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Praise for Elephants Before Unicorns


More money goes into bureaucratizing the workforce than inspiring the millions of people who turn up to work hoping to be able to do a good job each day. If more organizations paid attention to the lessons of this book, they would find both their work and their lives transformed.


—MARGARET HEFFERNAN, CEO AND AUTHOR OF WILLFUL BLINDNESS


In Elephants Before Unicorns, Caroline Stokes does an enlightening job of bringing emotional intelligence to the hiring, onboarding, engaging, developing, and leading aspects of people in organizations. Starting from her own frustration in big brand organizations, she followed her heart to discover the magic of what makes great organizations so special. There’s a lot you can use here to help transform your organization for the better. And it might save you some of the frustrations Caroline went through to get there.


—STEVEN J. STEIN, FOUNDER AND EXECUTIVE CHAIRMAN OF MULTI-HEALTH SYSTEMS, CO-AUTHOR OF THE EQ EDGE: EMOTIONAL INTELLIGENCE AND YOUR SUCCESS AND THE EQ LEADER


In the advent of AI and robotics, fears abound about the future of work. Drawing on her vast experience as a business coach, Caroline cuts through the doom and gloom and offers an uplifting view of the next industrial revolution. In this informed, practical guide she demonstrates how tackling “elephants” or oft-invisible obstacles, while developing emotional intelligence is critical to success in an AI future. I recommend her book to people leaders who want to lean into their power and shape a future-forward workforce.


—CHRISTOPHER YOUNG, VP OF ENTERTAINMENT CREATION PRODUCTS AUTODESK


Want to get ahead in the talent wars? In Elephants Before Unicorns, Caroline Stokes has created a wise, practical success manual for modern leaders. If you seek to build talented teams—and ensure your organization thrives in the age of AI—pick up this book now.


—DORIE CLARK, AUTHOR OF ENTREPRENEURIAL YOU AND STAND OUT, AND ADJUNCT PROFESSOR DUKE UNIVERSITY FUQUA SCHOOL OF BUSINESS


Caroline Stokes’ Elephants Before Unicorns is a must-read for business leaders. What worked for companies in the past will not work for forward-thinking organizations hoping to attract and retain the superstars of tomorrow. With humor and heart, Caroline brings her experience to bear in sharing how companies can win the war for talent and thrive in the AI age.


—MARSHALL GOLDSMITH, NEW YORK TIMES BESTSELLING AUTHOR OF TRIGGERS, MOJO, AND WHAT GOT YOU HERE WON’T GET YOU THERE


With Elephants Before Unicorns, Caroline Stokes brings her years of experience, emotional intelligence and must-learn lessons for business giants. In a time where hiring the right players for your team has never been more important, this book has the winning formula for any and every hiring decision. I recommend you ride this wave with Caroline and watch the magic happen.


—IAN CURRAN, PRESIDENT AND COO OF SEGA OF AMERICA


Elephants Before Unicorns is a must-read for organizational leaders, from CEOs to stressed-out recruiters. When it comes to transforming the how and why your organization finds talent, every organization has problem areas holding us back from potential greatness. Caroline does a wonderful job of helping us discover and address these elephants in our own organizations so we can all thrive!


—TIM SACKETT, PRESIDENT OF HRU TECHNICAL RESOURCES AUTHOR OF THE TALENT FIX


A mindful organization starts with mindful leaders. Elephants Before Unicorns is an invaluable resource for leaders who want to evolve their companies’ emotional intelligence and create a happier workplace for their teams.


—JACQUELINE CARTER, PARTNER AT POTENTIAL PROJECT INTERNATIONAL AND AUTHOR OF THE MIND OF THE LEADER: HOW TO LEAD YOURSELF, YOUR PEOPLE AND YOUR ORGANIZATION FOR EXTRAORDINARY RESULTS
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Foreword by Darrell M. West


Author of The Future of Work: Robots, AI, and Automation


This is a time of tremendous change worldwide. New digital technologies such as artificial intelligence and robots are transforming major business sectors, from health care and transportation to education and retail. With the aid of emerging technologies, businesses are less likely to rely on traditional employees working in isolation in an office cubicle. Instead, they are automating routine tasks, offering flexible work arrangements, and encouraging teamwork and collaboration.


