a year. Much of and capital in
the work is still failed acquisitions [
done by hand from in the 1970s. But ===

cutting precious -
woods like ma- s
hogany, Hawaiian[Sa
koa, or Indian rose-|="#}
wood to a 20-stepi”
lacquering processfi = &
The manufacture off '
a Martin guitarisa~

what goes around ==
comes around. &= o

When Chris 100k “The heritage part kind of takes
the helm, the com- a6 of jtself. People buy history.
panywas poisedt0 gyt we've got today’s issues and
expand both mar- cajienges, too. We have to deal

ket share and plant yith them. This isn't utopia.
size asthebusiness — C. E Martin IV

work of art in itself. With clients such as musiciansurged backtolife.
Eric Clapton and Merle Haggard, C.F. Martin and Co. hidg went to college at a time when business instructors were
quite a heritage to maintain. beginning to talk about new trends in management|re-
search. “l learned how things could be done better,” Martin
The Challenge... remembers, “by participation and inclusion, by involving
You might think a business as old and as establishec&mployees in your success, and by getting rid of fthe
Martin has already successfully ironed out all of its manageaditional management top-down hierarchy.” When |he
ment challenges, but be advised: C. F. Martin Co. is alscame into the company after graduating from collepe,
standout Leadership Management®, Inc. client. By the tildiartin set about becoming a force for positive change in
C.F. “Chris” Martin 1V, the founder’'s great-greatan environment reeling from decades of heavy-handed,
greatgrandson, became CEO, his forebearers had alréapydown management.

— continued on page 2 —
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— continued from page 1 -

—

The LMI Process™... “We've been_glven the opportunity to molq
LMI Partner Vince Fazio has facilitated close tooUr culture into something positive and

160 Martin employees through the LMI Processpyroductive for our entire

Fazio introduced Effective Supervisory Managemeré[)e

(ESM) to Martin in 1995 to enhance management ski

building. “I see the need for personal organizational _ - -

skills and for basic people skills for new managers,” Chris Martin

says Fazio. “The ESM fills that need in an elegant, sophis-

ticated way.” Vince first invited Martin's HR director to

put two employees into an ESM

class, a cross section group-

ing of management-level -

employees designed to ‘ PWNARENESS

help companies evalu-

ate the LMI Process.

Over time it got to

the pointwhere Mar-

tin employees were

filling Vince’s entire

showcases. So, in

late 1998 when Mar-

workforce. Chris Martin himself facilitates meet-
o ings in which employees can share ideas and
3 solve problems. “We've been given the op-
T portunity to mold our culture into something
S positive and productive for our entire team,”
nir'"; Martin says. “I want this to be a place where
= everyone helps run the business, and (we
5 all have a good time while we reach the
tin wanted to send five : company’s goals.” Now that the workforce has
more people, Faziocon- " : . grown to more than 600, C. F. Martin
vinced them to hold an in- REsuLTS A and Co. deals with many of the same challenges
house facilitation. The five facing managers and supervisors in every
Martin employees turned into 11, other line of work: communication, productivity, people
and all future classes were held at Martin. Thakills, and the necessity for a proactive management
was early 1999, and Fazio has been facilitating Effectstyle. Martin pledges to uphold the company traditjon
Supervisory Management ever since for growing numbargl continue to change the management paradigm thrpug
of managers, supervisors, and team leaders on the ntbgeeffective, on-going cycle of the LMI Process.
up. The company’s recent expansion has even provided
a venue for Fazio —
a human resources
conference room
that can accommo-
date up to 15 em-
ployees at a time.

?'U"\NN!NG

* Our central themeis to manu-
facture positive change. Itryto
get across the notion that man-
aging changeis areactive move;
manufacturing change, on the
other hand, is proactive.”

The
Difference...

The Martin cor-
porate culture is evi-
dence of the benefits
of the LMI Process.
The company’s low
turnover rate — just
less than 4 percent
Is evidence of a
stable, contented

—Vince Fazio,
LMI Franchise Partner
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A Builder of a Team

Effective leaders build a di-
verse group of people into a
smoothly functioning team.
Sometimes the people in an
organization all work hard, be-
lieve in the purpose of the orga-
nization and are loyal, but the
organization fails to achieve its
goals. Team members may all
possess a similar vision of the
organization’s ultimate goal,
but they move along different
paths in working toward its
achievement. The people in-
volved are not working as a
team. Teamwork emphasizes
improved interpersonal rela-
tionships; it makes use of the
participation of the team mem-
bers in planning and in carry-
ing out actions in a partnership
for success.

