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FOREWORD


Every generation has its ups and downs, challenges, opportunities, and claims to fame. The past three generations, since the end of the Second World War, brought advancements in medicine, aeronautics, and computing technology. The three generations preceding the First World War brought unprecedented opportunities and evolution in manufacturing, radio technology, and communication.


Today, more people live longer and enjoy a higher standard of living than at any other point in history. Unfortunately, only a small minority of the world’s population enjoy these benefits. Capitalism, free enterprise, investors, and business leaders still have a long way to go in pursuit of growth and progress.


One of the most significant achievements in modern history is the unprecedented expansion of information, knowledge, and understanding of our physical world and our place in it. From the Stone Age to the Information Age and everything in between, the magnitude of our amassed knowledge is almost incomprehensible.


When we think back to ancient Rome and the foundation for Western civilizations or the Age of Discovery and global spread of ideas, from the Renaissance to the Industrial Revolution and even the Cold War to the early Information Age, it boggles the mind to ascertain the level of detail into which our knowledge has reached in a relatively short amount of time.


In my own specialty of dentistry, orthodontics, and the treatment of cleft palate patients, the information and technology we have at our disposal today makes prior knowledge and treatment techniques obsolete faster and faster with each graduating class. A mere forty years ago, orthodontists spent inordinate amounts of time manually fabricating bands, wires, and appliances to straighten teeth. They used metal solder and pliers, heat and fire to create modern devices of their era in order to mold and shape teeth and jaws into better alignment.


Today, we use invisible beams of energy to construct 3D replicas of the patient’s hard and soft tissues so that we can design and predict treatment in advance, delivered via custom braces bonded to the patient’s dental enamel or via clear polyurethane trays. It would almost be impossible for the most advanced orthodontist in the world from one hundred years ago to understand even the first page of an article in today’s literature about 3D printing, temporary anchorage devices, sleep apnea, airway orthodontics, biomechanics, and the science of dental materials.


And the same is true in every profession, industry, and market. We have a near-limitless amount of information available to us in all disciplines. At the click of a button or swipe of the finger, your computer or smartphone can find the answer to almost any question or curiosity.


There’s a brilliant New Yorker cartoon that imagines what a dinner party might be like without smartphones. Someone asks, “Who was the drummer for Styx?” Around the table, each person gives an incorrect answer. The last person at the end of the table shouts with anxiety as he pulls at his hair: “OH MY GOD! We may NEVER know!”


The cartoon is funny because we’ve all had a similar experience at a dinner party where someone asks a question and, before they can finish speaking, the answer has been provided via smartphone inquiry. What used to take sustained curiosity and a trip to the library is today effortlessly waiting for you on the internet.


And yet, despite all this information and knowledge, decision-making has not been made easier.


Technology has made opening a business and providing products and services ten times easier, but it has not made businesses ten times better. Businesses are not ten times more profitable, ten times more equitable, diverse, or inclusive than they were six generations ago. Technology doesn’t automatically create ten times the positive impact for stakeholders and the environment. Businesses aren’t more meaningful to employees just because technology has made it easier to find and hire new workers.


In your career and professional niche, you’ve probably studied for years the latest and greatest techniques to produce excellent work and outcomes for your customers, clients, patients, or donors. While I create straight teeth and beautiful smiles, you might provide better healthcare outcomes for patients, legal resolutions for clients, products and services for consumers, or more revenue and profit for businesses and their shareholders. Regardless of your niche or industry, this constant and unending march toward more and more specialization—the acquisition of more and more technical skill—has allowed us to operate with alarmingly shallow understanding of the basics that drive results in our businesses and in our lives.


This brilliant book by Sean Barnard aims to help you in a meaningful way with one of the basics. I’ve known and worked with Sean as a friend and mentor. He’s helped countless clients of mine in the world of coaching and professional training. His innate skill, knowledge, and passion for helping you achieve better results in your business starts with a simple yet profound understanding of people and human nature.


I’ve shared the stage with celebrities, professional athletes, and best-selling authors. I’ve spoken to live audiences numbering in the thousands, authored seven best-selling books of my own, and published professional newsletters and programs for over four thousand private practice owners in thirty-five countries worldwide. In those programs, I remind listeners and readers you can do anything you want in business, but you can’t do everything. You must embrace the responsibility of leadership. You must learn how to collaborate with other people, and you must do it better than the competition.


Sean Barnard’s book is an indispensable tool kit and priceless resource for anyone who wants to become a better decision maker and more effective leader. As you contemplate your place in the world, similar to other great leaders throughout every era of history, and you seek to understand how your business or organization really works, you’ve come to the right place. Approach the knowledge in this book with the right mindset. You’ll gain a perspective that will never go out of fashion.