Yet many workplaces still recruit the old-fashioned way, make decisions in a hierarchical manner, don’t understand the kind of talent they need, and are confused about their overall mission. As a result, they make mistakes that drive away key talent and prevent their organization from achieving its full potential. Too often, firms look more to the past than the future for answers.


In this book, Caroline Stokes tackles the crucial topics of how to lead during transformative times and the importance of emotional intelligence in handling current challenges. A noted thinker with a background in corporate communications, strategic management, and executive recruitment, she offers keen insights into today’s vexing questions:


▶  How do you build effective teams?


▶  How do you break down organizational silos?


▶  How do you deal with a rapidly changing world when conventional answers are no longer compelling?


She proposes an innovative approach based on finding “unicorns.” These are people with the ability to manage organizations through challenging transitions. Drawing on a wealth of knowledge from her personal experiences as well as the experiences of those she has coached, Caroline paints a compelling portrait of the types of individuals businesses need today, as well as how organizations should handle a wide range of internal and external obstacles.


The major task facing organizations today, according to Caroline, is overcoming the organizational “elephants” that impede change. Those include people who are ill-prepared to deal with change, company cultures that preclude innovation and risk-taking, organizational routines and structures that slow decision making, and leaders who view feedback as a threat rather than an opportunity. Companies must think carefully about how to deal effectively with these challenges.


This book particularly resonates with me because I have lived through many of the shifts she describes. For example, I wrote my dissertation in the 1970s on a typewriter. I have witnessed the subsequent shift from desktops and laptops to tablets and smartphones. I now lead the Center for Technology Innovation at the Brookings Institution where I analyze technology trends and study how they affect organizations, leadership, and management.


With each advance in technology, I have had to think about how digital tools influence the way people get information, make decisions, and receive feedback from inside and outside an organization. Technology can flatten organizations and improve information flows. Automated procedures and digitized processes can raise productivity, free workers from mundane tasks, and improve the prospects for collaboration. Implemented effectively, AI, robots, machine learning, and data analytics can increase organizational performance and create new opportunities for workers.


However, emerging technologies and the new business processes that come with them also generate a number of risks. They can threaten people, disrupt existing routines, and create employee paranoia about their jobs. Some employees may worry about their place in a changing work force and whether they are still valued by company executives.


It takes time to introduce change wisely and help people see the value of new processes. Managers have to listen carefully to feedback and make adjustments as they go along. Mandating change from on high is rarely effective at transforming organizations. Company success requires managers to demonstrate emotional intelligence—and considerable skill at navigating major obstacles.


This book is filled with compelling examples of what does and doesn’t work for leaders dealing with change. Taking advantage of her experiences with major firms and a wide range of leaders, Caroline shows how emotional intelligence shapes how leaders perceive situations, express themselves, relate to others, make decisions, and handle stress. As the global business environment increasingly relies on emergent technologies, having leaders who understand both reason and intuition is vital. Mastering one without the other can undermine effective leadership and management and derail an organization.


Caroline talks in an engaging style about the major elephants organizations must avoid. For example, companies often hire too quickly and without checking on the intangible qualities that are important for leadership and management. Rather than getting sufficient feedback on possible recruits, they let their need for a new hire outweigh their assessment of whether they are getting the right person for the job. That approach often ends with both employer and employee dissatisfied.


Some companies devote too little attention to their interview process, sending poor messages in the way they identify talent and structure recruitment. Inadvertently, their processes may signal that not everyone’s opinions are fully valued or that their company is not a welcoming place. Devoting some time upfront to thinking about their hiring procedures and expectations and what they want to convey about their organization will yield dividends down the road.


A similar problem arises during the onboarding process. Companies spend a lot of time trying to find the right person for a job, but then often neglect the first 100 days after hiring a new manager. They assume the new hire can figure out their culture and mission by osmosis and learn as they go along. Caroline recommends coaching for new top hires so the onboarding process goes smoothly.


Structuring feedback is also vital in effective organizations. To improve performance and keep workers on track, leaders must provide feedback and open themselves to receiving feedback about their own performance. One of the hardest things for many managers to accept is being open to the views of other people and recognizing that the people they supervise have a lot of wisdom. Having effective procedures for listening and seeing how other people react is crucial for long-term organizational success.


