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A Case Study Featuring
Waddell & Reed Financial Services

The Company... success he sought. John knew he had the capacity and
John QOestreich had enjoyed seven successful years tasngeet his goals, yet he was unable to develop the min
financial advisor at Waddell & Reed. However, he becameprocess for doing so. John hadn't clearly identified
unsatisfied when he realized his professional success shbigt payoff activities. He began to procrastinate with sn
have been growing at a faster rate. Waddell & Reed, ldaly tasks and became overwhelmed in time consun
many financial services companies in the industry, usetasks that were interfering with what mattered most.
specific tracking digit to quantify and evaluate advisarresult, he found himself working long hours and star
performance. This digit is a composite of several perfoo- feel the effects of heightened stress at work &
mance values that take into consideration margin, type, ahchome. John knew what he wanted and needed.
total volume of sales business that the individual has culianted to develop effective work habits through a pro
vated for the company. Thi
carefully calculated tracking
digit encourages advisors t(
maximize value for their cli-
ents and allows them to hi
higher earning levels to com
pete among othersin nationg
rankings. In order to achieve
the success he desired, Jo
first had to identify the rea-
sons for his current perfor- |, _ _ _
mance to understand the The EPP did not help me improve for just one year. The LMI Process™...

He wanted to develop

And ultimately, he wanted
to increase his tracking
number and take his caredq
to the next level. He didn't
want to settle for average
success.

to find the solution. ness for many years to corne. vational seminars and rea
— John Oestreich, Financial Advisor, books on how to improve

The Challenge... Waddell & Reed Financial Services ~ work productivity. But he
John was at the point in would soon discover the

his career when his tracking number should have bésvil ProcesS was a totally different concept. LM
soaring at a high rate, but it wasn't. He discovered he Rstners, Boyd Ober and Dan Sedor, introduced Joh
using his time ineffectively and, along with some bad habifective Personal Productivitipuring the first few weeks,
he was unable to accomplish the high level of professional _ continued on page 2 -

process with lasting results,

the necessary skills to put
his best ideas into action,

steps he would have to take Through focus and hard work, it will reshape my busi-  john had attended motit
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— continued from page 1 -

John worried that the weekly session would resultin lengthy . - -
homework assignments but was quickly surprised to learn Eﬁ_eCtlve Per_sonal PrOdUCtl\/'ty Wa$ the
the assignments fit in well with his day. The weekly lessonssolution for which | had been searching.”
helped him identify his high-payoff activities that would .
produce the most value in increasing his tracking digit. He — John Oestreich,
acquired critical goal planning and goal execution skills. Waddell & Reed
The Goal Planning Sheets helped him discover the appro- ; ; -
priate time for delegating tasks. Completing a goal planning Financial Services
sheet allowed him to pour his ideas

out on paper in a clear, concise

way. John says, “| am able to

go through every possible ‘ MNARENESs
action and pitfall of reach-
ing the goal. | know why

| am setting the goal
and how to track my
success.” Th&PP in-
troduced new skills in
dealing with interrup-
tions, multi-tasking in a
more productive manner,
and being aware of daily
accomplishments by writing

looks forward to sharing his increase for t

?L,ANN ING

motivated,” John says. ThEPP has also

Wi g0

week with Boyd. “Keeping score keeps nie

/ helped him be competitive on a nationgl
ranking scale. At Waddell & Reed, John

gained recognition and prestige among hi
RESULTS A colleagues and other industry leaders. His fe-
e “w  sults have significantly impacted his personal com-
them down and focusing on the pensation as well as the company’s compensat|on.
results. John says this is only the first step: “I am already five

accomplishes more in less time and even

7

months ahead of my goals for the year and am now

The Difference... N reassessing and striving for larger goals.” The LMI Process
Through persistence and positive expectancy, Johnhs- experienced will continue to provide John with an

creased his key tracking digit by 130 percent within the fitgtganized approach to developing, refining, and achiey
year. He says the return on investment has been more tignprofessional and personal goals. LMEfective
30 times. TheEPP has increased his productivity, and heersonal Productivitywas the solution for which John
feels he’s in tune with his daily progress. Before, John w@sstreich had been searching.
never sure of how far he had come, nor how close he was to
reaching his goals. Now, he measures the results daily. He

“We pride ourselves with facilita-
ting the LMI Process with top
quality firms and individuals.
John is a prime example of this
customer model.”

