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Leaders today struggle with four major challenges that cost
companies billions of dollars each year - what we call the
“Four Horsemen” of the 2016 economy.

New research shows just one leader behavior - approachability -
substantially improves these 4 areas.

There are 4 simple tools your leaders can start using today that
will improve their approachability and solve these challenges.

The “Four Horsemen” of
Managingin the 2016 Economy

Cooperation Gap
Low Compliance, Lack of “Grit” and Easily Give Up on
(or Sabotage) Change Efforts

Enthusiasm Gap
Low Engagement, Little “Above and Beyond” Behavior,
No Growth Mindset

Talent Gap
We Struggle to Attract and Retain Great Talent,
Turnover Costs Us Time, Money and Opportunity

Workplace Stress
Burnout, Work is Frustrating, Personal Distractions
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Meet Three Leaders Struggling
with the “Four Horsemen”

Tim is the HR Director for a large manufacturing firm. His company is
under huge competitive pressure. The operators Tim supports want skilled
leaders but have few resources to train them.

I'll cut to the chase. Our leaders struggle and reallyneed
to up their skills. But if this is goingto fly at my company |
have to make the business case. Andit better starton
page 1, or nobody will get to page 2.

Amy is the Administrator for a mid-sized long term care facility. She works
hard to develop leaders but often struggles to convince her leadership to
invest in training and development.
' Our leaders are stressed andunder constant pressure to do
more with less. As reimbursements get slashed we struggle

with staffing, schedules, and the pressure of delivering high
quality care. Our leaders need tools to cope.

Ron runs a retail warehouse with over 100 managers. Ron thinks most
training is awaste, but he knows leaders who do the right things get the
numbers and have fewer problems.

We move fast. That’s not changing any time soon. Our
scale means we are constantly moving new leaders on
and off the team. Our challenge is providing ‘justin time
tools that supportleaders and those they lead.
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The Problem

Indifference, No Follow Through,
Turnover, Stress: The “Four Horsemen”
Killing Companies Today
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Does this sound like
your company?

The economic pressures Tim describes below converge into four critical
business challenges - what we call the Four Horsemen of the 2016
economy:

I’m at the end of my rope. Myleaders are under huge pressure
to cut, cut, and then cut some more. Do more with less. And it's
gettingworse.

Can acomputer or arobotdoit? Can China or another
emerging economy doit? Theywill. New technologies like 3-D
printing, self-driving vehicles, and the “Internet of Things" are
forever changingthe skills leaders need. And we devote no
time or resources to armour leaders with those skills.

Cooperation Gap

Attempts at change fail. Employees don’t try or give up at the first sign of friction.
Some don’t care; others figure they know best and ignore anything new. Bottom
line: you arerunningin place.

Enthusiasm Gap

Lack of engagement. Employees show up late, leave early and give minimal effort.
Thereis no creativity - no interestin helping out or making things better.

Talent Gap

Your high potential employees and leaders leave for "greener pastures” along with
all you invest in recruiting and training them. You lose talent, production, and spend
abundleto replace them.

Workplace Stress

Everyoneis burned out. Small roadblocks cause a meltdown. People are distracted.
Personal problems show up.Accidents happen. Employees take it out oncustomers
or each other.
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The Costs

How The “Four Horsemen”
Destroy Productivity, Morale,
and Your Bottom Line
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Companies with high levels of cooperation successfully

implement change, quickly adopt innovations, and increase
worker productivity.

200
150 Top
Innovators
100
50 ]
S&P 500
0

2007 2008 2009 2010 2011

A market basket of 138 “top innovators” outperformed the S&P 500 (both
indexed to $100) by 61% from 2007 to 2011. Source: Deloitte Monitor

Only 25% of change projects are successful in the long run.
83% of mergers produce no added value; 53% actually destroy value.

Approximately 75% of Enterprise Planning implementations fail - of
those 37% cite difficulties with staff adopting new process.

Innovators enjoy 3times greater market share, 6 times greatersales,
and 50% better margins.

Innovation leaders enjoy 10% higher EBIT than laggards, and the gap
widens to 1/3 more after 8 years.