Dustin Burleson, DDS
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INTRODUCTION


If you run a small business or manage people, who taught you how to recruit, motivate, retain, coach, or lead people? I have encountered dozens of leaders and owners who wonder why turnover is so high, morale is so low, and respect is something they can only hope for at their businesses. The answer is simple. It’s because nobody trained you how to lead.


We train pilots on how to fly planes safely, chefs on how to prepare our meals to perfection, and dentists on how to put braces on our teeth with precision. But we wouldn’t promote a flight attendant to fly a 747, ask a server to prepare a filet mignon or a receptionist to recommend your dental treatment. Instead, we promote good people into positions of failure by making them responsible for the well-being of others.


How many companies have elected to delegate the critical role of human resources to someone who could legally be a danger to employees, the business, and themselves? Untrained and relying on guidance from friends, relatives, or the internet for answers can be vastly more expensive than having someone trained in the basics. Yes, the alternative can be expensive, but to do nothing is reckless.


Being responsible for managing or leading others isn’t hard, but it does take a passion to do the right thing, a commitment to consistency, a resilience to being labeled as the enemy when the decision isn’t what someone wants to hear, and a small dash of talent to talk your way through tough conversations.


We should also talk about the ever-evolving team members of today. At the risk of sounding cliché, back in the day when my grandfather, otherwise known as Pop, took his first job on the railroads, two issues were in effect. First, he had to make the effort to go and find a job, which often meant walking door to door, making his application in person with no résumé and nothing much more than his cap in hand, and being judged purely by his appearance and first impression—all to someone superior who might barely glance up from their desk. There were only three avenues to find a job: word of mouth, recommendation, and the local newspaper.


The second—and in my opinion, most profound—difference is in how interviews were conducted then versus today. Today, we factor in a sense of equality on both ends of the interview process. It is clearly apparent that today’s candidates also interview the employer to see if there is a fit. They will not take a job, regardless of pay or work conditions, if they don’t feel they will belong, be respected, or have a future at the company. That is a big difference!


As an employer, I use the acronym SOAR a lot. What I owe my team members is support, opportunity, appreciation, and respect. I share that in every interview and every promotion. Of course, I make it clear what I need and expect in return—but it’s important that my genuine commitment to their happiness is made clear from the beginning.


Compare that to the days of Pop Barnard, who was simply grateful to get a job, would take whatever pay was offered, and would never consider asking for a review, an increase, a bonus, or any of the perks we have grown accustomed to today.


In 1920, who would have said these during an interview?


• What type of benefits does this job come with?


• Will I receive a pay increase after ninety days?


• How many weeks of vacation do I get?


Today’s workforce is evolved, but more importantly, it is bold. When representing clients, I was often asked these questions:


• What can you tell me about the employer?


• Are they nice?


• Are they friendly?


• How do they show appreciation when I do a good job?


Again, compare that to a hundred years ago, when you were told what time to show up, when you could take your break (if you got one at all), and when you were finished for the day, all without so much as a thank-you or goodbye, simply a “see you tomorrow and don’t be late.”


Pop Barnard, who passed away in 1979, spent his whole career on the railways. “Job hopping,” as we call it today, hadn’t been invented in his lifetime.


This book is designed to give the small business owner, newly promoted leader, or first-time human resources leader the tools needed. It’s a book based on facts, lessons learned, mistakes made, and plenty of valuable keys to success. I want you to put this book down (preferably after reading it) and feel empowered to know what to do in nearly any situation.


Leading people is the key. If you don’t lead them, they will lead you to stress, loss of sleep, drinking, quitting, or all the above. Without leadership, your team will run you down—and someone will get hurt. So read the book, and become a great people leader.





[image: imgpage.jpg]




 


CHAPTER 1


CULTURE





cul·ture


/’kelCHer/


the arts and other manifestations of human intellectual achievement regarded collectively


If I leave you with nothing else as you read this book, I sincerely hope the one thing you understand is that everything, from failure to mediocrity and the success of your business revolves around the culture you, as a leader, create. Culture affects the happiness and stability of our team members, the satisfaction of those we serve, and the ability to hire top talent and be an employer of choice.


The proof of an unhealthy culture is in play throughout the world. It starts with poor performance and resignations from your team members, a reputation with your customers, and the failure to meet your goals. Nobody will tell you how bad your culture is. An unhealthy culture is as silent as it is deadly to your revenue and bottom line.


