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Extraordinary
results go beyond
what’s expected.

They’re achieved when leaders
and teams speak openly and
reduce the occasions on which
they get caught up in fixed ways
of operating.

This doesn’t happen frequently
enough though. Yet it’s key to
finding new answers to the most
pressing challenges.

Extraordinary results
confound what’s currently
thought possible.

High performing teams deliver
them because they operate
from a clear mindset most of
the time. They see how job
satisfaction, productivity and
growth are interconnected, so
view challenges through a
different lens to most.

You need only look to the
world of sport for examples.
Some managers achieve
results that make people sit
up and take notice with the
same group of players that,
under a previous manager,
struggled to perform well.
They help create a new
mindset in each individual and
throughout their team.

Mindsets determine the results you get

Too many business leaders and their teams don’t understand the link
between mindsets and results. They innocently get caught up in habits of
thinking and behaving (mindsets) that create ‘just one way of doing
things around here.” This inhibits their capacity to deliver ordinary results
- those that are expected — let alone extraordinary ones.

Busy mindsets hold teams back. Clearer ones help them adapt to
whatever challenges show up more easily. Teams intuitively know which
mindset they’re operating from because they feel it. The problem is they
rarely discuss it.

Better discussions lead to new answers

Discussing what’s usually not discussed is invaluable. With nothing left
off the table teams see more of what’s really happening on important
issues. Knowing performance is stagnant, heading uphill or downhill is
one thing, being clear on the underlying reasons why another.

Clarity emerges from conversations that get underneath behaviour into
the thinking and feelings that cause it. The search for clarity brings out
leaders’ innate, but often latent qualities. They become curious, listen
fully, empathise and get decisions made that people whole heartedly
commit to.

Better discussions, coupled with understanding mindsets, are key to
leaders discovering new answers of their own to the challenges that
stand in their way. They significantly increase the probability of achieving
results that most consider extraordinary: especially in a Tech Sector
experiencing fast-paced growth.
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1. Introduction

When you think about the word
‘results’ what comes to mind?

In our work with over a hundred senior teams we see a
range of responses to this question. Some leaders get
excited by the word, they relish achieving outcomes and
their results, however measured, confirm they’ve
delivered what they set out to do. Others are ambivalent,
they see the need to have something to aim for but also
know the future is inherently uncertain and unpredictable.
A third response is one of dread, the results they’re
expected to deliver hang over them like a sword of
Damocles and weigh heavy on their minds. They may not
say this publicly but it’s what they feel inside.

When we ask what gets in the way of

achieving results these answers are common: bad

luck, lack of funds or skills, wrong people, unforeseen
circumstances, poor communication, broken processes
and systems. They all point to external circumstances to
explain performance blockages.

Yet how leaders respond to (say) poor communication will
differ from one to the next. Some might turn the problem
around, others simply accept that’s the way things are.
What explains the difference is how each leader thinks and
reacts to poor communication: that’s what determines
whether or not it becomes a blockage.

Too often leaders innocently get caught up
in ways of thinking and behaving that
aren’t helpful to them.

For example they:

* Miss opportunities to take performance
from ordinary to extraordinary.

e Narrow their search to understand what

drives people’s behaviour.

e Limit themselves to a small number of
perspectives (maybe just one!) on how to
address the blocks that inevitably get in
the way on route to achieving results.

The intent behind this insight paperis to
help you avoid these potential pitfalls. It’s
also to tap into your own wisdom on
different ways to help teams perform
extraordinarily well.
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“How leaders think

about results matters.”
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" ways of thinking -
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Extraordinary results begin with a different focus.
They have three distinguishing characteristics:

They exceed expectations and confound what's currently
considered possible.
They produce outcomes employees feel proud of.

They reframe possibilities; creating new choices about
what comes next.




The results you consider to be extraordinary will depend on how you think about the context you’re leading in.
For example if you're in crisis mode, or downsizing, or consolidating following a merger, or expanding rapidly or
going through a transformation, extraordinary will have a different meaning in each scenario.

Similarly if you head up an established team looking to step up to the next level of performance, or one
struggling in difficult circumstances, you’re likely to think differently about what extraordinary means
compared to a newly forming team that has no history together.
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Productivity measures the value of the goods and services supplied by a firm over the amount of working time used to
produce them. According to The Productivity Leadership Group the rate of productivity growth since the

2008-9 crash is much slower in the UK compared to other members of the G7.