People frustrated with their leaders won’t try
new things or help us improve. They give up
easily. That’s arecipe for disaster.
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Enthusiasm Gap

Enthusiasm inspires people and feeds engagement.
Unfortunately, we arein the middle of a disengagement
epidemic.

US Employee Disengagement
29% Engaged

26% Actively Disengaged
Disengaged

Source: Gallup

71% of US employees are disengaged - 26% of them are actively
disengaged.

US workers waste nearly $15 billion annually playing games and
surfing social media sites.

Gallup estimates the total cost of actively disengaged employees in
the US is between $450 and $550 billion annually.

Companies with the most engaged workers are 202% more
profitable than the least engaged.

These cost-of-disengagement statistics hit me like
a gut punch. In the healthcare industry a lack of
enthusiasm doesn'’t just cost us money - it impacts
patient care.
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Talent Gap

As businesses become more and more automated

we rely on fewer people to do more complex tasks.
Welcome to the new talent crisis.

What Does Turnover Cost?

orac | $1.296,000
2@$120 [ $720,000
1@$80k | $480,000

6@ $ 40K Source: Zen Worklpace

This 120-person company haslower than average (10%) annual turnover. Six $40K per
year employees quit, at a replacement cost of 40% of annual salary. Four $80K
employees quit ata cost of 150%. Two highly skilled $120K employees quit at a cost of
300%. Total turnover costs for this small company? $1.3 million per year.

Your top talent - the ones you need most - have options and

will leave.Nearly 20% of US workers will voluntarily quit their
job this year.

Turnover is expensive. It costs 16% to over 300% of annual salary
(for the highly skilled -the ones most likely to leave) to find new talent.

Companies lose productivity, relationships, and intellectual
property. Critical activities stall and die while searching for talent.

Employee turnover annually costs US companies over $11 billion
in wasted money, effort, and lost opportunity.

You know what’s frustrating? Laying people off
in one area and still having ops leaders breathing
down my neck to fill open positions in another.
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Workplace stress costs companies over $300 billion each
year inincreased medical costs and lost time.

Stress is killingour businesses... and us.

6% Job Insecurity
20% Work-Life Balance
28% People Issues

Workload

Source: American Institute of Stress

Nearly 30% of workers fall asleep or become extremely fatigued
at work each month.

77% of people report some physical problem and 73% report
psychological issues related to stress at work.

33% of workers complain of “extreme stress” and 48% report
that their stress has increased over the last 4 years.

10% of workers report working in an environment where

physical violence has occurred -42% report yelling and other
verbal abuse.

| hate admitting this, but every time | see
breaking news on workplace violence | wonder
for asecond if it’s us.

1] »
4 |
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The Case for
Approachability

How Approachability Increases
Enthusiasm and Cooperation, Reduces
Turnover,and Makes Work Rewarding

Approachable
Leadership



Approachability Gets Results

Cooperation & Stress

Approachable leaders (and their employees) experience less

stress. Their work is more rewarding. Approachability is the
elusive “one thing” that predicts enthusiasm, cooperation,
and commitment.

Source: University of Tulsa, 2015

In this 2015 study employees who rate their supervisor
“approachable’ are 89% more likely to report satisfaction
with their work. They report better relationships with
coworkers. Plus they are more willing to go "above and
beyond.”

When our people get along it seems like nothing can stop us.
Butother times it feels like the simplest things bringus toa
grinding halt. | know our leaders set the tone, but this really
proves it.
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Approachability Gets Results

Enthusiasm

People who rate their manager approachable are 88% more

likely to make suggestions or volunteer to pitch in outside
their normal job. Behaviors like this improve cooperation,

drive innovation and deliver business results.

® 6 6 6 6 o6 o o o o
pereeeRee 88%
Approachability predicts “above and beyond”
behavior more than all other factors

Source: Journal of Management Development, 2005

One surprising finding: approachability trumps other leader
competencies. Nearly 10% of these employees had alow
opinion of their supervisor. They went “above and beyond”
anyway. The difference between these folks and those who let
their frustration keep them on the sideline? These employees
still felt their leader was approachable.