Passionate and dedicated are two words that would describe my commitment to the culture of any place I work, whether as a team member, consultant, or leader. By no means am I perfect, and I’ve made more than my fair share of mistakes, but that doesn’t weaken my resolve to be the best version of a good leader that I can be.


Culture relies upon commitment from the top and influences a company’s priorities and standards. Culture is more than what’s said in a handbook, implied in core values, or articulated in a mission statement. It’s how the company lives up to the commitments and promises it makes.


Culture is reliably based on your actions and reactions. Team members will soon learn what leadership considers good or great. And when there are incentives, you can expect positive actions and behaviors to be repeated. The higher the level of leadership that rewards positive performance, the greater the impact.






I’ve lived my life with an absolute belief that being kind is the most important part of how you should treat others. Put aside everything else. That simply says it all.


—DR. S. “JACK” BURROW, DDS, MS








Humans drive culture, and everyone on your team contributes to either a positive or negative culture. Whichever culture is practiced most becomes engrained and, inevitably, tough to change. If the majority of your team members are positive, the negative ones will stick out like sore thumbs and often weed themselves out. This should be perceived as positive attrition.


Conversely, if the majority are negative, you are faced with an uphill challenge to turn the tide and commit every day to change. Without expecting anything to change overnight, you—as captain—can turn the ship around and recruit your officers to either get aboard or abandon it.


Culture is predicated on how you act and react and whether you talk the talk and walk the walk. Say anything untrue, sarcastic, demeaning, or superior, and you’re off to a flying start of creating a world where nobody wants to work and where customers will sense you don’t deserve their business. Nobody wants to go to a favorite hair or nail salon, restaurant, dentist, or small local store and see a fresh face every time they visit.


A positive and healthy culture is a secret weapon you must be willing to wield, hone, and maintain. This is how you will find smiling faces, devoted team members willing to share their professional hopes and dreams, and an excited team who tell friends, family, and your guests how wonderful you are to work for. The value add lies in the fact that team members won’t leave you for greener pastures and an extra couple of bucks if they feel genuinely appreciated, respected, and valued. Simply put—they are happy. Best of all, you will be too.


Give your team members the tools they need to be successful. If you say you have an open-door policy, make sure you have one. Promises of any kind must be kept. Open doors for everyone to help them meet their true potential, and praise people both publicly and privately.


A healthy culture also comes with the art of coaching team members who may have strayed from your policies, procedures, handbook, or core values. Can you make that same team member feel like a million dollars despite the coaching? Can you reinforce your confidence in their future and build them up to a point where they hold a positive attitude when they leave the office? Will they walk into the breakroom and talk about the dreadful meeting they just had with you or keep it to themselves and be geared up to be the best version of themselves?


A word of caution for when you feel angry, upset, disappointed, or disillusioned by a team member: allowing your emotions to show is fruitless—and you will not be heard. Your face says everything; your words matter very little. Share your disappointment with compassion and respect, remembering to use your skills to assume positive intent. Do not corner your team member with threats or accusatory language. Instead, allow them an exit door that makes way for graceful collaboration and common ground. Ask questions with options. Here’s an example.


“Jenny, I must share that I’m disappointed with your recent performance, but I want you to give me some feedback on what might have changed from your perspective. Is there anything work related that has you ‘off track’? Are you unhappy? Or is it something personal that I don’t need to know about but could help shed light on your performance? We must get back to the Jenny I know.”


By asking the question this way, you have established your position and the need for positive change but provided exit doors for the why and reinforced your faith in your team member as a valuable player you want to keep on your team.


Another tip for a healthy culture is to build a reward system that targets the business goals you’re aiming to reach. A quarterly bonus that recognizes loyalty is an example. An unexpected gift, such as a gas gift card, spa day, or ice cream delivery are others. A heartfelt note sent to a team member’s home address, a personally written holiday greetings card, an early finish to the day, or ordering pizza for lunch and enjoying it with your team. You decide what works, and then—regardless of how much/what you can afford—make it as personal as possible.


The majority, but not all, of your team members will have professional goals. After discovering what everyone is working for and toward, build your culture chess board. As you take a mental picture of where everyone is, start the process of determining what happens “if.” If Mary wins the lottery, or John is offered a salary you can’t possibly compete with, or Jenny relocates out of state, or you promote Mark. What do you do? Everyone who is left behind needs to have been trained “in case.” Who could be the supervisor, manager, director, or C-suite executive if someone leaves? Is anyone trained to be ready to fill those shoes? I always have my backup plan—just in case. Because life happens, and as I’ll share later in this book, these wonderful people who work for you are not family. They have lives that will change course, and you need to be prepared for that.


