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If leadership was easy, then everybody would do it and do it well.
About Joe Schumacher

Joe Schumacher’s formal leadership journey began in 1972 as the seventeen year-old manager of a high-traffic truck stop on the northeast side of Denver.  One year later, he joined the U.S. Army serving in increasingly responsible leadership roles at Ft. Campbell, Kentucky and in Germany.  Joe is a graduate of the 101st Airborne Division’s Leadership School and the 1st Armored Division’s Leadership Course. Joe served in uniformed positions with two metro-Denver fire departments as EMT, Academy Drillmaster, Code Enforcement Supervisor, Director of Emergency Medical Services, Director of Training, Director of E9-1-1 Emergency Communications, Director of Disaster and Emergency Preparedness and Director of Media Relations before completing his fire service career as Fire Chief in 2000.  He is a former Assistant Professor with Lake Superior State University and the Institute for Public Safety, Sault Ste. Marie, Michigan and an adjunct faculty member with both the Rocky Mountain Fire Academy and the National Fire Academy.  Joe has an MBA and completed PhD. courses at the University of Colorado’s Graduate School of Public Affairs and Michigan State University's College of Education. He is presently a Senior Faculty Member and Corporate Trainer for North America’s leading provider of 9-1-1 infrastructure systems and services including 9-1-1 data aggregation, management and delivery, wireless data services, network transactions, call handling and target notification. He lives with his wife and three sons in Arvada, Colorado. 
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Current Affairs—Hall of Shame
When you categorically trust jobholders, they’d sooner undergo a root canal than break that mutual bond of trust and disappoint you.  Conversely, break team trust and you’ll irreparably break team spirit and self-implode--guaranteed.  

	Terminal Leadership Mistakes

	Lose integrity, credibility and team trust

	Tolerate marginal performers

	Fail to make the tough choices

	Fail to provide tools, training, and trust

	Fail to reward exemplar performance

	Be aloof

	Place self over team

	Dictate to a job-mature team

	Fail to find motivational triggers

	Be secretive and withhold information

	Change everything upon arrival

	Fail to pry up entrenched bureaucrats

	Fail to instill a sense of urgency

	Be the Invisible Man (absent; deskbound, chairborne)


Defining Leadership: Your Turn
Your Definition of Leadership…
Two Snappy Definitions of Leadership
Uncommon leadership is about exemplar character, contagious passion and disciplined execution coupled with a motivational repertoire that rallies the troops in a worthy cause while making the workplace (all things) appreciably better. 
Leadership is the fuel, air, ignition source and accelerant that feeds the internal fire of individual inspiration so the team achieves the near impossible. Every high performing team possesses an optimal blend of tools, training and trust overlaid with a strong dose of uncommon leadership 

The hallmark of great leaders: Continuous improvement of self, people, and process.
A successful leader is the source of: 

A successful leader provides:
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meaning to work
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tools
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work unit direction
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training
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         critical speed of execution 
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trust 
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         inspiration 
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opportunity
Great Leadership Myths
Leadership is the strongest force in the universe, yet it remains a paradox as the most invisibly obvious of all human affairs.

	Leadership                                                                            Fact or Fiction?                           

	DNA is antecedent to leadership
	

	Everyone is well-fitted to lead
	

	Everyone wants to lead
	

	Rank + title = leadership status
	

	Promotion to a leadership position validates a leadership capacity 
	

	Jobholders are happiest when mediocrity is acceptable
	

	Avoiding tough choices is masterful leadership
	

	Dithering on the unimportant is manifest productivity
	

	Standing on the shoulders of jobholders is the fast track to getting ahead
	

	Once occupying a leadership position, no further development is needed
	


	The Path Seldom Traveled to Uncommon Leadership

	The patience mentorship, guidance and coaching from proven leaders

	Absorbing the best practices and lessons learned by observing proven leaders

	Rejecting the worst practices of dreadful bosses

	A life-long commitment to hard work, self-study, and a trial/error application of the theory/practice of leadership 

