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Is Your Leadership
Development

Puzzle Coming
Together?

Leaders need to constantly be aware of their own performance and
give attention to those critical core competencies that make a difference
every day. Much has been written about leadership competencies, and some
models can be very complex. The reality for most of us, however, is that good
leadership comes down to a small set of behaviors that we need to practice and get
better at until they become habits and part of who we are. This core group of leadership
skills may vary slightly in different roles or circumstances, but typically the following three,
when done well, will help you facilitate “the world taking care of itself.”

They are: * Engagement

Consider this. If you were to paint a picture of what your organization looks like
today on the front of a puzzle, what would it look like? Can you see it perfectly?
Is it a simple picture? Is it clear? Who is in it and where do they fit? Are the
faces happy or sad? Who's leading, who's following and who is hiding? Is there
a lot of activity, or do some sections of the puzzle look tired and dated?

Now ask yourself this question. Can you visualize what you want the puzzle picture to
look like twelve months from now? What will have changed? How will it be different?
Which faces will no longer be there? Will it include some new products, some new
buildings, some new places, some new faces? If the four corners of the puzzle
represent your executive team, will they still be the same? If not, are the faces that will
replace them already prominent in your current puzzle?

And here is the really critical question to ask. What if you took your jigsaw puzzle of
the future, and gave just the pieces (no picture) to your employees, could they put it
together? Do they have any idea what it is supposed to look like? Will they see the
same picture as you?

One of the qualities of a great leader is that they are able to paint a picture of a better
tomorrow for all of their employees. You are the person they look to for vision and
inspiration, and, therefore, the real question becomes not only can you visualize what
the puzzle will look like, but have you communicated it effectively so that all your
employees share the same vision?



Consider this. If you had to rate yourself on a scale from one to ten on how
well you engage the people you lead every day, how would you rate? We
Engagement encourage you to start by asking yourself these two simple questions:

« Do all your people know where they fit in the puzzle?

- Do they feel valued to the point where they know the puzzle is not complete
without them?

Most puzzles have some clearly defined pieces and faces. It is easy for some
people to see where they fit. Perhaps one of those people is you! But what about
those pieces that, in the most complex puzzles, all look the same? It is easy in large
organizations for people to get lost, to feel insignificant. They are not one of the four
corners that make up the executive team; they are not one of the side pieces that
form the management structure. They are one of the many similar pieces that form
the blue sky or the aqua ocean or the green grass.

If you are looking for high levels of engagement throughout your organization, it

is your role as a leader to make sure that all your people know where they fit, and
not only where they fit but that their piece has value. People will rarely take on a
new position intending to be disengaged, but can become so over time if they feel
their contribution doesn’t really count for much. It is your leadership responsibility to
make sure that the picture is not complete without every piece.

The final question to ask yourself is this: If people know where they fit, do
they also know to whom they connect? Who are the people around them
with whom they need to link? The majority of puzzle pieces have four other
pieces with which they have to fit. And not just kind of fit or sort of fit, they
need to fit perfectly. If they are not willing or able to fit with these four pieces,
then they are not in the picture and it is not complete.

If your organization is aligned, your people will know who to connect to, who
they rely on and who relies on them. They will know that it is vital that they are all
working together to complete the big picture.

As leaders it's our responsibility, just like in the opening story, to take care of the
people. We have to paint a compelling vision of our organization — one that is easily
recognizable for the folks whom we lead — even without the picture on the puzzle
box! In addition, it’s critical that they understand what piece they represent in the
puzzle — and that the puzzle is incomplete without them. Lastly, if individuals know
where the organization is going and how they fit in, they are better
able to understand with whom they can connect to carry out the
vision of the organization.
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