To help the people work as a
winning team, effective lead-
ers are like quarterbacks who
call the plays, while each team
member fulfills an assigned
role. If the quarterback’s only
direction is to urge the players
to score on this play, efforts are
uncoordinated. Confused play-
ers are quite likely to decide to
execute different plays, and the
team never scores. But when
each one fulfills a specific, as-
signed role, the organization
functions as a team and the
goal is reached.

Effective leaders help each
team player receive the proper
assignment, ensure the team
member knows how to execute
the task, and are committed to
producing measurable and ap-
propriate results. Conse-
quently, effective leaders hold
each team member account-
able and provides feedback to
support continued success.

FROM THE PRESIDENT

Training versus Development

[ ——

L

Human potential represents the greatest asset of
p organization. Human potential, however, can only be ¢
N sidered an asset if it is consistently developed.

David Byrd
President, LMI

ment, on the other hand, is to enhance the use of

Training and development are vital functions for any
organization. The purpose of training is to impart know!-
edge and skills necessary to effectively fulfill the everyday
operations of the organization. The purpose of develop-

the

organization’s untapped, human potential. Increased productivity is dirgctl

related to the development of the organization’s untapped, human potentigl.

Many organizations unwittingly spend a lot of money on training while
ignoring development; then ask the question, “Where is the return and how can \
measure it?” Training will never deliver a return in the absence of developrnen

If | may, allow me to answer some basic but consistent questions; first, “Whe

is development?” Development is a process which permanently impacts

tho:

behaviors, attitudes, actions, and systems directly related to enhanced organi

tion performance. Notice that development is a permanent process. Notic
that development is directly relate

“Training imparts knowledge

proves_ pgrformance. EVeryboth in order to see return and me
organization needs bothsyre results. The measurement

in order to see return and results must be directly related to

measure results’” performance.

LMI has over 40 years of experit

ence in the field of “development.]
We would welcome the opportunity to answer any questions you may have
how the LMI Process can unlock the potential of your organization.

With Positive Expectancy,
Y A
xé}!ff;;/gf—f‘*

deid Byrd
President, Leadership Management Institute

to performance and is measurabls.

_ , Training imparts knowledge an(
and skills while developmentskils while development enhances

enhances behaviors and im-behaviors and improves perfor
mance. Every organization needs

b al
d

—_

a-
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CharaCter|St|cs Of action oriented. They make firm decisions at the appropyiats
Effective Lead erSh i p time — and then take action. They accept personal resns

bility for their decisions and their actions. They are coopera-

strate similar characteristics. They frequently exhibittiaey make decisions, they remain relatively free from per-
contagious enthusiasm for life, a genuine concern fmnal bias.
others, an enhanced clarity of purpose, and a firm commigbility to handle problems and criseBffective leaders

qualities and personality traits seierthe leader. - Time organizationClear priorities are the effective leadel's
Effective leaders bring out the best in their team meggiteria for time use. Good leaders conscientiously plan the
bers. To do so, they employ leadership traits which canjigcation of their time, and delegate duties to carefilly

divided into three major areas: attiy selected, well-trained team membes.
tudes, behavior, and people skills. .
People Skills

Positive Attitudes

 Goal direction. Effective motiva-
tional leaders define clearly the goa
they want to reach, visualize the
vividly, and work toward reaching
them with intensity of purpose.

« Self-motivationNever feeling com-
pelled to wait for someone else to te increases productivi
them what to do, effective leaders rely on their own deci- P .

= . o
sions and actions. Self-motivation propels effective leadeB€lI€f I peoplekiiective leaders believe in people; they
into purposeful and productive action. regard other people as a valuable resource with the potenti

+ Insight and judgmenDetermined, effective leaders a for development and achievement. They believe that pgopl.

