








[image: logo]









Also by Robert Fritz




The Path of Least Resistance




Creating




Corporate Tides




The Path of Least Resistance for Managers




Your Life as Art













[image: logo1]



FREE PRESS




A Division of Simon & Schuster, Inc.




1230 Avenue of the Americas




New York, NY 10020




Copyright © 2006 by Bruce Bodaken and Robert Fritz




All rights reserved, including the right of reproduction in whole or in part in any form.




FREE PRESSand colophon are trademarks of Simon & Schuster, Inc.




Designed by Karolina Harris




Library of Congress Cataloging-in-Publication Data




Bodaken, Bruce.




The managerial moment of truth: the essential step in helping people improve performance / Bruce Bodaken and Robert Fritz; foreword by Peter Senge.




p. cm.




1. Personnel management. 2. Performance—Management. I. Fritz, Robert. II. Title.




HF5549 .B75815      2006




658.3’14—dc22    2005058937




ISBN-13: 978-0-7432-9996-1
ISBN-10: 0-7432-9996-5




Visit us on the World Wide Web:




http://www.SimonSays.com












For Dad, Mike, Conor, and Ian. You are the source and inspiration for wanting to make a difference while I’m here. Your love has made it safe to try.




—BRUCEBODAKEN




To you, Rosalind. Your truth telling shatters illusions and shows the beauty of reality. You are a wonder.




—ROBERTFRITZ















Foreword




Peter M. Senge









Performance problems invariably throw managers into a bind. “Should I tell this person what I really think about his performance or should I not hurt his feelings or say something that will demotivate him?” Indeed, there are plenty of dangers on all sides. Not talking openly about performance issues often guarantees that they will not improve. On the other hand, “being straight” with people can easily backfire as well.




I was speaking recently with a good friend guiding a huge “cultural integration” effort brought about by a Fortune 50 company’s acquisition of an almost equally large business, and she was commenting on destructive dynamics playing out between the two companies. “They have a culture of what they call ‘open feedback,’ which we experience as rude and closed-minded. They are fond of telling people what they really think about each other’s performance, but it seems they are rarely open to questioning their interpretations. They select the data that make their point, then deliver ‘their truth’ based on their selected data. If you differ with them, they tend to accuse you of not wanting to face the facts. We have spent years trying to build a culture of mutual respect and integrity, but they often see this as people just being ‘nice’ to each other, which they worry compromises business performance.”




Today, many organizations are trying to build values-based cultures, seeing values such as integrity and honesty as important not only to staying out of trouble but also to building innovative and high-performing cultures. But experience suggests that most of these efforts are unlikely to succeed. I would expect that both of the companies entangled in the cultural integration described above see themselves as “values-based.” Probably each questions the values of the other. Having a debate about their respective cultures and value sets would probably make things worse, not better. In fact, both are caught in a simpler, and deeper, issue:How do we speak the truth to one another in ways that work? There are few more fundamental challenges in management, from the boardroom to the shop floor.




Having watched countless organizations struggle with this core question for a long time, I believeThe Managerial Moment of Truth is an elegant method that could have a significant impact:




	

acknowledging present reality;


	

examining people’s thinking about how it got to be that way;


	

creating a plan for what needs to change;


	

establishing a feedback system to track improvement against that plan.







On the surface, the elements look simple, but doing them well consistently is no mean feat.




As the above story illustrates, coming to shared agreement as to what constitutes “present reality” often is not trivial. It is easy for each party in any conflict to see their view of reality as “the truth” and never question whether there are other data that might equally define the truth or differing legitimate interpretations of the same data. Carrying out this very first step well requires a real willingness to inquire, rather than simply imposing your own view of things absolutely. People also avoid coming to agreement about the present state because the present state may include aspects about which people are embarrassed, angry, or anxious. So, acknowledging present reality well also involves a willingness to deal with emotional conflicts.