All sectors of the economy have shown the same trend. Yet the detailed evidence tells a more interesting story. Those
pushing the boundaries of what can be achieved have continued to improve in much the same way as they did before

the crash. It’s the wider number of businesses within each sector that are not making progress. The Group reports that:

It takes a UK worker five days to produce what a German worker makes in four.
The net effect is UK employees work longer hours for lower pay than their counterparts?.
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The HR Community’s response

The Learning and Organisation
Development (L&OD) parts of
the HR Community’s response to
the challenges of productivity
and job satisfaction is to develop
capacity to improve both.
Investment in L&OD designed to
produce capable leaders and
senior project or ‘transformation
leads’ is particularly important.
These groups have a major
influence on getting work done
with less resources and creating
a culture that either enhances or
diminishes levels of satisfaction.

‘Useful’ development that may not always be sufficient

Talk to individuals who have benefited from L&OD investment and the
majority invariably describe it as ‘useful’. But the evidence that it helps
them adapt to changing circumstances when the pressure’s on and
continually exceed expectations, is more circumspect. It suggests what’s
‘useful’ may not always be sufficient.

For example 70% of change projects fail to deliver to
expectations. 4 Negative employee attitudes and unproductive
management behaviour are given as the causes, not what’s usually cited
- inadequate resources, poor planning, bad ideas, and unpredictable
external events.

Additionally there are 4 main reasons why many leadership

development programmes fail 5:

The context is overlooked: too much development assumes
one size fits all, irrespective of the personalities and the
business imperatives facing leaders in their everyday life.

Reflection is decoupled from real work: rather than integrating
learning with real-life business challenges, they’re separated.

Results are not measured: lip service is paid to the ROI
from development investment.

Mindsets are underestimated: despite acquiring knowledge
and skills, leaders don’t change what they do unless their long-
established and often cherished mindsets change first.

There are
some lessons

10 learn from

the way
we’ve
traditionally
developed
leaders,
project
managers
and seifior: -
teams.




5. Challenges and Opportunities in the Technology Sector

The data suggest there are some ‘unique’ challenges

Technology is one of the fastest growing sectors and is pioneering new ways for people to work, network, socialise and learn to name
just a few.

Jobs in technology hubs around the UK have grown by roughly 33% in 4 years. ® Tech companies typically face 3 ‘unique challenges’
associated with fast-paced growth: 7

* Relentless pressure on timescales and the need for fast revenue growth to recover R&D and sales and marketing investment,
before the next wave of innovation potentially pulls the rug from under a company’s feet.

* Talented people move around frequently searching for the ‘coolest’ product, project or the biggest upside and career prospects.

* The consistent ambiguity that emerges when shared accountabilities create confusion, misalignment and competition.

The world of digital also disrupts existing business models, making tech companies both an opportunity and a threat to their
customers and competitors. The speed of change also means they face disruption and challenges to their own ways of working.

Our own experience of working in the Tech sector concurs with the authors of the HBR article referenced above. When we talk to
leaders few have sought coaching in how to deal with the fast-paced growth, disruption or those
challenges ‘unique’ to the Sector. There are two main reasons why:

* First, acknowledging them seems obvious and pointless: many conclude ‘That’s just the way it is in Tech.” \We once assumed these
were just normal business challenges that needed to be overcome too. But the more we’ve talked with leaders we see just how
critical they are to results and even the survival of the business.

* Second, the cult of the driven leader is prevalent in Tech. This suggests leaders are too smart or too focussed to be daunted by
challenges like these, however ‘unique’ they may be — a sort of ‘If you can’t take the heat, get out of the kitchen’ attitude.

The consequences of this reasoning is that important challenges either don’t get on the agenda or if they do are easily dismissed.

Let’s be clear — a driven leadership helps many tech companies grow. But upsides have countervailing downsides. Unless these get
heard, it’s often difficult to know whether an uphill, growth trajectory is on the verge of heading in the opposite direction.

It’s often
difficult to
know
whether an
uphill,

growth
trajectory is
on the verge
of heading in
the.opposite
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»
-




The good news on route to extraordinary results

The good news is there are upsides to talking about potential downsides. Recognising and
embracing undiscussed topics makes resolving them easier. A company’s growth and survival
needn’t be undermined.

