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Phase 3: Gaining Trust through Development
by Tony Graffeo, Ph.D

Many would argue that completing the first
two phases of the Three-Phase Leadership
Framework™ defines success; developing a
compelling strategy and  successfully
executing it. In my experience however,
sustainable leadership requires that you
complete the third phase, gaining the frust of
your team. Leaders can succeed with their
initiafives in the short term, despite a lack of
infegrity and genuine concern for the
success of their team members. Over fime
however, this behavior catches up with
them. Broken promises are not forgoften.
Lack of recognition and career development is resented. As a result gaining support for
new initiatives becomes increasingly more difficult. Leadership cannot be sustained
without trust, and frust is gained not only by achieving results with your strategy, but
acting with integrity and genuine concern for your subordinates and colleagues. | like to
think of this as values based leadership.

Acting with integrity is a critical element in gaining the
trust of your team. This involves being honest with your
words, consistent in your actions and keeping your

Acting with integrity is

a critical element in promises. During the Phase 1 strategic planning

S process, you spent time with each of your key team
ganing the TFEJST of members to determine their aspirations and how their
your feam. This proposed assignment may fulfill them. You developed

involves being honest both extrinsic and intrinsic rewards that fit your feam
members’ expectations and made commitments to

with YOUI’ VYOI’dS, them if they performed. Meeting these commitments is
consistent in your as important for sustainable leadership as the success
actions and keeping of your inifiative.

your promises. There will be circumstances however when promises

may have to be broken and team members
disappointed. This can be due to a deliberate change in plans or assessment of
performance. Plans are often modified based on experience, lessons are learned and
sometimes roles are changed. Mentoring staff through this process with honesty and
transparency will build trust provided that you act not from a personal agenda, but for
what is good for your team and the organization. When tough decisions need to be
made and a promise must be broken, spend the time to explain the reasons and take
responsibility for your actions. If the decision was based on a shortfall in performance, you
need to point this out to the team member and recommend personal development o
correct the problem.

In addifion to keeping your promises, trust involves a high degree of honesty and
consistency in your actions. Never underestimate how closely you are watched and your
actions discussed by your team members. Are your words and statements the same from
day to day, week to week? Are they the same regardless of which feam member or
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groups you falk fo2 Are they the same both in public and private? There is an
authenticity that you emanate when your words and deeds are consistent over time and
place. If you have to change a decision that you have made publically, you need to
spend time and effort explaining why you have changed your mind based on new
information and circumstances. This is the antithesis of politicians who as we all know are
not noted for their authenticity and trustworthiness.

Last but certainly not least is fo demonstrate genuine care for your team. At a
fundamental level, we all trust only those people who we think care about us both
professionally and personally. Too many leaders freat their team members as objects or
“human resources” (I term which | intensely dislike) rather than people and spend way
too littfle fime coaching them. When | finally matured enough mid way through my
career and began to understand that | was only as good as the people who worked for
me; the trust level of my team greatly improved and my effectiveness skyrocketed. | now
believe that gaining frust is so important that in my workshops and consulting
assignments, | give as much fime to development in Phase 3 that | give to Strategy in
Phase 1 and Execution in Phase 2.

At a professional level, it all starts with selecting the right feam members. A common
mistake made by most technical managers is to select primarily for knowledge and
experience. While these factors are important, selecting for talent is even more
important. One of the signs of a good leader is the ability to describe, in detail, the
specific talents of his or her feam members and capitalize on those talents to find the
right fit with the available assignments. The more you know about what drives each team
member and how each one thinks, the higher the likelihood that you will be able to
coach them properly. A leader needs fo be a catalyst, turning fop falent into
performance.

In Phase 2, the executfion phase, each team member was given actionable
performance objectives that aligned 100% with the strategic thrusts in Phase 1. In most
organizations, annual performance plans also include development objectives as well as
performance objectives. Based on my experience in evaluafing development plans,
they are less aligned (and in many cases totally unaligned) with strategy than
performance objectives. The reason for this | believe is that performance objectives
directly affect the leaders’ ability to successfully execute his or her strategy now while the
development plans focus on the team member’s ability perform successfully in the
future. Caring about a feam member’s future and coaching him or her to achieve their
professional goals goes along way to building trust. This means mentoring as well as
coaching; finding the right fit where the team member will be most productive and
happy rather than just climbing the next rung on the organizational ladder.

Finally on a personal level, understanding a team member’s personal circumstances and
how they may be affecting his or her professional performance is an important part of
showing concern. Too often leaders make assumptions about performance without
taking info account personal circumstances, which can lead to faulty decisions that
adversely affect team members. The more aware you are about the reasons behind a
person’s behavior, the more likely you are to make the right decisions on his or her
behalf. In the next edition of the STILE Newsletter, the concepts of self-awareness and skill
assessment will be discussed under the title "Are you ready to lead?”
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Caring about the well being of your team members and helping them in achieving high
performance will not only build frust but also loyalty making your next initiative that much
easier. Current feam members will be wiling and anxious to follow you to your next
initiafive and also spread the word that you are the type of leader worth following. By
successfully executing all three phases of the leadership lifecycle, you will develop a
track record as a sustainable leader, increase your sphere of influence, and be ready fo
tackle more difficult leadership challenges with a higher degree of confidence.

Dr. Tony Graffeo is the president of Graffeo & Associates, a global consulting company founded in 2007 that
provides technology executives and R&D managers consulting and fraining on Strategic Planning,
Performance Management, and Leadership Development.

Dr. Graffeo has over 35 years experience in R&D management, serving as Vice President of R&D for two
internationally recognized Science, Technology, and Innovation organizations; Battelle Memorial Institute and
Arthur D. Little. He was also one of the founders and Executive Vice President of Biodevelopment Laboratories,
a contract R&D Company serving the pharmaceutical and biotechnology industries.

Visit www.graffeoandassociates.com for additional details about Graffeo & Associates.
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