Examining our thinking about how reality came to be as it is can be equally challenging. In simple situations there may be a straightforward view that different parties can agree to, although again there may be strong emotions associated with people’s assessments. But, as Bodaken and Fritz show, in complex situations this rarely is so, and people’s assessments may range from “he or they let me down” to “our system is screwed up.” For example, my MIT colleague Nelson Repenning has shown that companies often get caught in perpetual “firefighting”: they struggle with getting products to market on time, then throw resources at late projects and divert them from ones “further upstream” (i.e., further from launch). Caught in the middle of this syndrome, managers inevitably have compelling circumstantial reasons why their project is behind schedule and needs more money to complete. Executives feeling the heat of meeting launch targets grudgingly comply. But in taking resources from upstream projects not in crisis, important early design work gets shortchanged, thereby guaranteeing more late projects in the future. Neither party sees their part in a deeper pattern perpetuating the cycle of firefighting and underinvestment in the early stages of projects.




People often have very different views of causality, and our views are often self-serving. Coming to a shared interpretation of performance shortfalls requires openness to share these views and inquire into the reasoning that supports them. It requires openness to different views that may come from “outsiders,” such as newcomers to the company not yet caught in managers’ established mental models. But, as with our selection of data, people are mostly used to advocating their interpretations rather than inquiring into them and challenging them. The Nobel laureate physicist Richard Feynman once said that “the scientist’s greatest responsibility is to disprove his own theories.” Yet few scientists, if pressed, would pass this test, let alone those of us less rigorously trained in critical reasoning. Examining people’s thinking well requires mutual openness and trust, and as Bodaken and Fritz say, a genuine love of the truth. Put simply, getting to the truth must be more important than feeling comfortable and protecting our egos.




The Managerial Moment of Truthinvites us to develop a discipline of truth telling. The first prerequisite for a discipline is method. The pages that follow lay out an elegant method that has great potential. But make no mistake. Discipline goes beyond tools. It requires tools combined with commitment, and here is where many individuals and organizations falter. As one of my managerial mentors once put it, “I go all around the world talking to people about building organizations based upon openness, trust, and commitment to the truth, and everyone seems to want to work in this sort of an environment. But if this is true, it raises a real question. If everyone truly values such work environments, why are they so rare? I have come to the conclusion that people have little idea of the nature of the commitment that building such an environment requires.”




It is easy to embrace the logic of a method likeThe Managerial Moment of Truth. It is easy to be attracted to its legitimate potential for significant performance improvement. But as the authors well understand, practicing it diligently requires genuine personal commitment to a level of reflectiveness and vulnerability that few organizations exhibit, and if anything seems to be becoming less common in today’s high-pressure work environments. When the heat is on and there are difficult issues to confront, when I am part of the problem and cannot simply blame it on somebody or something else, that simple question—“Isgetting to the truth more important than feeling comfortable?”—becomes truly “a moment of truth.”




Lastly, as shown below, this work is all about teams and therefore relationships. In fact, individuals will consistently shy away from this work if they do not feel trusted or know they can trust others, if they feel that they alone must be the open ones. In order to become self-reinforcing and self-sustaining, commitment to the truth must be mutual.




This is especially true for managers. Because you are in a hierarchical position of authority, your own behavior is highly visible. “We cannot hear your words; your actions speak too loudly” goes an old saying. Nowhere is this truism more apt than for learning processes that involve personal vulnerability and openness. Do not expect others to implement what you yourself do not. Do not become an advocate for others to change their behavior. Become a practitioner of the managerial moment of truth yourself and ask others around you to help you be a good one.




If you are not ready for this, I recommend you set this book aside, because this is not a book with just a bunch of “good ideas.” It is a call to a simple but transformative practice, one vital to building an organization truly worthy of people’s highest commitment.















Preface









Truth is a tricky subject in any context. People rightly ask, whatis the truth? How do we know? Are we really talking about truth or opinion? Isn’t it dangerous to tell people the truth? Can they take it? Might we harm people by telling them the truth?




