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Missed Opportunities of Leaders

Most leaders are very busy with their own stuff. They 
have tasks to accomplish, projects to complete, and 
meetings to attend. And, they miss opportunities to 
lead people.

I have been coaching and training leaders for years. 
In our organization, it is what we do. And, in 
fairness, we know leaders do not intend to miss 
opportunities for leadership. It happens when they 
are not choosing intentional leadership. They 
schedule meetings, they track deadlines, and they 
do not DESIGN leadership. More than that, 
employees are sometimes handled as a nuisance. 
You’ve seen it: An employee knocks on the door 
and says, “Hey do you have a moment?” The leader 
says, “Sure, come on in.” Their eyes say, “I wonder 
how long this will take.” Sometimes, that part of it is 
even more blatant, as they continue to type on their 
keyboard, saying, “Go ahead, I’m listening.” 

So where are leaders missing opportunities to 
maximize productivity and engagement. Below is a 
short list of what we’ve seen:

Leaders do not have a tough conversation, many 
times because of fear of offending someone. The 
missed opportunity is in making a difference in this 
employee’s life. Ten years from now when someone 
asks this person who contributed to their success, 
let it be you. Ensure that they will say, “I had a boss 
who sometimes told me things I did not want to 
hear. And, now I’m so glad. I’m better because of it!”

Leaders do not manage their volume of negative 
feedback. The missed opportunity is in helping to 
keep people motivated and feeling positive about 
what they’re contributing.

Leaders do not provide enough positive feedback. 
The missed opportunity: “What gets rewarded gets 
repeated.”

Some leaders 
do not treat 
people with 
respect. The 
missed 
opportunity is 
reflected in 
this employee’s 
comments: 
“What I really 
like about my boss is that he treats me like he would 
want to be treated. I have a lot of respect for him 
and will do anything to make sure we accomplish 
what we need to.” 

These are not the only missed opportunities. I 
encourage you to think through these and add 
more of your own. Keep in mind that the employees 
you lead are human beings. They deserve to be 
valued, supported and appreciated, while being 
held accountable. Do not miss this opportunity!

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Leadership and Positive Feedback 

69% of American workers would work harder if they 
were better recognized and appreciated. 
(Globoforce Workforce Mood Tracker, 2011)

By understanding what current research is telling us 
about employees and about leaders….well this is 
one way to hone in on key strategies for maximizing 
employee performance and engagement. Many 
(though not all) employees experience some 
degree of disappointment day in and day out at 
work. Very often, it is because of a lack of feeling 
valued or of feeling assured that they’re on the right 
track at work. 

It remains that positive feedback is one of the most 
under utilized responsibilities of a leader! And think 
about this….it doesn’t cost a penny. 

Why then are leaders not providing more 
recognition, appreciation, positive feedback and 
gratitude? There are a number of common reasons 
(all of which you can note do not have anything to 
do with ‘malicious’ intent): 

> They do not think about it. 
> They do not have a disciplined plan of   
 accountability for themselves to give it. 
> Some think a paycheck is feedback enough. 

> Some don’t do it, because THEY do not receive  
 these things from their leader. 
> And some just don’t believe in it. They liken it to  
 ‘coddling’ people. 

Consistently within organizations, there is a 
disconnect between the needs of employees and 
the needs of leaders. The number one need for 
leaders is to get results, and the number one need 
for employees is to feel fulfilled while working to 
achieve results. We often refer to the flashing sign 
that inadvertently exists on the forehead of every 
employee – MMFI. This stands for “Make Me Feel 
Important.”

Positive feedback has a powerful impact. The 
human need to feel important is fairly universal. 

A high-performing employee we know recently 
shared with his boss, “Since you’ve been more 
intentional about your leadership, you have been 
giving me more positive feedback. I appreciate it, 
and it makes me want to work even harder.”

Try it this week! Challenge yourself to a minimum of 
five doses of recognition, appreciation, feedback 
and gratitude!

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Ask Them How They’re Doing

Employees want to work for leaders who are 
intentional about their expectations and who also 
care about how things are going for the employee. 
And, employees want to have conversations.