p- . . . .
ly their general intelligence and common sense to the t%% basically intelligent and creative, and that they Wat tc

of learning what works, and what does not work. This tra{éﬁjr words, attitudes, and nonverbal cues. Although fhey

practiced efficiently, allows leaders to move ahead withq ect peak performance and top quality, effective leader

wasting time before mgkmg a_deC|S|on or taking action,, e sensitive to others, treating them with respect and |tac
» Competence and actiokffective leaders face problems . - i
ncouragement of peoplEffective motivational leaders

and do something about them. They often find themsel\% : bers t d. Effective lead
in new or unfamiliar situations without guidelines to follo}€'P t€am MEMDETS 10 SUCCeed. ENECUVE Ieaders encopral

or established patterns to give direction. They are forced&PPI€ 1O take on new responsibilities, provide supportiant
devise creative new paths to their goal, new methods fgPOrtunities for growth, praise people for a job well dane,

attaining their purpose, and new ideas for achieving <fRd give team members credit for their individual succegs a

cess. Leaders know that some ideas and actions will prifed @S for contributing to the organization's success.

unworkable. Effective leaders rebound from temporary The demand for effective leaders is heard throughout th
setbacks, risk trying the next creative idea for achieving fi&iness world, and the rewards are unlimited. Effedtive
goal, and persevere until the problem is solved. Ga@dgers often have the ability to make decisions, to set goal
leaders typically think in terms of overall organizationgh to achieve a level of success far above the average. B
ObjeCtl\ieS, not just along departmental lines. This “bighievement through leadership is always based on sour
picture” approach promotes good relationships amaRgnning and persistent effort in addition to knowledge pnc
team members. skills. The development of those skills and the cultivation of
Behaviors and Habits the knowledge and attitudes required to use them is the pas

« Decision makingEffective leaders are decisive anéPr becoming an effective leader.
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The Art of Delegation

A manager’s primary responsibility is to get work done
through other people, and the single most effective tecl
nique for achieving this purpose is delegation. Effective 1. Act and report routinely.
delegation is the act of giving someone else the responsib Empower with responsibility.
ity and authority to carry out an assignment or to represe
you or your organization in a specific role. In addition to
sharing responsibility, delegation involves communicatior:

2. Act and report immediately.
Support with coaching.

and training. When teamwork is at its best, effective delegé 3. Seek approval, then act.
tion occurs. Practicing the art of effective delegation is ¢ Support with training.
vital tool in your development as a leader and manage

because of these key benefits: 4. Wait until told.

1. You improve your personal time management, leveragin Support with direction.
your energy and ideas.

2. You provide motivational and development opportunities | e fourlevels of delgation are appropriate at various
levels of trianing and ability. Level one is where

for others on your team o . .
S . ' 0 ositive results multiply most dramatically.
3. You maximize the interests, strengths, and contribution o.- P Py Y J

others and increase the team productivity.

4.You make use of a valuable yet easily overlooked traindelegating a piece of work, get a clear commitment from the
' y y W@rson to perform the task, and provide adequate traiping

- ion! . . . .
tool — delegation! nd instruction. Evaluate the time required to perform [the

The definition of delegation can be expanded to incl sk and adjust work schedules or work load as needed
sharing of responsibilities with team members, other man- '

. A ... For technical and non-technical work alike, you
agers, or anyone with whom dividing responsibilities

, ; °S fbed to inspect results carefully at the beginning.
appropriate and logical. The concepts used for trad't'oﬂﬂ)zlvement%t the beginning helgs the persoﬂ succgee an

mmunicates the importance of the task you are asking thi
person to take over. As the employee learns the task an
performs it well, reduce your involvement appropriatgly.
Give the person the freedom to make the job their own.
Check results only at stated intervals, and eventually agk t
be informed only when a problem arises.

Monitor regularly the responsibilities you have del-
egated and measure the progress of individual team nmem
special skills or bers to keep them on track, to stay in touch, and to apoic
wasted time and effort. To reap the benefits of deleg

knowledge, infor- -y and also avoid the pitfalls, define the following degrees of
mation, or relation- Lﬁg

ships that make it more effective for them to complete gedom according to the situation: 1) Act and report fu-

conE . .- diely. 2) Act and reportimmediately. 3) Seek approval, then
work. Keeping in mind the overall goal and being willing t ct. 4) Wait until told.

share responsibility, as well as the credit, increases YOULha jevels of delegation require different kinds of slip-

SU(I:EC;:;“?: Seﬂagﬁgﬁr}n ultinlies vour efforts manv tim ort. At level four, providelirectionfor employees. At leve
g Ples y y ree, support wittraining. At level two, givecoaching At

over by using the time, knowledge, experience, and creapel| oo o mnawer with thiesponsibilityandauthorityto
power of other people. Effective delegation frees you for t c‘?mpl ete’ the work independently

planning, problem solving, and tracking required to buil a0 increase your team’s resuits, set a goal to move a

more: productive organizafion. many people as possible to the highest level of delegation
Levels of Delegation Delegation challenges the most promising, capable people