— Boyd Ober, LMI Partner

LMI Partner, Boyd Ober, left, facilitated John
Oestreich, right, through the LMI Process.
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Positive Expectancy

Positive expectancjosters
exciting, worthwhile goals that
motivate and inspire. Psycho-
logical studies repeatedly dem-
onstrate that expectations, posi-
tive and negative, tend to be
fulfilled. Positive expectations
capture the imagination and
constructively influence reac-
tions to outside events and cir-
cumstances. A winning frame
of mind — the determination to
make the most of every prob-
lem or project — produces re-
markable feats on both indi-
vidual and group levels. It gives
individual team members and
the team as a whole the desire
and courage to become proac-
tive, to ask questions, and to
assume greater responsibility
for achieving goals.

Hold positive expectations
for your team. The attitude of
positive expectancy is captured
in this truth:

Whatever you
vividly imagine,
ardently desire,
sincerely believe and
enthusiastically act upon . . .
must inevitably come to pass!
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FROM THE PRESIDENT

Facing the Forces of Change
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Today's leaders face the positive and negative force$ of
® change as never before in the history of organizatignal
BN management. The dynamics of change are fast and feve
moving because of the speed of information and innovatjon.
These forces of change not only present a special chall¢ng
to leadership but also to the people who work in today’s
organizations.

Where should leaders focus their attention and how should
they direct the attention of their people? The answer to this
question is critical to the effectiveness and success of the organization.

Leaders often focus on what they want and try to create buy-in with the sheef for
of their personalities. Experience and research show that exclusive focus or} wk
leadership wants creates resistance to buy-in. Also, this type of focus becomes
overwhelming task for leadership in creating a culture of support and teamwprk.

Some leaders also focus on need, and are usually driven by a determination
work toward everything the organization needs. This focus leads to overwhelmin
to-do lists and projects stretch
ing human and financial re;
“Leadership Management Institutesources to its limits. Also, d

provides a ‘what matters most’ focugperfectionistic culture is cre-

David Byrd
President, LMI

, L ted where accomplishments
to leaders and their organizations arounczre ignored and the only fo
the world. We genuinely trust this uniqueus is on what remains un}
per-spective will bring you to a newdone.
level of awareness about your leadership, OU 40-year backgrounc

e y & research and a validity daf
and your organizatiofi, tabase of more than 35,000

D

achieving leaders point to the

most effective organizationa

focus — what matters most! A “what matters most” focus generates organization
clarity and builds a results-based culture.
Leadership Management Institute provides a “what matters most” focus to lepde
and their organizations around the world. We genuinely trust this unique perspgcti
will bring you to a new level of awareness about your leadership and you
organization.

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

deid Byrd
President, Leadership Management Institute
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Relaying Your Message

Messages — E-mails, faxes, memos, letters — bombaind memos to one page as often as possible. Cover on
people relentlessly from every direction so the ability smbject; it's better to send two separate E-mails, letter
write clearly and persuasively is more valuable than eveemos to the same person than to mix two different subj
before. Whether your purpose is to provide information, This encourages the receiver to take appropriate a
change an attitude or behavior, or to persuade someonaitoout the necessity of replicating the E-mail or making

perform a specific task, written communication is a substi-

extra copy of the letter or mem

heeded. Make E-mails brief and to the point, and limit lefters

y O

5, O
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tute for your presence. But at other times, writing is t
method of choice — even more effective than spoken wo
When do you “put it in writing"?

[J To save timeWriting reduces the need for time

consuming meetings. Writing saves time by telli
team members ahead of time what will be done a

meeting and what each individual’s responsibilities

for the meeting.
To remind.Written plans of action serve as a remind
of what needs to be done, who is responsible, and w
the action should be completed. A written plan faci
tates accountability and creates a benchmark for
surement of performance.

To prevent misunderstandinButting important infor-

mation in writing prevents misunderstandings. People
can reread directions, instructions, or important infor-

mation when it's at their fingertips in writing.

Planning before sending an E-mail, dictating, or writing
ensures the best possible reception for your messag

Ask yourself these questions:

[ What is my purpose for sending this message?

[ What response or action do | want as a result of t
message?