Building an inclusive workplace is indispensable in today’s world. The work force is changing quickly and is now made up of a wide variety of people. You will meet older workers, those in mid-career, Millennials, and Gen Y; there are employees of various races, religions, cultural backgrounds, sexual orientations, etc. It can be challenging—but rewarding—to bring people of differing backgrounds together and help them gain the benefits of their diverse experiences.


In addition, re-skilling the team is crucial as new technologies transform the workplace, creating jobs that don’t even exist today. And many workers will need new skills to take on additional responsibilities. The old model of investing in education only through about age 25 will give way to lifetime learning, whereby people continue to develop new skills throughout their 30s, 40s, and 50s.


Preparing for an AI future does not have to mean doom and gloom. Incorporating new processes within the organization can create excitement, improve work flows, and make it possible for people to work more effectively with one another. AI and data analytics can improve decision making and position the firm for greater heights. One of the virtues of the digital era is the broad range of information at leaders’ fingertips. There must be a way to harvest and analyze that material in any organization. In these pages, Caroline serves as a cheerful guide, inviting us to embrace the possibilities of AI and mold the new technology to our own greatest good.


During a time of extensive change, no company or leadership team can be content that its future is assured. Many prominent organizations have fallen on hard times by failing to anticipate the future and adjust to changing circumstances. Recruiting leaders and managers with the emotional skills to adapt to a rapidly changing environment is one of the most important tasks companies face today.


Contemporary leaders confront many challenges in terms of technology, organizational routines, and geopolitical alignments. Old formulas no longer guarantee success. Hiring leaders with the dexterity to understand shifting circumstances and the empathy to bring people together in a common mission is crucial. Companies that do this effectively will be well-positioned for the future. This is a valuable book for those seeking to comprehend the current environment.
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Introduction


“There has to be a better way.”


It was my first “big girl” job at Virgin Interactive Entertainment on Ladbroke Grove in London. I was so excited to dive into the working world.


I’d been impatient to get to work all my life. The grownups with business degrees who went to work, solved problems, and made the world a better place—they looked like they knew what they were doing. From the outside looking in, the men and women of the corporate world seemed to have all the answers.


But I soon learned how rose-tinted my adolescent glasses had been. As a young PR executive at Virgin, I realized that the idealized working world of my dreams was nothing like reality. It’s not that my colleagues were bad people or that I felt intimidated by the pressures of the job. In fact, I couldn’t quite put my finger on the disconnect. I spent a great deal of time searching for the source of my unease, wondering why things didn’t seem to fit together as perfectly as I thought they would.


Here we were, members of a giant corporation, given the job of working together to steer our boat over stormy seas. Yet that’s not what was happening. I came to see that there were different factions of the organization vying for power. The sales and marketing people acted as if they were superior to the engineers, while the engineers endured the extroverts who surrounded them and then acted out their frustration through passive-aggressive behavior. And I was stuck in the middle—an empath totally distressed by the discord around me. I felt like grabbing my colleagues by the collar and screaming, “Stop! We’re all in this together! Why can’t we just get along?”


It wasn’t just that I was young and naive. I found this dynamic in every organization I worked with throughout the 1990s and 2000s. These workplaces had significant interpersonal issues—yet everyone accepted them. This dysfunction was seen as “just the way it is.” And even if people wanted something better, leadership often lacked the basic tools to create cultures of collaboration rather than competition.


Emotional Intelligence: The Better Way


I knew there had to be a better way—a path by which we could put aside our differences, find common ground, and work for the greater good. This was the early 1990s, before Daniel Goleman published his game-changing 1995 book Emotional Intelligence: Why It Can Matter More Than IQ. Emotional intelligence (EQ) is something no one was talking about back then; the concept was absolutely groundbreaking. When I read Goleman’s book, it was like a bomb hitting me. This was it! This was the tool I’d been looking for! How much more successful would companies be with emotionally intelligent leaders at the helm? What if, instead of people feeling compelled to constantly brandish their egos, they were aware of how their emotions affected them? What if people took time for self-examination and could identify where their emotions were helping them and where they were harming them? What if an entire organization took this approach?


It was an idea ahead of its time. Still, the seed was planted, and it was watered and nurtured as I evolved through the 1990s.