Expectations of growth, however measured, are already built into what you can deliver. Imagine
exceeding them with engaged employees, who are more than satisfied by their experience of
going to work and so are naturally more productive. They increase your capability to offer clients
more than they normally expect. They believe in your way of doing things: their enthusiasm for it
is infectious and it makes growth much easier.

Possible? Or a pipedream?

How you answer this question depends on the mindset you’re in at the time you read it. But
consider this: growth, satisfaction and productivity-related challenges can seem like they’re
caused by circumstances outside people’s control. Yet when individuals and teams step back from
this, they see they’re caused by how they habitually think about the challenges before them, less
so the challenges themselves. In a clear mindset, rather than a busy one, what gets in the way
shows up differently. When leaders help people realise this for themselves, they hold the key to
delivering results most consider extraordinary.

Mindsets
determine

whether
extraordinary
results are
possible or a
pipedream.
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..when

people
aren’t clear,
it shows in
their mood
and
conversations.

Lack of clarity shows up in the discussions you have: they can become heated,
measured or overly polite. You’ve probably seen people’s reluctance to speak their
mind and leave the really important issues off the table. You may have also observed
how the quality of listening drops as egos dominate and people look to either protect
or advance their positions.

In these circumstances decisions get taken without knowing the full picture. Talented
teams can go round in circles and occasionally fall out with each other. Minds get even
busier over the arguments causing the fall out.

This unhelpful frame of mind is compounded when team members gather more
information to confirm the mindset they’re already working from. Their data bolsters
whatever case they’re making.

Rather than change their mindset they may also reach for ready-made answers
developed by others in the hope they’ll work. Clear, insightful discussions of their own,
that produce new answers to address their unique circumstances seems inaccessible
when under pressure and caught up in busy thinking.

12.



New answers from open conversations

.” When leaders are not in going-round-in-circles thinking and can see the wood for the trees, they’re

wise to the dangers of poor quality conversations. We say this because many wax lyrical when in a
safe space, such as a coaching session, where they have time to speak their truth in an open
let's-discuss-the-undiscussable conversation.

Great Good quality discussions like these, whether with themselves, a coach or colleagues, help leaders
. create clarity. Just how much of their thinking is busy becomes clear. They see why the mind needn't
conversations be set. And when it isn’t, how new answers, previously not considered, appear automatically.
hel p |eade rs Solutions evolve quickly too, they don’t have to take a long time as any good executive coach will tell
and their

you.
teams realise
m | ndS are n;t mindset they welcome different points of view rather than let them be a source of division. They feel
like a team again so instantly increase job satisfaction and productivity. They find new answers that
set. Th ey’re confound what’s considered possible, making extraordinary results much easier to deliver.

When teams regularly have conversations like these amongst themselves it makes an enormous
difference. No matter what challenge they’re facing, they see more of what’s really going on. In a clear

free to change
at any
moment.

Finding new answers that confound what’s considered possible, makes
extraordinary results much easier to deliver.
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8. Further Information
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About The Mindset Difference

We help leaders achieve results that exceed expectations.

Our tailor-made programmes are built around a specific, and often persistent business challenge that needs to be resolved.
They are for leaders and teams wanting to raise their game to the next level,
recover from a difficult period or set off on a sound footing soon after they’ve formed.

We help people understand how their often unnoticed mindsets work.
This helps them uncover new answers that remove what once felt like recurring blocks to higher levels of performance.
We make it easier to overcome obstacles that lessen commitment to new ways forward.
During implementation, we support leaders as they deepen learning and sustain breakthroughs.

There are many development approaches aimed at improving or refining leaders’ skills. Others offer ready-made solutions to your challenges.
Ours is different.
We help leaders and teams realise for themselves the difference their mindset makes as they work on getting whatever needs doing done well.
This has four important benefits:
- It ensures existing skills get deployed more effectively and, if needed, new ones acquired more easily.
- It helps leaders uncover new answers and reach their own solutions.

- It increases levels of engagement and commitment to agreed actions.
- It develops leaders and teams more quickly.

THE MINDSET

Better discussions. New answers. Extraordinary results

www.themindsetdifference.com 020 8892 4936