Whether you have a performance review process in 
your organization or not, I encourage you to weave 
in a conversational process like the one outlined 
below. At times, in the formality of the performance 
review process, leaders are too stiff and tell 
oriented.

In your conversation, you may consider questions 
like:
   
1) In general, how has this year been for you? What  
 did you feel particularly good about? What did  
 not go particularly well for you? 

2) In what ways have you grown over the past year?

3) Where did you experience missed opportunities  
 or disappointments?

A few tips as you go into the conversation

Going into this conversation, a few reminders for you:

1) Remember, this was their experience. Let them  
 own it; allow them to do most of the talking.

2) As they share reflections, you will want to delve  
 deeper:

> “Tell me more about that”
> “Can you share a couple of examples?”
> “How did that make you feel?”
> “What was the impact of that?”

3) After they have shared:

> Acknowledge their perspective, particularly   
 where you have noted agreement.
> Add your perspective
> Avoid the phrase, “Now, let me tell you what I  
 think.”
> Instead, use the phrase “Let me add a few things  
 that you didn’t mention (or that I see   
 differently).”

In my next column, I’ll talk about planning and goal 
setting for the coming year. 

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Accidental Leadership

“His employees are miserable; They despise him.” 

“He is the best machinist we have ever had in our 
facility.” 

“As a leader, he is intolerant.  As a person, he is one 
of the nicest guys I know.”  

These are just a few of the comments shared with 
me by an HR Manager during a one-hour 
conversation about a struggling leader - a plant 
superintendent with 15 direct reports.  She went on 
to explain, “With the company for over 30 years, 
there is no one in the facility who knows the 
equipment better than him – how to run it or how to 
fix it.”  

Later that same day, during my conversation with 
this leader, he said to me, “Why would I ask 
anyone’s opinion when I know all of the answers?”   
He also shared, “Listen, essentially these people 
willingly sign on to show up every day under a 
dictatorship for eight hours. We’ve got a lot of work 
to do, so I tell them what to do, and they do it.”  
 
I asked him a number of questions: “How do you 
feel about being a leader? What are your strengths?  
Your weaknesses?  What does it mean to be a 
leader?  How do you believe you affect these 
people?”  He said to me, “You are asking me 
questions I have never even thought about.  No one 
has ever asked me questions like this.”   

What is happening here (and you already know the 
answer)?  This organization promoted its best guy.  
Then everyone assumed he would be a great 
leader, just as he has been a great machinist.  It very 
seldom works to promote someone into 
leadership….then just leave them alone to figure it 
out.   He is, as we refer, an accidental leader.     

Considering the 1000’s of leaders we have worked 
with over the past 15 years, the most common 
feeling of these leaders (when being intentionally 
developed) is Gratitude. We often hear them say, 
“For the first time, I feel confident.  I’m so 
appreciative.”      

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Leading Change

“When something new begins, somethings old and 
familiar ends.”

Leading change efforts in organizations is rarely 
easy.  And from what research tells us, it’s rarely 
successful.    

The human factor is where leaders need to 
focus!

Much of what gets written about focuses on change 
from the organizational level – the strategic 
execution of the change effort.   Our view of change 
is often formulaic.  If we plan, communicate and 
implement well enough, everything will fall into 
place.  The reality is that successful change requires 
people to change.  So, as leaders, if we want to be 
more successful at leading change, we have to be 
better at helping people overcome their 
disappointment, fear and resistance.  

Example:  A local organization built a beautiful, 
state-of-the-art manufacturing facility.  The female 
assembly workers struggled to accept this change, 
because they now had to keep their purses in 
lockers, and the restrooms were a good 
three-minute walk from their work stations.  

Example:  In another organization, a multi-million 
dollar software implementation was compromised, 
because employees were upset by their discomfort 
with the system and, even moreso, with the lack of 
support AND empathy from their leaders.  The lack 
of care from the leadership led to resentment and 
an adverse impact on productivity.  

In both of these situations, organizations spent 
millions of dollars on the change itself.  Neither 
invested in equipping leaders to effectively 
respond to the predictable concerns or pushback 
of the employees.  