We’ve come a long way. Not just technologically (remember a time before email?), but ideologically as well. Twenty-five years ago, few people were talking about leadership skills or a greater mission. Leadership development was considered a punishment. I vividly remember conversations from that era in which colleagues talked about how “everything you needed to know you could get from experience.” Studying management techniques, receiving coaching—this was what you did if you were failing in your role!


What mattered back then was the bottom line. In some ways, it was an “anything goes” era. We may look back from 2019 in bewilderment that we behaved that way. We’ve since witnessed such revolutions as the democratization of the internet and the #MeToo era. The game has changed many times since my career began. And now we are on the verge of another great upheaval: the fourth industrial revolution.


This revolution is characterized by the widespread adoption of new technologies such as robotics and artificial intelligence. The three previous industrial revolutions also centered on advances in technology. The first industrial revolution saw societies move from farms to cities as the iron and textile industries expanded. The second encompassed the era of the steel and oil barons, as electric power was harnessed for mass production. The third, also known as the digital revolution, brought humanity the internet and the PC.


And now we stand on the brink of the fourth. Yet the shift we are experiencing runs deeper than the changes society experienced in the previous three revolutions. Those technological upheavals primarily affected how people worked; the end result of each was that labor became more streamlined and efficient. Yet the fourth industrial revolution—a term coined by Klaus Schwab, founder of the World Economic Forum—is larger in scope. It is about more than labor. Technology is a means to an end, and that end is a deeper connection with one another, the internet, and the earth.


Artificial intelligence (AI) will figure prominently in the new work landscape. Machines will become smarter, and humans will interact with them more frequently. The way we think is likely to change, too, as our intelligence merges with the technology we’re creating. AI is already changing the way we live and work. We experience it when we click on a website, interact with chatbots, or use it to help doctors diagnose a disease. Within the next few years, it will transform the world. AI has been called the “new electricity.” Its impact will be felt by every person, across every industry, in every corner of the world.


What this may mean for your workplace is that employees who perform routine functions will be replaced by automation, while jobs requiring soft skills like empathy and leadership will become more prominent. Technological systems that haven’t yet been invented could totally disrupt your processes within two or three years. Though you can educate yourself on which new technologies are coming down the pipeline, there’s no way to accurately predict how they will affect you and your organization.


Top Talent Will Make Your Company Resilient


That said, there’s no need to cower in fear. But to thrive in the fourth industrial revolution, organizations need to be prepared. Organizations that hope to survive need to attract top talent. The best defense against an unpredictable future is a strong, agile team that can respond to the ever-evolving technological scene. According to a May 2018 discussion paper by management consulting firm McKinsey & Company entitled, “Skill Shift: Automation and the Future of the Workforce,” these teams will consist of people with advanced EQ and communication skills.


I call these elusive individuals “unicorns.”


Ahh, the unicorn. The mythical creature that symbolizes the connection between physical and spiritual reality. In mythology, the horn of a unicorn has healing powers. Unicorns inspire hope and feelings of unlimited possibility.


When organizations seek out “unicorns” today, they’re looking for the same things: magical individuals who will turn a company around, lead an organization as it develops new products or projects, or drive a company through a challenging transition. The chase for unicorns is often frustrating and often thrilling. It’s what gets me up in the morning. My professional title may be “executive headhunter,” but I’m really a “unicorn hunter.” I want to create the perfect match between organization and individual and watch as magic is made.


Yet between company and unicorn, there are large, lumbering obstacles that need to be removed before we get to that match made in heaven. These are the “elephants.” At Virgin, the culture of its time was an invisible elephant, standing in the way of the teamwork, collaboration, and innovation I craved. And on a personal level, it stressed me out! When an opportunity to join Sony arose, I chased after it with the naive hope that grass would be greener, like most people who move to a new role and organization.


If organizations understand and demonstrate control of their elephants, talent will want to stay. A company with too many elephants in its path can’t see where it is going, and the unicorns it wants to attract can’t see the company with great possibility, either. A company dominated by its elephants can’t compete effectively—and will likely fail.