Choose carefully the team members to whom you def your team to develop their potential and to use morg of
egate specific tasks, especially those you would like to trdieir abilities. When they do, you and the organization are
for the highest level of delegation. Explain your reason fdirect beneficiaries of their growth.

delegation apply with some modification when shanr&
responsibility. For
example, some task
within your work
load may best be ac
complished by
counterparts  of
yours. Certain indi-
viduals may have
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setting Optimal Iy positive mental image of yourself doing what you wanfto
Effective Goals do or being what you want to become.

3.Your goals must be realistic and attainafle say that

Goal setting should never be confused with daydreamipgals must be realistic is not saying that they should be [ow,
or fantasy. Those activities are escapes from realitymediocre, or commonplace. Goals must represent a ghal-
devices used to “get away from it all.” You never intend tenging objective toward which you are both able and
take action on a daydream or a fantasy. Genuine gmdling to work. For example, a recent college graduate
setting, by contrast, is the first step toward positive, delibgith a bachelor's degree in chemistry might easily find a
ate action. Although goals are often imaginative and visigob as a laboratory technician in a large commercial |re-
ary, they are always a prelude to action, a track to run ogearch laboratory. It would not be realistic to set a go

exercise of your desire for personal leadership — the desgeessary would be impossible in that period of ti
to be a bit better today than yo Because such a goal is unrealisti
were yesterday, and the determing it would also have little motiva-
tion to be even better tomorrow. tional power. This does not mean|a

To set optimally effective goals, young laboratory technicia
you need standards to follow. It is should give up all plans to attai
like playing basketball: you need tc the position of director. A goal fo
know the object of the game and th a first step of advancement withi
rules; otherwise, you would not areasonable length of time couplgd
know whether to run with the ball, with a plan to gain additional skill
kick it, throw it, or roll it. For your and experience would be both re-
goals to have the magnetic attrag alistic and attainable and woul

tion that draws you toward them have strong motivational power.
and propels you toward success, follow these principlessefies of progressive steps would lead to the ultimate goal
goal setting — these “rules of the game”: to become director of the research laboratory. Fulfillment

1. Your goals must be your own personal godtigs of goals always comes in realistic, attainable steps. Just
obvious that you are more likely to accomplish goals ybaw high your ultimate goal should be is a matter only you
choose for yourself than those urged upon you by oth@&n decide.

But your goals must also be “personal” in the sense of4.Goals must include personality changésny young
“private.” If you know that your goals plan will be seen byeople would like to be head of a company or hold some
someone else, you may tend to distort it to impress othgiggh position, but know nothing whatever about the traitg of

mind’'s eye a picture of each thought. A goal expressegtessary to handle the desired position. If you determine,
negatively eliminates a mental image, and the mind canfastexample, that you need to manage your time better, jit is
picture a void or a vacuum. Take a simple illustration. Yogt enough merely to say, “I will manage my time effec-
may say, “I'm going to stop procrastinating when it is tinfiyely.” You must study yourself to discover why you
to make my monthly report.” What picture — what mentpractice the habit of procrastination, or of jumping frgm
image — can you see of yourself “not procrastinating”? Yooe activitiy to another without ever completing anything.
will be much more likely to accomplish your goal if yolvhen you discover the underlying problem that produges
state it positively: “I complete my monthly report the firghe undesirable behavior, you can make specific plang to
day of each month.” Now you have a picture to visualizéevelop new habits.
You can see yourself sitting at the desk making your reportSome people are willing to set goals “to have” but not [to
You can make specific plans to support this action. Goalshéd or “to become.” It is vital to set goals of becoming
be effective, need the motivational force created bybefore you can achieve the more tangible goals of havjng.
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The Art of Becomi“g personal accomplishment, professional success, and |pric
in a job well done.

Better and Doing Better gentifiying and Using High Payoff Activities

Productivity is the wellspring of success. A basic part of The familiar 80/20 Pareto Principle operates in time |use
human nature yearns to achieve, to accomplish, to attasmd personal productivity. Approximately 80 percent of the
to do better in the future than in the past. Through the agesults you obtain stem from 20 percent of the tasks|yol
philosophers, poets, heads of state, commanding genepagiporm. The other 80 percent of your tasks produce only 2(
businesspeople — leaders of all types — have tried to lightgbecent of the results obtained. It makes sense, then, t
fires of enthusiasm and kindle the flame of motivation igentify the most productive activities in your daily schedule

glimpse the heights they might reach,

the happiness they might enjoy, and tf
depths of reward they might gain fron
using more of their potential.