In all change situations, leaders need to be 
equipped with an understanding that employees 
may struggle.  The most effective leaders will 
proactively do the following:  1) Listen to what the 
employees are feeling; 2) Show empathy and 
support; 3) Involve employees in shaping change or 
the implementation of change; 4) Provide praise 
and encouragement; and 5) Provide training and 
support. 

The human side of change is your key.  For your 
employees, the little things are the big things.    

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Understand Yourself and Others

As we work with leaders to support their 
development, an understanding of behavioral 
tendencies of humans is a favorite part of the 
process.  We rely on the use of the DISC Behavioral 
Style profile.  In this column, I will summarize the 
key attributes the four styles.    

The Dominant Driver, who has a direct nature with 
a task orientation while doing work, is valuable to 
an organization because of their drive for results.  
They take on challenges and make quick decisions, 
relying on a combination of data and instinct.  They 
need to be careful as they work with others because 
of a natural tendency to be abrupt and abrasive.  
They are motivated by having a sense of control for 
both themselves and others.   

The Influencing Expressive, who has a direct 
nature with a relationship orientation while doing 
work, is valuable for their creativity and ability to 
rally groups of people around key initiatives.  Their 
relationship orientation is ‘one to many,’ and they 
tend to be the cheerleaders, known for 
participating in teams, sharing ideas and energizing 
others.  They need to be careful about their 
tendency to be easily distracted when, in fact, they 
may have additional details to attend to on things 
already in motion.  They are motivated by 
acknowledgment for their contributions.   

The Steady Amiable, who has an indirect nature 
with a relationship orientation while doing work, is 
valuable to an organization because of their 
genuine care for others.  Their relationship 
orientation is ‘one to one,’ and they like working 
behind the scenes, performing in consistent and 
predictable ways and being good listeners. They 
need to be careful about their tendency to avoid 
uncomfortable situations because of the need to 
preserve relationships. 

The Compliant Analytical, who has an indirect 
nature with a task orientation while doing work, is 
valuable because of their typically extreme 
attention to detail.  They are often sticklers for 
quality, planning ahead, employing systematic 
approaches, and checking and rechecking their 
work for accuracy.  They need to be careful about 
their tendency to take too long or to strive for a sure 
thing.  

Without an understanding of the innate differences 
of people, it is too easy for us to get caught up in 
what annoys us about others, particularly when their 
behaviors do not match our own.  The ultimate goal 
of strengthening this understanding is to help foster 
tolerance for and appreciation of differences.   

Aleta Norris provides an ongoing column on developing better 
leadership skills. She is a leadership expert and Principal at 
Living as a Leader LLC.
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Learning from Leaders in our Community

Recently KABA hosted Inspire Kenosha, a day-long 
summit focused on leadership and leadership 
development. This was our third year hosting such 
an event, but this year’s format was decidedly  
different. We moved away from re-broadcasting 
content from a national leadership conference held 
elsewhere and instead delivered a line-up of live 
speakers, real 
and in-person, 
from Southeastern 
Wisconsin and the 
surrounding region.

Top level leaders 
from InSinkerator, 
Snap-on, ULINE, 
Gateway Technical 
College, Living as 
a Leader, and LMI 
Packaging 
Solutions 
presented and 
shared their 
experiences and 
leadership insights. Richard Sheridan, author of Joy, 

Inc. and CEO of Menlo Innovations in Ann Arbor, 
MI, keynoted the event by sharing how his company 
wins by creating a joyful work environment 
Participant feedback was overwhelmingly positive 
and we are already thinking about how we raise the 
bar next year.

 In the interim, we will be  
 expanding the Inspire  
 Kenosha brand to 
 provide more content on  
 leadershipTodd Battle  
 and leadership   
 development. In future  
 newsletters, you can   
 expect to hear thoughts  
 on leadership from local  
 business and community  
 leaders in this space and  
 a regular column from  
 leadership expert Aleta
 Norris. Aleta  kicks off this
 new focus with a column
 on the importance of
 positive feedback.