These are good questions, and that’s why we want to clearly define the areas we are addressing before asking you to dive into a book entitledThe Managerial Moment of Truth.




What do we mean bytruth in this book? How can we learn to see and then communicate what is true, and do so in ways that are positive, productive, practical, helpful, and effective?




Before answering these important questions, let us make this claim:truth is one of the most important competitive advantages there is in building a business. Truth is the most vital element an organization has in fostering collective learning. When we are able to explore and then tell each other the truth, we can improve performance, both individually and collectively.




Imagine trying to build an organization without the ability to tell each other the truth. We would not be able to correct mistakes, learn from past performances, adjust our processes, and better understand the reality in which we are engaged. In fact, a glaring statistic is that over 50 percent of businesses fail within their first three years. The reason they fail is that they don’t know what is going on in reality, which may include their financial position, their impact on the marketplace, the nature of their customers’ real motivations, and other key factors. Had they known the truth, they would have had a far greater chance of success. Without perceiving reality, it is next to impossible to succeed because invariably decisions are made in a vacuum.




There are many steps for improving performance: training, creating reinforcing reward systems, instituting effective computer systems, holding offsite planning meetings, developing the right hiring practices, and so on. Each step has its place in creating better performance, but the managerial moment of truth is theessential step that makes all the others work. Unless reality is penetrated, very little significant improvement can occur. It’s sad to see time and energy invested in performance improvement, only to have it thwarted by what is missing in action—people speaking truthfully and honestly with one another. That is the indispensable step in any organization that hopes to achieve greater capability, professionalism, and alignment.




Some would argue that human beings are incapable of objectivity because of the nature of perception, which they see as idiosyncratic. We can understand the world only through our senses, which we then interpret. We are left with opinion at best, and, therefore, no one is right or wrong.




These ideas are interesting, but they don’t hold up to scrutiny. If we look to the aural realm of a musical pitch, we can see how universal human perception is, because not only can we hear the pitch that is sounding, we can also see it on an oscilloscope. If two musicians are playing out of tune with each other, most people can hear the dissonance. Yet even if they are tone deaf, they can see the actual waveform the dissonance creates on an oscilloscope. In a discipline like music, people don’t talk about “my pitch [truth], and your pitch [truth]” when they have to play together. There is an objective reality they can understand, and because of that objectivity, more than one hundred people can play together in a symphony orchestra and all play in tune.




In this book we talk about truth (smallt ) as objective, factual, and observable. A due date was made on time or it wasn’t. The performance was adequate or it wasn’t. The numbers are the numbers.




We also talk about areas that are not so clear-cut, questions that may be subject to differing opinions, such as acceptable levels of quality, personal alignment within a team, one’s capabilities, skills, or attitude.What is important is the spirit of inquiry we adopt. We see the process as one of pursuing, as best we can, the actual reality under consideration.




We are not content with simply sharing impressions or opinions. With what rigor do we seek to understand reality, even if what we find contradicts our pet theories, our years of experience, our outlook, philosophy, or worldview? Our personal notions notwithstanding,what is the actual reality and how do we know it?




The managerial moment of truth approach is one of mutual exploration and learning. Together, we are backing up and studying reality. “Are you seeing what I’m seeing? Am I seeing what you are seeing? And where we are seeing reality differently from each other, how are we to understand why we are seeing it differently?” Rather than fight about who is right and who is wrong, together we are dedicating ourselves to observing reality and trying to better understand what we are seeing.




The old chestnut of the blind men and the elephant suggests that we can’t explore reality, only piece together differing opinions, all of which are valid.




In case you haven’t heard the original story for a while, here it is: Four blind men encountered an elephant. They began to reach out to touch the elephant to understand its shape. One blind man, who found the elephant’s tail, said, “An elephant is like a rope!” “No,” said another, who put his arms around the legs, “an elephant is like a tree trunk.” “Nonsense,” said another, who found the elephant’s trunk, “the elephant is like a hose.” Still another one of the men touched the elephant’s tusks. “The elephant is like large teeth.”