The term, productivity, captures the
essence of this human pursuibetom-
ing better anddoing better. Productiv-
ity, in fact, has earned recognition as tH
key to personal and busings®gress,
successandsurvival

What is Productivity?

Since improving productivity is vital
in today’s competitive world, a clear
understanding of the terproductivity
is essential. Productivity is defined by
some from an economic standpoin

Others take a management viewpoint,

while yet others look at productivity from other perspe

and devote more time to these high pay-
off activities — activities you perform that
bring you closer to achievement of yqur
goals. High payoff activities are specific
to each individual, so giving examples|is
difficult. In other words, because diffef-
ent people in various businesses, organi-
zations, or situations have different goals,
their high payoff activities will be differ
ent. Simplify, delegate, or eliminate other
low payoff routines and activities that
absorb too much of your time. This com-
mon-sense approach frees you for gro-
ductive work on high priority items.
Benefiting from the Pareto Principle
may require changing some patterns{ of
behavior. And change may be perceivyed

as risk. But remember, success is often built on a series ¢

tives. A simple definition that applies to all businesses apfents all of which |n\r/](_)lve a certain ﬂegl_ree Oé ”SE' One _hlo
individuals is that productivity is the measure of hof@’e{ risks never ac |eV(fas. r(")ne who | 'Vefk¥t € prin 'phe
efficiently goods and services are delivered. Productivity [ flé 'Z nbdet;%rrrto ?:ﬂsﬁeeh'tnsnbsor% Irseslsea%o rtée rb t?n(
a broad sense is concerned with the overall effectiveness b Y, Ind by prog greting

getting things done. In a narrower business sense, pro&'f ortunities missed.
tivity is doing what it takes to make more money. isk, however, must be carefully assessed and planne

: s ith deliberate use of the Pareto Principle, eliminating

From a personal perspective, productivity enables yOLW L \ U ;
earn your income. Overall, productivity means making |V|t|fes|can be V\r/]ort_h the ”Zk' Anticipating risk can
more from your available resources; it means investing ti e?jn uel your enthusiasm and motivation to overcgme
in tasks, activities, or responsibilities that provide a hi@ﬁ1 conquer.
return to your organization and you. Productivity is detéistablishing a Base Line
mined by working on high payoff activities, and high payoff Improving personal productivity is never an accident; it
activities mean spending time doing the right thing, in thegins with precisely defining productivity in your partigu-
right way, at the right time, and for the right length of tim#ar situation. Only when you know what productivity means
When you spend your time on high payoff activities, yda your business, can you increase it. You can take delibgrat
will be more productive. You will be working smarter, nqiurposeful steps toward improving your productivity when
harder! you learn to measure it.

A firm is doing its job when it increases the bottom line, Base lines for productivity differ according to the bysi-
not just operational efficiency. Regardless of your partiauess you are in; consequently you must be the orne t
lar business, profession, or career — whether you makierenulate your base line and express it in terms most ugseft
product, sell a product, or provide a service — improvihg you. Generalizations are helpful in gaining an ovarall
your productivity is the force that propeatentinuous im- understanding of productivity, but you must identify mea-
provementContinuous improvement adds to your sensesafrable factors specific to your situation.
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Bridging the Gap Between Potential
and Performance

Since 1966, Leadership Management Institute
has been bridging the gap between potential
and performance by helping organizations
and individuals evaluate their strengths

and opportunities through implemen-

tation of the unique and proven

LMI Process.

The LMI Process..

o Develops leaders who, in turn,
empower their people to use their
untapped talents and abilities.

o lIdentifies key areas the organiza-
tion should focus on in order
to reach the next level of success.

¢ Gives direction to an effective solu-
tion and delivers measurable results.

o Practices a 93 percent effective

leadership model. I

The LMI Processis designed around a Strategic
Development model with four vital components:

o Awareness o Development

* g
o Planning o Results Management. lll
LMI” tools and processes have been making a difference in organizatic "’"”"
and individuals for 40 years in more than 60 countries. LEADERSHIP mnmrm |,.5mmr.
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