Todd Battle is the President of the Kenosha Area Business Alliance.
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The Importance of Having a Vision

When an organization focus their time and attention 
on community goals, their work becomes a reality. 
Whether you believe in the power of intention, the 
law of attraction, or big audacious goals…having a 
vision and a focus will funnel our energy towards 
that end. Within an organizational context, 
importance lies not only in having a vision, but in 
having a shared vision based on shared values. 

Trust in leadership is planted like a seed when a 
vision is shared with others; sprouted once a path 
towards the vision has been planned; and it grows 
with every interaction as step by step the team 
works to make the vision a reality.

Each member of your team helps further define the 
vision. The team assembles a plan and acts 
methodically, step by step, to carry out the plan. A 

good plan leads the way, and a leader’s role is to 
keep the team true to the vision, ensuring that the 
plan carries forward consistently over time. The 
ability to listen and place information into the 
context of the larger view, patience, the ability to 
step back and assess, adjust and move forward are 
all made possible when you begin with the end in 
mind, when you have a vision. 

Michael Pollocoff recently retired as the Village Administrator and 
lead visionary at the Village of Pleasant Prairie, a position he had 
held since 1985. 
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Learning vs. Mistakes

Learning versus mistakes; I am reminded of the 
differences every day. The differences are something I just 
know and not yet wisdom, as it is still not second nature 
for me to see them right away. My executive staff often 
needs to remind me to stop using that word ‘mistake’ 
when I mean learning.

One sunny, summer day after I had recently taken over as 
General Manager of LMI Packaging at 33 years old, I 
received a call from one of our suppliers. He let me know 
that a material order he was holding for us was going up 
in price the next week and if I released it today I could 
save money. It was more than $10,000.00 which seemed 
like a lot of money to me, and still does. So I said YES 
RELEASE IT! I was so grateful for the warning and so 
proud of myself. It was the first time I had made such a 
major decision in the business and I felt like I had really 
come of age.

Fast forward one week and I am driving to work. As I 
reached our building, I noticed five semi trucks backed 
up along the road and traffic backed up for a mile as a 
result. I wondered what that was about, happy that I was 
at work now and didn’t need to have anything to worry 
about it. Boy was I mistaken.

When I walked into the building everyone was in an 
uproar. It seemed that all five trucks and the one in the 
dock were for us, delivering a hundred thousand pounds 
of aluminum coils. We had no room in the warehouse to 
put them. We didn’t have the crew or the equipment to 
efficiently unload them.

And soon enough I would learn that we also didn’t have 
the money to pay for them.

I had never considered all this. I had thought the $10,000 

savings was a no brainer. What did I learn that day and 
the next few weeks? I learned about inventory turns, cash 
flow, and taking responsibility with six fuming truck 
drivers, a line of screaming drivers, bankers, and 
employees. Unfortunately there was no one there to 
remind me I hadn’t made a mistake but had made a 
learning.

As the business grew I found out that I would not be the 
only one in the company making mistakes-learnings. I 
remember the day they delivered the brand new lathe we 
bought. Everyone was excited; we had finally spent the 
money to buy a highly precise piece of equipment. The 
plant foreman had been after me for months to make the 
investment. He walked into my office later that day, his 
face was ashen white. As he was unloading the lathe, it 
fell off the truck onto the concrete floor. No one was hurt 
but its ‘highly precise accuracy’ was now questionable. 
What did I learn? I learned that people are typically 
harder on themselves then I could ever be on them and 
often when they make mis-learnings all they really need is 
understanding and support. I also learned what FOB 
Supplier’s Dock meant: Once it leaves their dock it’s ours.

I realized that my job was not to protect people from 
making mistakes but to make sure that any mistakes 
learnings they made would not cost so much that they 
put the company under.

There are mistakes, of course, when we do the same 
thing again that didn’t work the first time and when that 
happens it makes me crazy. But typically we make 
lemonade out of lemons, never quit so we never fail and 
support each other through all the mistakes learnings.

Jean Moran is the recently retired CEO of LMI Packaging Solutions. 
She is also an invaluable advocate for the community, participating 
in many important initiatives including Building Our Future.