We arein the middle of alean transformation. That means a
ton of change. We also count onour people to suggest ways
to improve efficiency. This research really shows how our
leaders can make or break our lean efforts.

e
T
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Approachability Gets Results

“People don’t quit jobs, they quit their bosses”

Turnover

People who like their manager and are enthusiastic about
their work don’t quit. It's that simple. Not surprisingly,
people who rate their supervisor approachable are very
unlikely to consider leaving.

e 6 6 6 o o o o
pereeeR /2%
Employees of Approachable Leaders
do not intend to quit their jobs

Source: University of Tulsa, 2015

Turnover wastes precious time, money and energy. It
frustrates everyone who has to pick up the slack (especially
your high performers, who you can least afford to lose).
Approachable leaders put a stop to that vicious cycle.

| live this story every day. Our placeis arevolving door. It
makes me sick to see some of the people we've invested so
much time and money inwalk out the door.| dosee how
investing in our leaders could help stem that tide.
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Approachabilityis Trainable

There are thousands of things you can teach leaders.
Trustworthiness, charisma, and leader-employee exchange
(to name just three) are all well-researched leader behaviors
associated with positive business results.

While these behaviors are desirable, they are hard to train.
How do you reliably train someone to be more trustworthy?
Or more charismatic?

Training “soft skill” basics (dealing with team dysfunction,
conversation skills) are very useful, but fail to get at the
fundamental behaviors that reinforce strong leader
relationships.

Approachable Leadership solves this problem.
Approachability is simpler to teach. It is accessible, quickly
understood, and easy to observe and practice. This makes it
the ideal leader behavior to train.

Approachable Leadership Learning System

Approachable
Leadership
Learning System

Approachable
Leadership
Workshop
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4 Simple Tools
to Increase
Approachability

How You Can Begin Teaching
ApproachableLeadership Behaviors
To Your Leaders Today.
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Tool 1:
The Approachability Window

Many are slow to trust people in power. This is called a
“power distance gap”

Approachable Leaders shrink the gap by creating a safe,
welcoming space. One simple tool to do that is to open your
Approachability Window.

Approachable

Leadership The Approachable Leadership

Workshop develops
awareness, skills, and habits
using simpletools.In the
“Approachability Window”
activity learners experience
Bind Spots how creating the “right space”
has impacted their own career.

Toolin Brief
Approachability Window

Afull-sized version of thistool is
at the end of this eBook.

Tips to Encourage Feedback Tips to Grow Relationships

1. Encourage feedback Sincerely ask 1, Take your time - sharing ton much 200
for ir ! ) 1
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Tool 2:
Recognizing Approachability

What do you think of when you hear the words approachable or
unapproachable? Do any behaviors leap to mind?

A big part of becoming a more Approachable Leader is to get
skilled at recognizing approachable (and unapproachable)
behavior in yourself and others. This takes practice.

{‘e'g%;‘iiﬁ?pab'e The Approachable Leadership
Workshop focuses heavily on
“out of your chair”
Thi Camiictiiis Wit opportunities to practice.
- @@ @ .= During thealways
entertaining “Just Right”
i raptiesing  igheaen exercise learners practice
s approachable and

a

unapproachable behavior
with their peers. Yeah, it's fun.

nghtlF;;;ln; - Afull-sized version of thistool is
i ok at the end of this eBook.
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Tool 3:
Ask Better Questions

"A more beautiful answer to he who asks a more beautiful question."

We ask a lot of questions in the Approachable Leadership
Workshop. Leaders learn the 3 Questions of Approachable
Leaders. They also learn the power of Solution-Focused
Questions (versus Problem-Focused ones).

Approachable Quing th

Leadership Duringthe Approachable
Leadership Workshop learners
get multiple opportunities to

The Three Questions (and their assumptions) practice using the 3 Questions
Do you have what ok [ °

—— e and Solution-Focused

work better? . Questions. This builds

Where are you going?

confidence, increasing the
likelihood they will to start

Do you hays what you needr iptescpinpiedompaireslomtse using these questions when
Other vy o aeke How else can you ask? g q

O How's it going?
ing?

they walk outthedoor.