But when we think about it, shouldn’t we rename the story “The Stupid Blind Men and the Elephant”? After all, these people were arguing about each person’s perception, but they weren’t asking each other how it came to pass that they had such vastly different ideas. The story is meant to tell us that everyone has a piece of the truth. Even though we may have vastly different ideas, they all reflect an aspect of reality. Perhaps. But an elephant is more than something like a rope, a tree trunk, a hose, and big teeth. These are but elements that are seen from a fragmented and limited point of view. I may have wheels, doors, seats, and an engine, and yet I may not have a car. To understand that we are considering a car, we need to see the gestalt—the parts in relationship to the whole.




Let’s change the story to “The Smart Blind Men and the Elephant.” In this story, one of the blind men says, “An elephant seems like a tree trunk,” and his friends say, “Okay, keep feeling around and then report what it’s like.” Over time, the team would be able to describe what an elephant is like by sharing their insights and then further exploring the parts of the elephant they haven’t yet encountered.




In management, truth telling too often has come to mean simply sharing opinions. This is not what truth telling means in this book. Trading opinions doesn’t usually lead to greater understanding. What’s missing isthe discipline to understand the foundation of various opinions. We do that by measuring conclusions against reality. When we are objective, we don’t pick only the facts that support our opinions to the exclusion of facts that don’t. We are able to look at everything and allow ourselves to change our minds, alter our impressions, and abandon outdated ideas for ones that fit the facts.




Most of us have been taught to study reality in relationship to our theories, experiences, concepts, ideals, and so on. The thought process then is one of comparison. We compare reality against our ideas about reality. This approach limits our ability to see those things that are inconsistent with our previous notions. When we think we know all the answers, we don’t ask targeted questions that enable us to explore new territory. But if we look anew, without presuming we know the answers to questions under consideration, we can discover new insights and relationships, rethink our assumptions, and go well beyond our basic suppositions. This book explores ideas about how we can look more carefully and see reality for what it is. Seeing reality objectively requires a large degree of rigor. Within the context of the organization, it also requires a process of collective inquiry. How can we bring people into the process? How can we consistently be willing to look at the hard facts? What would motivate us to strive for greater understanding, even when the exploration shines light on our own failings? How can we become better at our jobs and profession? How can we do that as a team and a company?




Telling the Truth




Unearthing the truth accurately is one thing. Telling it is yet another thing entirely. The classic line that reflects many managers’ reservations to call it like it is comes from the filmA Few Good Men when the Jack Nicholson character says, “You can’thandle the truth.” Most of us have the general impression that the unabashed truth is hurtful and devastating. We have grown up in a society that agrees with the Jack Nicholson character. Yet study after study has shown quite an opposite story. When there is a choice between knowing the unvarnished truth or not, people would rather know than be in the dark. Psychological studies consistently show that those who are in command of the facts are healthier than those who are not. One such study demonstrated that teenage pregnant girls who were flat out rejected by their families were more able to deal with their situation in a healthier and more productive way that those who, in fact, were rejected but never told that directly. The fact is we need to know where we stand with each other, not only teens in trouble, but managers from every level of the organization. Can people handle the truth? The resounding answer is Yes!




Having said that, we need to talk about the real world. The idea here is not just to tell the truth, but to have the telling of it be productive and helpful, and to lead to a positive change in the future. Telling the truth certainly involves a recitation of facts. But there is much more to communication than some clinical and cold statement of information. Motive makes a difference. What are we after? What do we want to accomplish? What type of relationship do we want with the people we work with? The book will explore these critical questions extensively and shed light on major distinctions that can make all the difference between long-term success and just a short-term improvement followed by regression into past unproductive patterns.




We need to make a clear distinction between attempting to manipulate a person and making a potentially tough conversation as accessible as we can make it.