Giving Instructions
The more expert you becon

in giving instructions, the mor
everyone benefits. Team mer
bers understand exactly wh
you want and comply conscief
tiously and cheerfully. Here arn
suggestions for giving ordef
and instructions effectively:
[1 Preparation — Before yo
begin, be sure you know e
actly what you want to commu
nicate. If you need to ask fqr
information or conduct a discussion or brainstormjng
session before reaching a decision about what ordars t
give, separate that session from the actual giving of
instructions or orders. Any apparent indecision or confu-
sion on your part creates doubt and lack of confidence.
Tonsideration — Check on the team member’s time |anc
workload before directing any change in procedure or
priority. Be sure you have the right employee for the job.
Along with instructions, assign a priority to the job.

hi

[ What do | know about the recipient of this message t@afresentation — Give instructions in a logical sequencg an

will help me present it in a form that's most likely to be N cléar, concise language geared to the team mem

positively received?

As you write or dictate, try to visualize the person or Structions were understood, and explain again any

group with whom you wish to communicate. Assume an that seems unclear. If the order has several parts,
appropriate tone in the writing and choose language that'S t0 be & permanent procedure, follow oral instructi
communicates just as you would if you were in a face-to-With @ written message.

face meeting.

Choose an appropriate form for each written message€Xxpect compliance with your request. Accomplish this

ber

in-
pat
or |
DNS

intelligence and education. Check to see that your

[1 Attitudes — "Ask” rather than “tell,” but make it clear yqu

by
tive

In most business situations, E-mail is the logical choice. Itusing language and a tone of voice that are authoritg
is quick, readable, and easily copied. For some speciabut not authoritarian. Be considerate of team men
purposes, a handwritten note may serve your purpose judteéeds and desires, but never apologize for giving
as well. order. You represent the organization, so make it g

Skill in writing E-mails, letters, and memos is invaluable that you support the organization and its goals. (
since they're so widely used in business organizationsindividuals an opportunity to ask questions or expf
They may deal with simple announcements or with com-Opinions, but do not feel bound by those opinions.
plex or highly confidential matters involving personnel] Follow-up—Check on compliance with your requests
new product research, financial affairs, or company policy.instructions. Amend your instructions when that se¢
Make letters, memos, and E-mails long enough to cover théogical. Express appreciation when your requests
message but short enough to be read and the messagestructions are carried out well.

bel
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supervise. You may assume you know what each p

Training Your Team
does. But if you were unexpectedly required to write out a
Members for success detailed job description for each individual, you might fi

Whether you call it orientation, indoctrination, develogourself lacking important information. Consider G
ment, or training, a program for ensuring adequate instrden, who has 15 years of service and is now ready to r

established ones must be retrained and

crosstrained, and all team members MUSER
encouraged to develop self-motivation "
use their full potential.

- specifically in detail, you'll have difficulty
training and developing a replacement.

PR v oy Vol
o R

exemplifies the old adage, “Our people =
our greatest asset.” In such an environm

employees usually consider training to be

=1 how to adjust responsibilities or coordina

reward and a benefit — an indication thig e} § several jobs to keep your work group opér-
higher management considers the reci ating at a high level of productivity. You
ents to be valuable team players and po may choose to transfer some of Gary's
tial leaders in the organization. Being g responsibilities to other team membefs.
lected for training assures employees t When you know the details of all the pogi-
the organization is willing to invest in the tions in the department, you can reass|gn
long-term job effectiveness. This invest- and prioritize responsibilities as needed.
ment in people also contributes to employee loyalty andMatch team members to jobs. If you discover either
longer term commitment to the organization. through assessments or observation that certain indiviqual
Because it affects the morale and the skill levels @fjoy work that is repetitive and unchanging, assign them

is critical to productivity — and to your success as a leaéés who are ambitious and eagerly looking for increased
of others. Close supervision during an introductory peritgsponsibility and higher compensation should be given
quickly brings productivity to a high level, maintaining antgsponsibilities that offer those opportunities.

even improving customer satisfaction. Repeated trainingEnlist the help of team members in preparing adeq
maintains satisfactory work standards, encourages coapd complete job descriptions. Keep job descriptions uy
eration among the team members, and reduces tensiofasg; periodically go over them to determine whether th
the job. When people make few errors and maintain higroverlap or confusion of responsibilities. As people grow
morale, you can concentrate on the creative elementgid develop new skills and abilities and as new people gom
your responsibilities. A good training and developmetto your group, review responsibilities and consider re
program benefits you, your team members, and the ersighments so that team members can always use thei
organization. skills and abilities.