	Choosing an elastic leadership package (definition, formula, principles, best practices, values) that works for you


 Common Practices of Uncommon Leaders: 
What Jobholders Want Most
Each of us has a motivational trigger but to jobholders, gratitude and recognition from above are synergistic dynamite.
Jobholders don’t want free pizza, office parties or even “employee-of-the-month” awards.  They want tools, training and trust.  After that, what do jobholders want most? 
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To be respected as “talented”
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To have tasks placed in their heads and hands with some ownership and attendant accountability for the work product 
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To perform meaningful work
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To be appreciated and have their good work acknowledged
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To feel informed
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To work along side a compassionate leader who serves and protects

	What People Need From Leadership

Issue                                                   Rx

	A fixed performance target and clear direction 
	A sense of purpose, meaning to work and a work unit blueprint; high standards and written performance expectations; KPIs

	Professional development

	Technical training and soft skills development, greater challenge and responsibility; merit promotions and a career path.

	Hard resources
	Tools, equipment, supplies and material; a physically and psychologically safe work environment.

	Soft support


	A mentor and role model; firmness tempered with kindness; your time, approval, coaching, guidance, encouragement, reinforcement and fitting praise; celebration of team accomplishments; respect as a consulted and involved SME; the elimination of job interference. 


	When Jobholders Do Best …

	Led by example and the radiance of your North Star

	Recognized and appreciated for their contributions and success 

	Workplace silliness and job interference is minimized

	Each talent sets and SKAs is viewed as unique and “one-of-a-kind”

	Each is viewed as job-mature, productive, contributing member of the team 

	Each is considered a Subject Matter Expert and in fact, consulted

	Each is treated with the same dignity and respect accorded a physician, church pastor, or professor

	Each is trusted with “ownership” of the work they do and are accountable for results

	Workplace standards and performance expectations are high, written, and consistently enforced

	Peripheral performers are removed swiftly to the benefit of all

	Provided high impact training

	Their strengths are suited to the duties they perform

	Their work and workplace is undeniably “special”

	Provided regular 1:1 performance guidance and career-path coaching

	Working with a respected mentor

	Skill sets are developed with cross-training, special assignments and increasingly meaningful work


	Sixteen High Crimes of Workplace Interference 

	Assuming “underlings” are unworthy
	Lack of meaningful training

	Pulling rank
	The boss takes full credit but no blame

	Managing by intimidation
	Lying, hypocrisy and double standards

	Secrecy and concealment
	Covert tribunals and clandestine judgments

	Political gamesmanship
	Fiefdom and empire-building

	Backstabbing
	Promoting the incompetent

	The boss’ word is law
	Equating loudness to personal credibility

	A culture of winners or losers
	Childlike rules and roles
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The Cost of Priceless Praise: A framed certificate from Wal-Mart: $5.00. The effect on the work group morale: invaluable. The look on the SME’s face: priceless. Your reputation as an uncommon leader: enhanced. The reason 99% of bureaucratic bosses will never do this:  “we’ve never done that before”.  The danger of blockheads holding leadership positions: incalculable.
Leadership credibility is quickly generated when there is a match between say & do, words & action, promises & delivery.

 Select Quotes an Other Good Stuff:

When a situation behests a boss be detached, they’re appropriately detached, when the situation calls for the boss to be compassionate, they’re conveniently detached.

Here is the root cause of why a boss fails in a leadership role: "Hey, this proven leadership concept sounds great. I’ll try it someday".

The precepts of leadership are readily available to all but patently ignored by most. 

Translate knowledge into action by moving best and current leadership practices from head → heart → hands.

Bosses engage in a destructive falsehood: they overestimate their intelligence and skill set while underestimating the intelligence and skill set of jobholders

Leading with exemplar character and towering integrity is the only leadership secret.

Remember, leadership is less about what you do and more about how you did it because immediately upon departure, the memory of your “imperishable contributions” begins to fade, but jobholders will forever remember how you treated them and made them feel.