The attempt to control the inner experience of another person to get him to do what we want him to do is the aim of manipulation. The underlying assumption here is that the person, left to his own devices, would not want to accomplish the goals. And because of that, the manager needs tomake the person fall into line. Whether through charm or threats, the manager sees the job as getting a person to do what he hasn’t freely chosen to do.




Managers can’t build capacity through a manipulative approach because people react by becoming less self-generating. At best they can comply with directives. They cannot truly align with the direction leadership has chosen. This creates profound limitations to growth, development, and advancement for everyone.




If we think people can’t handle the truth, we soften it. That’s a manipulation. Or we sneak in the harsh facts between a series of compliments. That’s a manipulation. Or we try to instill the fear of wrath to create a sense of urgency. That, too, is a manipulation. Manipulation can work to produce favorable results short-term. Long-term the strategy backfires. Manipulation is one of the worst management approaches anyone can take because it undermines a sense of relationship and credibility between the manager and the person managed.




Yet too often managers feel they have no other choice if they are to be true to their accountabilities. So with the best of intentions, they try to find out what the market will bear and then play the game for all it’s worth. The limitations to this approach are these: you can’t build capacity over time, and you can’t build real relationships with the people you manage.




Manipulation harms relationships. This statement is true in every type of relationship from the most intimate to the most professional. Rather than a sense of authentic relationship, people develop counter-strategies such asdon’t show all your cards, hold back some level of involvement, don’t care, andavoid truthfulness. Under these circumstances people pretend to have true relationships, but they are simply playing the hand they feel was dealt them. In an unfair game, no one plays fairly.




Telling the truth means finding a platform from which to tell it. Not everyone takes in information the same way. As managers, we need to be sensitive to how best to tell the truth. For example, if we are talking to the chief financial officer, we can easily run through the accounts. But if we need to talk about the numbers with someone not steeped in accounting disciplines, we may have to alter what we say, how we explain it, how quickly we can move through information, and so on. Our change in approach is not a manipulation. Instead, we are varying our approach because we understand that this person cannot understand the financial content we are communicating as easily as would an expert. When it comes to truth telling within the organization, we want to be sensitive to how the person to whom we are talking takes in information, but we never want to soften the truth. We want to make the truth understandable, accessible, and comprehensive. We want to join with the person in an exploration of how the situation is, how it got to be that way, and how we can do better next time.




As managers, we try to find ways to better communicate to those with whom we work. The techniques in this book are not designed as prepackaged routines with which managers “process” people. We will describe a particular process we encourage managers to use. But we encourage each manager to apply the techniques in ways that are consistent with the situations she faces. We will present a four-step form, but the form itself comes alive when a manager in the real world applies it to a particular situation with real people. This book presumes that professional managers bring with them critical judgment, thoughtfulness, and practicality. A manager will know how and when to use the techniques in the heat of battle.




The musical form of the blues has a fixed structure. Baseball has a fixed structure. Other forms in the arts and in sports have fixed structures. Yet the forms are only the frame for the unique, creative, vital experience that people make of these forms. The same is true for the form we propose in this book. It is not designed to be some rigid tool that is used without regard to the actual people and situations we face. Instead, we offer the techniques in the book to be adopted in the spirit of what you bring to it—your own intelligence, professionalism, good sense, and humanity.




The written page doesn’t give us the tonal context we would need to fully understand the spirit in which something is said. We need to hear the sound of the voices to understand the true feeling tone. The book contains dialogues in which harsh facts are spoken. Often truth contains unpleasant facts, instances of failures, disappointments, and confusion. While the words can seem harsh, the tonality we would like your mind’s ear to hear is positive, helpful, objective, and supportive even while being frank. This book, if read without the sense of humanity we intend it to have, can sound too severe at times. We are not in favor of abusing people by using the truth as an excuse to beat them up. We are in favor of telling people the unvarnished truth in ways that are accessible, kind, and supportive.