Training and Developing People Training and development brings you more benefits than

A successful training and development program beg%n?yr/nother responsibility you possess or activity you

: o A . The time you spend in leadership training, for
with your willingness to accept people and t_he!r skills 3 ple, has the gotent?al 10 do more to irr)nprove 3our ski
they are now and to build on them. If you didn't hire t q y’our performance than any other comparable
members in your group, their productivity level today |sr(*$)

employees, a planned program of training and developmigsponsibilities that fulfill those individual needs. Indivi:E-

late
_to_

eriod you will spend this year. The same principle applies

your responsibility. The productivity level they reach t 0 other people on your team and their training and develop

mgnt. When they learn new skills and new procedures, they
worth more to you and to the organization. When they
eg%ognize their improved productivity, they develop added
Qdif-confidence and new self-motivation.

morrowis your responsibility.

Before you can train and develop people, you must fi
know in detail all the tasks that must be done. Begin wit
complete, up-to-date job description for every position y
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. have been conditioned by their environment and by sogiety
Exam"““g sources and its institutions. This, too, can be good. Without stich
of Conditioning conditioning, humanity might well have failed to survive.

Too much conditioned conformity, however, tends|to

Anything that shapes one’s thinking or behavior iscast all individuals in the same mold and they became
conditioning influence. A conditioning influence may origiaverage — fitting their talents and abilities into a medidcre
nate either internally or externally. The three most commmiodel that everyone can match. Over-conditioned pepple
conditioning influences are the family, the social envirotese the motivation to be what they were intended to be.
ment, and personal attitudes toward mistakes and failure.What's important to your personal leadership develpp-
Family Influence ment is the determination of which conditioning influenges

Fathers, mothers, older brothers, and sisters — all infii€ 900d and which are bad. You must lear to live in a
ence us during our childhood. Youve no doubt heatdciely Of compromise without being compromised. You
someone say that a particular child [)nust f?ma'dr! un?aF_lsge(flAV\gtho t
has his father's temper. If he doe ecomlngf_ 'Sia ISTied. An i yo
it wasn’t because he inherited it | must realize that any conditior-

but because he was conditioned ing you mentally accept can be
it: he learned it. reversed or recreated as yoqu

Not only by example, but by#! choose. Recognize your unigue
words — adyvicg, argurr?ents, or 'L‘!}': possibilities. Make your own de
suasion — we form an idea of whaflg " cisions about who you are and
to expect of ourselves, and unfo what you will become, rather th
tunately those ideas are sometims passively submit to the imprint
limited in scope. Parents who ha your environment.
themselves been conditioned t0 Mistakes and Failures
respond negatively to life may pass on those limiting atti- There is a third conditioning influence to which all
tudes to the children who may have entirely different talepisople are subjected — that of their own experiences.| Be
and abilities from those of their parents. The children maguse we're not born with a knowledge of the world, |t's
therefore, live in accord with the potential of their paremtatural that in the learning process we make mistakes an
while their own talents and abilities lie unused. experience failures. Learning proceeds by trying, failing,

A natural love for our families makes us loyal to theadjusting, and then trying again.
teachings and causes us to cherish family tradition and-ailure can be shattering, particularly if early envirgn-
heritage. That can be good; but it's not always good. Sueént placed stress on perfection. A parent, teacher, or eve
influences should be weighed in the balances of our dvass in an early job who places extreme emphasis oT th
values, needs, and desires. gravity of mistakes may cause leadership development {o b

Life is not bound by predetermined formulas. You shapestricted. The fear of failure breeds timidity and causes
your own destiny. You're the architect of whatever life ychesitation to accept a challenge.
choose to build. If you accept without question the ideas andrailure itself is unimportant; your attitude toward it |is
demands of others, it's only because you use your freedwnurcial, for it can strengthen or destroy you. If you regard
of choice to allow it to be so. But you were created feach mistake as a setback in your quest for achievemen
greater and more worthwhile purposes than to follow blindhyat's exactly what it will become. When you look uppn
the influences you encounter through chance. mistakes as signposts to guide you in the adjustment pghas
Social Environment of the learning process, failures serve to strengthen you.