I am passionate about the profound need for us to change our language. Not to be “woke” or keep up with the times but just because it’s the right thing to do. I cringe when I hear someone referred to as boss, management, a higher-up, or corporate. I’ve been all those people by title or profession, but the truth is I’m worthless unless I’m a leader. Refer to yourself as a leader, because that’s not just what you are; it’s what you have an obligation to be and what you must be.


Remove those words from your handbooks, policies, procedures, and any signs pinned to the walls within your company. More words that are almost medieval and, to me, inappropriate for the twenty-first century? Discipline, write-ups, warnings, and fired. Call it semantics all you wish, but words are important. Although we cannot discipline, write up, or warn our team members for using these words, we can and must coach them for success. Most commonly, though, I want to see us use the words “team member.” The word “employee” isn’t as terrible as some alternatives that I hate. But I think team member is not just kinder, but it’s also a truer description for someone who is contributing to your mutual successes.


An absolute must? The additional need to avoid the words goal, aim, and aspire. By using those words, you’re implying that you haven’t yet been able to meet that goal and continue to aim and aspire to being what your customers, clients, patients, and guests desire. Be bold and realistic. State the facts: “We will” at the beginning of your values, or “Our team is committed to” send an immediate message that you are committed to whatever comes next in the individual value.


From how you recruit a new team member to how you separate anyone from the company, your culture is present, at work and highly visible.


Using a reliable search engine such as Google will reveal a treasure trove of information if you ask, “What is it like to work at X?” or “Employee reviews for company Y.” Despite human nature speculating that much of the feedback might stem from disgruntled former team members, look for common complaints, and ask yourself “Is that what my team thinks of me?” and “What if they do and I don’t know?”


I talk later in the book about never forgetting that you are no better than the people who turn up every day and how, like you, they are not perfect. So remember to be humble, live the dream, and be the leader your team members deserve you to be.


Throughout the book, I have included pages entitled “Time for Tea.” With a nod to my British heritage, each serves as a reminder to slow down and reflect on the lesson learned. Use them to find inspiration, and remember them as you create and build your leadership skills, a healthy workplace culture, and aspire in your core values.




TIME FOR TEA!
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My passion for leadership excellence motivated me to write this book. My goal is to provide tools to anyone who leads based on what I have found useful throughout my own successes, life experiences, and mistakes over the past forty-plus years.
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CHAPTER 2


COMMUNICATION IS KEY





com·mu·ni·ca·tion


[image: img13.jpg]


the successful conveying of sharing ideas and feelings


The inspiration for this chapter stems from Austrian management consultant, educator, and author Peter Drucker, who wrote one of my favorite quotes: “The most important thing in communication is hearing what isn’t said.”


I have worked with and for many owners, directors, and managers who insist they simply don’t have time to meet with their team members or, worse, claim they have nothing to say to them.


Without understanding and maintaining communication, the likelihood of losing some of your best team members undoubtedly increases.


True leadership involves two-way communication and the ability to remain connected with the team. It starts with what I call the four Vs: visible, vocal, vested, valued.


Before we get into the details of what those terms mean and their relevance to strong communication, I want to share an anecdote. I have tremendous respect for a leader I worked with who recognized their own failure in communication. When discussing what could be done to make a genuine connection with the team, we talked through the hurdles. After a long list of suggestions and creative discussions focusing on how the relationship could improve, there was a blurted honesty that unveiled the truth: “I’m just not comfortable doing this. I want to get to work. Plus I wouldn’t know what to say anyway.”


Recognizing that this is not an isolated issue becomes clear when you realize how prevalent communication, or the lack thereof, is. Grammarly, a well-respected research company, released its “State of Business Communication: The Backbone of Business Is Broken” report, revealing the far-reaching impacts of poor workplace communication on US businesses and employees. In partnership with the Harris Poll, the study estimates up to a $1.2 trillion annual loss among businesses due to ineffective communication.1


“Communicating well is the one critical skill that 91 percent of 1,000 employees in a recent Interact/Harris Poll said their leaders lack.”


Let that sink in for a moment: 91 percent. Where and how do you start to address this challenge? By understanding that you’re not alone. According to Duncan Lambden, who wrote for Expert Market in 2022, 69 percent of managers are uncomfortable when communicating with their employees.2 Further, a Gallup poll estimate showed that only 50 percent of employees know what their managers expect from them.3


With that information, I wondered if there was any correlation between personal relationships and the ability to openly communicate. I think there is. Martha de Lacey wrote in the Daily Mail that men take only 88 days to tell their partner they love them compared to a woman’s languorous 134.4
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