Training

Meeting your objectives
ALLOW me to paint a picture.
I have sat thro u gh a series of
meeti n gs over the past few
months mainly as an ob s erver.
These meeti n gs covered a
wi de range of subject matter
and involved people from a
variety of managem ent levels
in the company or they were
dep a rtment issues.
All the meeti n gs had been
called for a va ri ety of reasons
or so you would think.
All had one com m on dysfuncti onal feature and I wonder if you can guess what that
was? There are the usual suspects eg the meeting started
late, people were not sure wh a t
the meeting was all about, an
agenda was missing, why so
many attendees etc.
The consistent feature was
the lack of a level of tracti on or
a sense of purpose and as a
result the discussions went the
same way as a ship without a
rudder, meaning all over the
place depending on who were
the most assertive people in
the room.
This su bj ect has been written about more times than I
care to remember and yet,
meeting a robust set of objectives sti ll seems to elude the

basis of having meeti n gs . The
challenge when we inter act
with other people is to kick the
bad habits we have developed
over the years.
This means being able to
hold a number of vi ews simu ltaneo u s ly, some of wh i ch may
well conflict with each other.
The following is a simple
ac ronym that wi ll help guide
you to a desira ble outcome no
any matter what issue or problem you are dealingwi t h .
The acronym is PRIEST
and no, it has nothing to do
with religion.
Deciding what you want to
ach i eve may sound simple but
it is one of the most common
problems faced by indivi duals,
teams and companies.
Without a clear set of outcomes, the energy wi ll be midchannel.
So let us start .

P-ositively stated
Define the outcome in po sitive terms.
Most people are good at
stating what they do not want.
That in itself is not such a
problem providing you then
ask yourself: “What is it then
that I do want?”.

R-esources

E-cological

What are the resources you
wi ll need to make this happen?
You wi ll need to consider
both inter nal and external
resources. Internal resources
could be skill set, knowl edge,
thinking capabi l i ty, s ys tems,
experience not to mention
finance. External resources
could be materials, training,
information and peo ple to
mention a few.

The decisions you are taking have a counter productive
ef fect somewh ere else in the
company, division or dep a rtment. This a balancing issu e
and this again is wh ere the
ability to communicate ef fectively is crucial.
These four questions will
h elp you:
• What wi ll happen wh en I
ach i eve this objective?
• What wi ll not happen wh en
you achieve this objective?
• What will happ en if
you decide not to pursu e
this goal?
• What wi ll not happen if
you dec i de not to pursu e
this goal?

I-nitiated and
maintained by you
This goes to the heart of
who gets this process going and
who maintains the momentum. The short answer to this is
YOU because you wi ll be the
one who wi ll be proactively
moving this along.
If you wait for others to get
this going or pass over the key
con trolling and decisionmaking, then you may start to wander off track as you wi ll be
constantly re acting to situations. This does not mean you
need to go it alone.
In s te ad , it means that your
ability to interact and commu n i c a te becomes even
more fundamental.

S-ensory evidence
What specific evidence wi ll
you ex pect to see to tell you the
issue is progressing on track?

T-ime phased
Do you have a timeline of
wh en the stages of the overa ll
project need t o have been
re ach ed in order for the overa ll
objective to be achieved?
A final word on listening. If
we do not like what we hear,
we in variably sw itch o ff

Let PRIEST help you to
achieve results
Coaching
because our brain either
deletes, distorts or simply generalises what we hear.
The re sult is we miscons true most of the message or
in our rush to formulate a
reply we stop list ening. In
short we become judgmental.
Stand back and tru ly listen
to what is being said.
Do not jump to conclusions. Think about it.
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In the new year, I will take up a
management position with a new
company. I am aware from the
interview that the team has been in
place for quite a while and one of
the reasons for the appointment is
to bring about some change. I am also aware
that some of the team are older than me with
more experience and I am mindful there may
be a hurdle or two to cross. I would appreciate some pointers of how to approach this.

Q

IN many respect s , your coming in from the outs i de gives you many advantages.You do not have
any internal bagga ge and are outside of the po li tics that affect decisionmaking.
Do not make any major changes until you are
clear as to what needs to be done.Your team wi ll
be watching everything you do early on. If you
make a change just for the sake of it, it wi ll likely fail.
S econ dly, I su ggest you get a thoro u gh briefing from your boss on his take on the team and
in particular his expectations. Also determine
how he opera tes, what his likes and dislikes are
about the way he would like to be managed by
you. It is crucial you and he are in step because
t h ey wi ll have a be a ring on discussing issues
with the team.
Thirdly have an open but short initial meeting with your team to tell them about yourself.
You can tell them you plan to sit down with all
of them to understand more about them as
indivi duals, what they believe are some of the
key issues, wh ere they see they can con tribute
and add value. This wi ll demonstra te a wi llingness to listen and learn . Be clear that you do not
s ee problems as a failure but as an opport u n i ty.

?
However you do ex pect that if someone bri n gs
up a problem they have a solution. G iving people more re s ponsibility is good management.
I su ggest you have the indivi dual meeti n gs
out of the office.
The older mem bers wi ll need a little more
time as they may feel threatened. Involve them as
much as po s s i ble in what is good, what is not so
good, how they would go about this or that or
the other. Make them feel you are looking forward to working with them and you va lue their
input and experi ence. Under your wing give
them, if appropriate, a proj ect to work on.
Ultimately they need to see and understand that
you wi ll decide. In that way you are earning
respect from them by showing re s pect to them.
An additional issue. If one of the team was a
candidate for the po s i ti on you now have, that
wi ll requ i re a sligh t ly different approach. At an
e a rly stage that requ i res a heart to heart to really
understand with empathy just what they are
feeling, and how they see the situati on. It is
i m portant they look forward, not back, and put
themselves in a po s i ti onby their professionalism
wh ere they demon s trate they are capable of
overcoming a setb ack and can prove they have
what it takes next time. Ask him/her what they
l e a rnt from the ex peri ence and do it with sinceri ty. This is you moving into coaching mode .
Once you have a good grasp of what is happening and what needs to happen, a gree your
plans with your boss.
You have in the initial weeks and months consulted, question ed and listened to your boss,
your team and probably other influencers wi t hin the division or company. You can now outline
the directi on your team needs to go in and the
p a rt each of them wi ll play.

Have a work-related issue or problem? Write to Ray (ray@think8.net).
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