But by identifying the problem, we can work toward the solution. Since my first experience in the corporate world, I’ve made it my mission to help companies become healthier by naming their elephants and finding a way around them. That is the purpose of this book. Chapter by chapter, we’ll look at the most common elephants organizations face—the obstacles that are standing in the way of true progress. We’ll cover everything from your recruiting team’s attitude to employer brand and feedback avoidance, employee disengagement, lack of strategy, and even re-skilling your team. By looking these elephants in the eye (or the trunk, so to speak), you’ll be able to see which practices are holding your organization back from true greatness. More important, you can take action to remove them. I’ll show you how to engage your emotional intelligence and meet obstacles head-on—until they are no longer obstacles. On the other side of these elephants, your unicorns are waiting.


There’s nothing I find more gratifying than helping individuals and organizations evolve. I’m an idealist. I want to make the world better, and I love an interesting challenge. How humanity will adapt to the AI age is the single biggest challenge of our time. As an optimist, I’m not interested in the warnings of a coming dystopia as humans are replaced by robots. There is tremendous potential in this moment, as the very structure of society is rapidly changing. An alternate vision to doomsday—one in which emotionally intelligent humans and artificially intelligent machines work alongside each other for the good of all—is possible.


Tesla founder Elon Musk gives away his patents so that everyone may benefit. As part of his Buddhist practice, world-renowned leadership coach Marshall Goldsmith gives away his knowledge for free. In this book, it is my intention to offer you what I’ve learned over the years working in the corporate sector and as an executive headhunter and coach—to share my stories, best practices, and useful techniques for evolving yourself and your organization ahead of the fourth industrial revolution. Because what we do now determines the future. It’s up to us to create the tomorrow we deserve. It’s my belief that emotionally intelligent individuals and companies have a key role to play in establishing a flourishing society.


Who This Book Is For


There are leaders, and then there are people leaders, and every people leader needs to understand their organization’s elephants. Who are the people leaders in an organization? Most obviously, there’s the CEO. I believe an emotionally intelligent, conscious CEO is the most significant factor in whether an organization succeeds.


But I take a broader view and define people leaders as anyone who manages people in any capacity. If you have even one direct report—guess what? You’re a people leader! And this book is for you. You may not think of yourself as a people leader, but instead as a team leader or project leader. But I want you to embrace the fact that you are, in fact, a leader of people. Whether or not you realize it, you have a tremendous impact on the direction and success of your organization. That’s good news. I commend you for recognizing your power, accepting the responsibility, and learning what it will take to move your company forward.


No matter where you stand in your organization’s hierarchy, I challenge you to embrace the mantle of “leader.” Own your influence. Find where you can do the most good, and then do it with all your might. Seek innovative solutions and experiences that will help you grow as a person and as a member of your organization. Your individual commitment to excellence will have ripple effects throughout your company. Excellence is contagious. Lean into and evolve your power.


This book is for you.


How to Use This Book


Now that we’ve identified your role as a people leader, let’s talk about how to use this book. Chapters 1 through 5 deal with the hiring process, from facing the pressure to fill a role to attracting the right person to your team to the onboarding process. Chapters 6 through 14 focus on leading and managing your teams. We’ll look at how to spur your teams on to do their best work once your unicorn has signed on with you, how to keep your employees engaged in their work, how to give and accept useful feedback, and how to hire diverse teams. We’ll also examine what you need to do as a leader to avoid burnout, make space for creative and strategic thinking, respond to changing work trends in a way that is authentic and beneficial to your organization, and re-skill teams to prepare them for technological advances.


Each chapter will examine which component of emotional intelligence is engaged when dealing with the topic at hand. You may reflect on areas in which your EQ is strong and areas in which you’ve yet to grow. As a leader of people, you recognize that strengthening your emotional intelligence will benefit yourself and everyone around you. There are practical, actionable tips in each chapter on how you can grow as a leader and learn to work with EQ. We start by recognizing that we are all driven by emotion and feeling, whether or not we realize it. We seek to harness our EQ so that the emotions that do not serve us well don’t run roughshod over our lives and work.


You may read each chapter in this book individually as it applies to your situation, or you may read it straight through and let it inform how you think about and prepare for winning the talent wars and attracting the unicorns you need. My hope is that you will be able to refer back to specific chapters as you have need—for instance, you might reread Chapter 10, “Your Workplace Isn’t Safe for All Employees,” before launching a diversity initiative.