It isnot supportive to distort reality just so people do not have to feel badly about situations they have managed. Of course, we feel badly when we do not succeed. But feeling badly comes with the territory of being a professional who is reaching to accomplish goals that are not always within one’s means. It’s appropriate to feel badly when the situation calls for it. Yet our motive for improving isn’t simply to restore a feeling of equilibrium. Rather, it isbecause we want to do a better job, succeed for ourselves, the team, and the organization that we are willing to face the truth, feel whatever we feel, and figure out what we can learn to improve next time out.




The scope of the book includes the individual, work teams, cross-discipline teams, senior management, subcontractor relationships, and strategic alliances. How can we use moments of truth to improve our performance, productivity, and creativity? How can we work better together? What is the role of the manager in this process? How can the manager enable others to change for the better? These are the critical questions that this book addresses.




Instead of using the often awkwardhis and her, we will sometimes usehis and sometimesher. We are addressing both genders in either case.




The phrasemanagerial moment of truth will be used to describe events in which the manager has a choice to ignore or call attention to what has occurred. We will useMMOT to describe the technique we suggest to address such moments of truth. The book is aimed at managers from the most senior levels to those who work on the line. A manager may have a direct report who is also a manager. The use of the termmanager in the book is universal and is not intended to suggest a form of managerial class system. In fact, it is our suggestion that managerial moments of truth can be initiated top-down, laterally, down-up, and across functions.




It is our intention to bring an approach to the manager and the organization that can revolutionize how we work together, think together, and create our future together. The subject of truth, particularly within the organization, is enormously challenging. But it is also extraordinarily worthwhile, positive, and practical. Today, organizations are faced with sudden shifts in marketplace realities, migrating economics, and the lightning speed of globalization. The organizations that can deal with these changing realities have the best prospect of survival. Those organizations that cannot “handle the truth” will be left in the dust. Learning how to tell each other the truth, as hard a discipline as it is within the organization, will make all of the difference.















Introducing the Managerial


Moment of Truth Approach









This book is about a critical technique called the Managerial Moment of Truth (MMOT). When managers understand and use this practice, they can add anywhere from 25 to 40 percent more actual capacity to their organizations without adding significant cost. It is one heck of a technique.




This is not an empty claim. Much of the insight presented in this book was developed within the context of a larger leadership approach that coauthor Bruce Bodaken initiated as part of a major change management effort for Blue Shield of California.




Blue Shield of California was the beta site for MMOT. By 2004 all managers (more than 400 people) and 25 percent of staff (more than 600 people) were trained in the use of this technique. Because it is a concrete methodology that helps people focus on management development, the MMOT approach added a unique new dimension to people’s leadership. The proof of this pudding is found in significantly improved performance. Blue Shield of California is one of the fastest-growing health-care providers in the state, and by 2005 it transformed itself from a $3 billion legacy company five years before, to a $7 billion-plus progressive organization leading change within the health-care industry.




The Managerial Moment of Truth technique was developed by coauthor Robert Fritz to better implement Bruce’s idea that certain critical leadership principles and behaviors need to be disseminated among management at every level within the organization.




Here is how Bruce described the organization in December 2003:






As in many other organizations, Blue Shield of California was filled with managers that often didn’t take the time to analyze the management component of chronic underperformance. This was especially true when reality included harsh facts. It was common to habitually soften the truth to prevent offending someone. Even worse, we would avoid mentioning mistakes, missed dates, less than acceptable quality, ineffective work habits, and a host of other inadequate performance standards when we saw them. The exception to this rule was when the situation was especially bad. Then the manager would overreact. The long-term impact was a temporary reaction, but not real and lasting change.







Of course, given this situation, it was difficult to improve performance significantly.




Too often, managers think they have only one of two unpleasant choices: to have a contentious confrontation or to avoid addressing the situation. Whichever path they choose, real and lasting change rarely happens.