To be successful in a leadership role, you can’t run the workplace like Floyd’s Barbershop in Mayberry

Leadership is not a part-time job--its an around-the-clock duty

The greatest leadership myth is that leadership is about tightly directing, staunchly controlling, incessantly prodding, forever manipulating and relentlessly scheming. Command and control of others is best reserved for unusual events--police operations, military action, etc.

Bosses can’t put to work leadership’s best practices as the soft stuff is the hard part of leadership

Any boss can coerce jobholders to show up for work and do the minimum; a leaders however, provides the climate and conditions for all to want  to show up and to do their best work.

Charismatic figureheads belie authentic leadership as they are enticing and beguiling and can inspire the naive with confidence in them; the respected leader inspires confidence in others.

“…one of the most effective American presidents of the last 100 years was Harry Truman. He didn't have an ounce of charisma. Truman was as bland as a dead mackerel. Everybody who worked for him worshiped him because he was absolutely trustworthy. If Truman said no, it was no, and if he said yes, it was yes. And he didn't say no to one person and yes to the next one on the same issue….” Peter Drucker on “The Danger Of Charisma”

Leadership is not about the leader’s personal accomplishments or even the accomplishments of a single individual; it’s about team results such as achieving the near impossible.

Leadership’s best practices consist of simple notions of wisdom, clear-cut kernels of common sense, and well-worn snippets of thinking that are seemingly impossible for most to grasp and implement.

A Seasoned Sage comes in two sorts:  Those with proven leadership skills accumulated from a life-time of learning and improving, and those with one-year of experience repeated thirty times--thus, chose your mentor wisely. 

Examine the proven practices of great leaders to become a leader to follow
Demand respect of jobholders and they will patronize you with reluctant compliance and patronizing distain. Earn their respect and they will enthusiastically join your ennobled quest. 

The essence of leadership is to bring out the jam-packed potential in each individual then within the collective team.  A leader’s primary duty is to recognizes and merge great leadership with great ideas and great people to achieve grand results.

Legacy is the operative metric of leadership.  When long departed, others of similar character, values and conviction can seamlessly step in, step up and step forward directly from the leadership pipeline.

Successful leaders detach their emotions when executing on distasteful workplace business.  They know that higher respect and morale are the payout for addressing unpleasantries and making the tough choices of leadership.


Best 1:1 Questions…

What’s on your plate; on your mind; and on fire? 

What should we start, top and continue to do?
What five changes can we make RIGHT NOW to improve the organization / processes / relationships?

What is getting in your way?

What barriers can I break down right now?

What resources do you need?

How’s our relationship?

How am I doing and how can I help?
Summary

1. 
Illuminate the path with a shining example and inspirational vision

2. 
Define success and its attendant vital signs (dashboard metrics)

3. 
Surround yourself with remarkable talent
4. 
Set a civil tone and sense of urgency in the workplace

5. 
Provide tools, training, trust and opportunity for all

6. 
Protect all from interference and eliminate excuses for failure

7. 
Make jobs meaningful, fulfilling, challenging and fun 

8. 
Celebrate team successes

9. 
Mentor and grow others (talent pipeline)
10. Get out from behind the desk

Homework Assignment One: 
View “Twelve O’clock High”
Produced by Darryl F. Zanuck and 20th Century Fox  (1949) 

Written by Beirne Lay Jr. and Sy Bartlett (1948)
The purpose is to dissect the film in segments and extract a multitude of leadership lessons all of which are applicable to any workplace.  Carefully observe the leadership style and traits of key players including fatherly Major General Prichard, the tough-as-nails Brigadier General Frank Savage, and the popular Colonel Keith Davenport as they handle varied and challenging leadership situations under stressful conditions. The primary focus is on the model leadership practices of Brigadier General Savage from day one on the job as the new commander of the “Hard Luck 918th”. 

Homework Assignment Two:

Read “Team of Rivals: The Political Genius of Abraham Lincoln”
by Doris Kearns Goodwin
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