What would make work better? T e orsion aeston.Con v s Afull-sized version of this tool is
3 aowing v var? How s cm omosh? at the end of this eBook.

QO What's your best new idea?
Q Can you think of a better way?
QO  What would you change?

Q  Anything new?

Where are you going? This is the progress question. Can you ask it
in a way that is suitable to your workplace?

Other ways to ask: Y k2 ol

O You learning anything new? How else can you ask?

QO  What’s your next move?

Q  Applying for a promotion?

O What are you proud of?

Q  Any new "highlight reel” work?
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Tool 4:
FollowUp - Follow Through

Follow up and follow through are must-have skills for leaders. That's
why Right Action is the most important part of the Approachable
Leadership Model.

During the 30-Day Challenge leaders commit to using at least one
Follow Up Tool and one Follow Up Rule to ensure they make
progress. The One-on-One Agenda is a good Follow Up Tool.

Approachable One on One Agenda
Leadership e S— During the conclusion of the
Perod: Approachable Leadership
Workshop we ask learners to
ek e identify their key takeaway
. Couig! Not good from the course. The practical
IR A D tips and strategies they learn
during the Follow Up and
pommrm— Follow Through section always
comeup.
oo i Afull-sized version of thistool is
at the end of this eBook.

What would make work better? How can | make work better?

Where are you going? How can | help you get where you're
going?

What do you want to work on over the next 30 days?
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Take Action

What’s The Next Step On Your
Approachable Leadership Journey?
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What's Next?

Wrestling with your enthusiasm,
cooperation, and talent gaps?

Is work stress at a boiling point?
Can ApproachableLeadership help?

Take advantage of our FREE 30-Minute Approachability Audit.
During this fast-paced, no-nonsense call you will learn:

We use your numbers to quickly estimate what turnover, lack
of enthusiasm, cooperation and stress cost your company
today.

Use our simple test to decide whether your leaders are
approachable - or not. Learn four specific strategies to close

the gap.

Just one can tank your company. But you can quickly and

easily correct problems - if you avoid this critical misstep.
This one move alone transforms most work environments.

Call 800-888-9115 to schedule your
FREE Approachability Audit today.
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ApproachableLeadership
Learning System

Introduces Key Concepts
High Impact, 90-Minutes

Approachable Leadership Workshop

Immersive, Experiential, Practical
Half-day, Interactive, Tool-Focused

Transfers Key Learning
Builds Leadership Habits

Approachable Leadership Learning System

Additional Skill Development

13 Modules. Applies Approachability to Day-to-
Day Leadership Situations

Call 800-888-9115tolearn howthe
Approachable LeadershipLearning
System can help your leaders.
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Approachable Leadership is a division of the Labor Relations Institute
established in 1978. Our firm has helped improve relationships between
managers and their employees in over 10,000 companies. We are one of the
most successful and fastest growing leadership consultancies in the country
(we've made the Inc. 5000 list multiple times).

The Approachable Leadership team has proven it can transform
leaders again and again in the toughest situations. Today our focus is on
improving leaders in all companies - hopefully evenyours.

Phillip Wilson

Phillip B. Wilson, is Chief Evangelist of Approachable
Leadership. Phil is a national expert on leadership,
labor relations and creating positive workplaces. He is
regularly featured in the business media including Fox
Business News, Bloomberg News, HR Magazine, and
the New York Times.

Wilson is President of the Labor Relations Institute.
Before that he practiced labor and employment law
and was a Director of HR for a 1200 employee gaming
company. He s the author of numerous books and
articles, including Left of Boom: Putting Proactive
Engagement to Work (reached #2 on the Amazon.com
Hot HR Books) and the forthcoming Approachable
Leadership.
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Tool in Brief
Approachability Window

The goal of this tool is to
improve relationships by
revealing more about yourself
and seeking feedback. When
you don't seek feedback you
create blind spots. When you
don’t share with others, you
close them out. This may cause
them to withdraw.

Tips to Encourage Feedback

1. Encourage feedback. Sincerely ask
forinput.

2. Stop/Start. What should | start
doing?What should | stop doing?

3. Stress the value of the feedback.
Why is it important? Why is this
person uniquely able to provide it?

4. LISTEN! Use our Active Listening
Tool to make sure you do a good job
of listening. This by itself
encourages feedback.