This book presents a better approach. It enables managers to recognize reality as it isearly on and effectively address those things that need adjustment. This technique enables the organization to develop a culture of continuous improvement, ongoing learning, and ever-increasing personal and team capacity.




Any good or great organization has integrity as a baseline value, so there’s zero tolerance for intentional deception. If the organization isn’t acting proactively on that front, dishonesty in the organization will thrive and the results will be disastrous. The Enrons of the world notwithstanding, most organizations do have baseline integrity. If you’re outright lying and get caught at it, there are certain to be severe consequences.




But there’s another type of dishonesty that’s found in the cultural norms of the organization. Many organizations do have a subtle level of deceitfulness in which managers adopt implicit collective rules such asnever argue with the boss, ornever admit your own mistakes, ordon’t question data, orlower your goals so you won’t fail. The MMOT can address these cultural norms by giving us a form in which we can explore the various assumptions we make—cultural, strategic, business, market, statistics, and so on. It also can show us where there are conflicts of competing values and conflicts of interests so we can know what decisions we need to make.




We can’t enable people to overcome their organizational cultural blind spots by decree. But we can use a process of rigorous inquiry to explore the underpinnings of norms that distort reality. Inevitably a new foundation will be created by our exploration, because the old one cannot withstand scrutiny.




If you’re a strong leader, you want people around you to tell you the hard truth. You want to be able to tell the people around you the hard truth as well. When asked to name the “secret to success for the organization,” without missing a beat, Jack Welch said, “Candor.” Of course, he is right. But just asking people to tell you the truth doesn’t mean they will. If candor is truly the secret to success, why is it so rare? We need to learn how to tell the truth to each other, which isn’t the same as spouting our opinions and sharing our feelings. Many managers who have lived through the last several decades have had to participate in group meetings in which people insulted each other for hours on end in the name of “honesty.” These types of sessions are the opposite of seeking and telling the truth. They could be called opinion dumps, because telling someone your opinion is not the same as exploring reality. Groups that really tell each other the truth are the ones that ask each other questions, seriously seek to understand opinions that are different from their own. They strive to comprehend rather than simply impose their ideas on others, and they engage in a collective dialogue in which people together seek understanding.




Telling the truth begins by seeing reality for what it is without the distorting lens of our bias, concepts, theories, speculations, or past experiences. We can begin to study reality by presuming tonot know what we might find, rather than start out presupposing we know all the answers. As managers and leaders, we need to develop the discipline of rigorous questioning, looking for how reality actually is, even if it forces us to change our opinions or assumptions. We need to grow a culture of honesty in which people can face reality together, dig deeper than was their habit, and commit themselves to facing reality, even when it’s hard and uncomfortable to do so.




It is not easy to build such a culture. We need both method and commitment. We need tools that enable us to explore reality far beyond our beliefs and opinions. We need to connect with our own dynamic urge for truth. We need to do this as individual and team practitioners. The MMOT is an elegant approach in which we can put these building blocks in place within an organization.




The technique is based on four basic factors: the manager’s ability to see the unvarnished reality, the manager’s ability to bring people into a process of analyzing that reality, then creating a better designed managerial approach for the future, and finally establishing a system of follow-through as a mentoring process for improved performance.




Reality is an acquired taste. Like all acquired tastes, at first it may seem strange or even bitter. But as time passes and experiences build, we begin to appreciate and then hunger for it. Once an organization acquires a taste for reality, it is hard to go back to anything that is less accurate, truthful, and clean.




The Work-arounds




When busy managers don’t know how to address substandard work, typically they develop work-arounds. The most common is giving a bigger role to the high performers in the team and under-utilizing those whose work patterns need improvement.




If you recognize yourself in this description, you’re not alone. Most managers in most organizations shift the workload to the high performers. When you’re a busy manager with accountabilities you take seriously, it is natural to bypass the less accomplished managers. Who has the time to put in the needed corrections? Yet if you don’t take the time, you will always be in a situation in which you lack the capacity you need.
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