Before we dive into the particulars, however, we need an EQ 101 introduction to the five components of emotional intelligence. Let’s dig in!
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Chapter 1





Defining Emotional Intelligence


As important as emotional intelligence is for functioning in a healthy way, people are often fuzzy on what it is. They conflate it with emotional awareness: “I feel happy, I feel sad, I feel frustrated,” etc. Awareness is a part of the larger whole, but it’s far from everything you need to know about emotional intelligence.


The term emotional intelligence was coined by social psychology researchers Peter Salovey and John Mayer in their landmark article of the same name, published in the journal Imagination, Cognition and Personality in 1990. The term became a part of the cultural vernacular in 1995, when New York Times science writer Daniel Goleman published his book Emotional Intelligence: Why It Can Matter More Than IQ. Salovey and Mayer defined it as the ability to process one’s own emotions and the emotions of others and to use this information to guide decision making and behavior.


When I became an executive coach, I was searching for a tool to help me learn what makes my clients tick: what motivates them and what holds them back. The first time I incorporated emotional intelligence into my coaching using the EQ-i 2.0 assessment (which you’ll read about more in the next section), things just clicked. In one session, I got to a deeper level with the candidate as if we’d already been meeting for weeks. Aha! I thought. I became an instant fan.


I now incorporate EQ into all my coaching sessions and believe enhancing your emotional intelligence is one of the most important things you can do to be more successful. Even the most self-aware individuals benefit from EQ coaching. None of us can know ourselves with perfect accuracy. We may have particular areas that continually trip us up and cause frustration, yet not understand why these pain points keep arising.


As an EQ coach, I can help candidates see ways to improve their EQ. For example, I may ask, “Hmm, your stress management score is low. Do you have strategies to help you deal with anxiety? No? Well, what are some things you enjoy doing? How could you schedule those into your week?” After strategizing together, the candidate incorporates this new plan into their work week. As a result, her stress management capabilities increase, she becomes more productive at work, and she is better able to work with others and accomplish key goals. Consider this book my coaching session with you.


In this chapter, you will learn about the five categories of emotional intelligence. As we examine different elephants in the workplace later in the book, you’ll see which EQ categories become stressed in different scenarios—and you’ll learn how to bring awareness to each situation so you can navigate the best path forward.


The Five Components of Emotional Intelligence


Emotional intelligence, as measured in the Emotional Quotient Inventory (EQ-i 2.0) is composed of five categories, each with three subcategories as shown in the following sidebar.




MHS EMOTIONAL QUOTIENT INVENTORY (EQ-I 2.0)


1.  Self-Perception


▶  Self-Regard: Respecting oneself; having confidence


▶  Self-Actualization: The pursuit of meaning, self-improvement


▶  Emotional Self-Awareness: Understanding one’s own emotions


2.  Self-Expression


▶  Emotional Expression: Being able to constructively express emotions


▶  Assertiveness: Communicating feelings and beliefs in a nonoffensive manner


▶  Independence: Being self-directed, free from emotional dependency


3.  Interpersonal


▶  Interpersonal Relationships: Able to maintain mutually satisfying relationships


▶  Empathy: Quality of being understanding, appreciative of how others feel


▶  Social Responsibility: Developing a social conscience, helping the larger community


4.  Decision Making


▶  Problem Solving: Ability to find solutions when emotions are involved


▶  Reality Testing: Ability to be objective; see things as they really are


▶  Impulse Control: Ability to resist or delay the impulse to act


5.  Stress Management


▶  Flexibility: Adapting emotions, thoughts, and behaviors


▶  Stress Tolerance: Coping with stressful situations


▶  Optimism: Maintaining a positive attitude and outlook on life


Copyright ©2011, Multi-Health Systems Inc. All Rights Reserved. Reproduced with permission from MHS.




OEBPS/styles/page-template.xpgt
 
 
 
 

 
 

 
 
 

 
 

 
 
 

 
 
 
 
 
 
 


   





OEBPS/images/cover.jpg
Workplace Diagnostc ncluded.

hefore
unicorn

(N

Emotionally Intelligent
HR Strategies To
Save Your Company

caroline stokes

o B st ot o Wk Rt A, o ot






OEBPS/images/common.jpg





OEBPS/images/tit.jpg