5. Don't be defensive! Accept the
feedback, be open-minded and
reflect onit. Thank them - it's a gift!

Many are slow to trust peoplein
power. This creates a “power
distance gap.” Approachable leaders
use the Approachability Window Tool
to shrink the gap.

i 4 for feedback
Share

Blind Spots

Hidden Area

Tips to Grow Relationships

1. Take your time - sharing too much too
soon can be worse than not sharing. Go
slow.

2. Ask questions. Don'’t interrogate but show
interest and learn as much as you can.

3. When you share with someone mention
the relationship - “I don't tell everyone
this, but we are close so I'll tell you...”

4. Be empathetic (don’t one-up, offer
unsolicited advice, etc.) Use our Empathy
Toolkit.

5. Don't share secrets.

6. Acknowledge and appreciate if they reveal
something new.
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During the Workshop we practice
acting “Just Right” and learnto
recognize approachable (and
unapproachable) behavior. This tool
continues building this skill.

The Connection Model

low
connection
Be Open Understand
right space  right feeling
RightSpace

U Physical space: Welcoming?
Inviting? Open door?
Comfortable place to sit?

O Warmth: Genuinely glad?

Appropriate touch? Eye contact?
Body language?

RightFeeling

O Stop: Full stop. Eliminate
distractions. Reschedule if not
able to give complete attention.

O Listen: UseActive Listening Tool.

Show you are listening, provide
nonjudgmental feedback.

Right Action

O Solution-focused guestions:
How dowe solve? Who can help?
What's our goal?

O Follow up tool: Use Right Action

Tool. Inbox always with you.
Routinely empty. Schedule.
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HIGH
CONNECTION

Support
right action

Availability: Make time to meet?
Walk around to others’ space?
Keep appointments?

Present: Limitdistractions?

Single tasking? Sole focus on the
individual?

Confirm understanding: You feel
[emotion] because of [reason].
Do | have that right?

Gestalt mindset: Empathy. No

advice. Share experience of
similar emotion (don't “‘one-up’).

Follow up rule: Touch only once.
Do it now. Return calls and
emails on schedule.

Get help: Accountability partner.

Reminder if not back when
promised.




ApproaChabIe During the Workshop we learnthe 3

Questions of Approachable Leaders.

Leaders h i p Those are a starting point. This tool

helps you adapt the 3 Questions to
your workplace.

The Three Questions (and their assumptions)
Do you have what Nobody wakes up hoping

you need? todoacrappyjob.
What What would make My job as a leader is to
wmﬂd A’:’:s{:i work better? reducefriction.
ME';‘ite‘f"r‘?’"‘ Going? Where are you going? Peoplewant to make
progress.
Do you have whatyou need? This s the resourcequestion. Can you ask itin

a way thatis suitable to your workplace?

Other ways to ask:
Y How else can youask?

How’'sitgoing?

You need anything?
Everything good?
You’re crushing it today!
How am | doing?

ooooog

What would make work better? This is the innovation question. Canyou ask it
: in a way thatis suitable to your workplace?

Other ways to ask:

N How else can youask?
4 Anythingin your way?
O What'syour best new idea?
U4 Canyou think of a better way?
U  Whatwould youchange?
4 Anything new?

ino? Thisis the progress question. Canyou ask it in

Where are you going?
Other ways to ask: a way thatis suitable to your workplace?

?
You learning anythingnew? How else can youask?

What's your next move?
Applying for a promotion?
What are you proud of?

Any new “highlight reel” work?

oooooU

©2016 \ ApproachablelLeadership.com\ 800-888-9115



ApprOaChable One on One Agenda
Leadership Name:

Today’s Date:

Period:

How are you doing?

Could be better Not good
How are you doing sincewe last talked?
Whatwent well?
Any challenges?
Your Needs How Can | Help?
What doyou need? What doyou need from me?
What would make work better? How can | make work better?
Where are you going? How can | helpyou get where you're going?

What do you want to work on over the next 30 days?
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