No one is an island. The adult, as well as the child, jsYPU can accept a mistake as a failure, or as a lesson i

subject to conditioning by outside influences and by tREPIress. You can accept it as a challenge or as a chastis

family. Youngsters are affected by interpersonal peer r
tionships, and teachers have an effect on their thinking, i
conduct, and their personalities. As they grow older,
scene changes, and the names change, but social influ
continue to bombard them. Ever since primitive peo
learned to band together for strength and protection, t

dpent. There is more to be feared in not making mistgkes
gn in making them. To develop a healthy attitude toward
stakes and failure, see them as opportunities to develo

Spersonal leadership. More important, you must |ac-
ﬁgoé\[/vledge them as your own instead of attempting to blame
ﬁgweone else or some circumstance.
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difficult for most groups of people within organizations,| It

The Journey of can be learned!

Organizational Evolution Part of the evolutionary process is reaching the ppint
where one understands that not everything is an emergenc!

By Richard S. Lewine Developing an appreciation for priorities and applying
When an organization's leaders become aware of these principles to the daily effort of managing, allows|an
need for personal leadership development, the organizatiahividual to learn to say “no.” Learning this can have a
benefits and begins its “evolutionary journey.” This jouremarkable effect on the availability of time that can|be
ney leads to a more effective organizational outcome. allotted to “future thinking.” It has the added benefit |of
Organizations are only as effective at delivering resugtstting the person who asked for the time in the position of
as allowed by the people that constitute its dynamic existaking their own decision. What a concept!!
ence. As entities, organizations are nothing more than &erhaps not so obvious is creating an organizatipna
container within which people of varying disciplines plglimate in which it's okay to say “no,” and where it's okay
their trades. For an organization t to make mistakes or errors in judge-
deliver “better performance,” “en- ment. The pervasive dysfunction of
hanced results,” and “more rev “it's not okay to be wrong” has stallef
enue and/or profits,” the peopl* o the evolution of more organizations

that are in the organization mu than you can imagine. A no-risk cul-
behave differently, perform differ- ture almost guarantees a no-growth
ently, converse differently, and ex organization. Only by taking risk ca
pect differently. Without this an individual or organizatio
change or evolution, theurrent progress. Like the turtle, it can only
state becomes ttigture state. move ahead by “sticking its neck out.”
Most organization leaders, and One of our long-term clients hap
the bulk of others functioning within the organizatiombout 100 people when we started with them. They had bee
prefer to obtain their fulfillment by doing what they petin business for more than 20 years, but had no clear goals ¢
ceive is the best way to get things done. Not from simategies and meetings were complaint and “pity me”
altruistic sense of “right,” but from the conditioning t@essions. It was a crisis-to-crisis environment where eyery
which most of us have been subjected. More is better, biggestomer-facing employee believed that if he/she didn't{get
is better, faster is better, etc. Meanwhile, people in theimmediate response from his/her manager, the custpme
organization are living with frustration, stress, a sensevafuld be lost. Imagine the chaotic nature of this envirpn-
being unfulfilled, and a wish that someone would do sormeent. With the leadership having the same mindset,| the
thing differently. myth was perpetuated consistently and constantly. One o
Where to Begin the consequences was a lower level of profit than expegted

Regardless of the entry point chosen to begin an evc%luﬁfter our initial intervention, which consisted of off-sife

tionary process, it's the leader's awareness of the needlging With the leaders, and several months of onssite

change that initiates and supports the effort. And thiscﬁmamt with other people in th_e organization, a S all
just the beginning change began to occur. The mid-level people continued

Transforming an organization may mean that seve%‘?" dramatic requests but, the leaders began to say thing

processes occur in parallel. That is, organization focu$s: “N(t)rt1 now” or “Wh_agdo you th'nfkl yoaj o/ught to do d
efforts (for example, vision building and articulation) argVS" & Nrée-year period, a series ot lfader/manager geve

addressed simultaneously with an ongoing conversatisinent programs were instituted, annual goal setting ses
centered among the leadership with respect to persoiidiS Pecame the norm, and a clear long-term vision wa
goals and values, while leaders and managers maya ulated and published. Several years later the o nerf
immersed in the initiation of a personal growth effort, Thiga!1zed that they had evolved. They sold the business for :
reinforces the consciousness among all players regar qusome sum to a much larger organization in a closely
the evolutionary journey on which they've embarked. 'elated field and began pursuing their other passions.

High level, strategic initiatives may be spread out over Evolutionary, not revolutionary. Patience and under-
several months, allowing those in leadership positions>gnding of the human condition are necessary for|the
continue discharging their duties as required. This balaf@8SIStent support and effort required to nurture this pro-
of “paying the bills” while “creating the future” is new and€SS and the organization’s people.
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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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