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Ron Strieker, Ph.D., Executive Coach, has a Ph.D. in Educational
Psychology from Southern Illinois University. He has served on the faculty
of the University of Missouri and facilitated executive development
seminars at the Cornell School of Industrial Relations. Dr. Strieker is
presently on the advisory board for the Executive MBA program at
Kennesaw State University. His career experience also includes serving as
the chief human resource officer for United Health Services, Inc., a fully
integrated, multi-facility healthcare delivery system employing over 3,000
FTEs. Over the last twenty years, Dr. Strieker has been active in both the
private and public sectors improving organizational infrastructures by
means of executive coaching, human resources management, facilitation,
goal attainment, and management development. Specifically, his
experiences range from working with JCAHO designing and implementing
instructional seminars in the areas of leadership, coaching, team building,
and staff selection to developing executive leadership talent through
effective coaching interventions for Citigroup, the largest financial
services company in the United States. Dr. Strieker has trained over 120
executives in coaching interventions, management of conflict, and
problem resolution.
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The Covid-19 pandemic has had a significant effect on how business is

conducted today including the development and retention of talent. In many

ways, it has caused a paradigm shift.” Because of the dramatic effects of the
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pandemic, workers remained at home and reframed their view of work and
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their place in it. They liked spending more time with family and the familiar

N

77
47,

4,

surroundings of home without the pressure of morning traffic and the often-

cold surroundings of the workplace. Working from home (WFH) had become

the norm.2

The results of the Great Resignation and the new WFH pattern had leaders
scrambling for retaining their current staff as well as finding individuals to fill
gaps in management and skilled positions.? Yes, things are improving;
however, as the global recruiting firm Korn Ferry states, finding and retaining
key talent remains troublesome.* According to the global management
consulting firm McKinsey, people want a sense of purpose and meaning in
their work.> As a result, today’s business leaders in every industry find
themselves in a sobering state of affairs due to a talent and leadership gap.
The complex tasks related to managing staff remotely, especially in a global
enterprise, are creating significant demands and in some cases a real crisis

for businesses that have not prepared for these changes.

So, what are responsible leaders to do? In a comprehensive review by Harvard
Business Review topics from managing the overall business, managing
remote teams, and leading through the crisis are addressed.® Each is of
particular importance and needs focused leadership attention. One critical
area of particular importance that remains is decision-making. Given the
challenges post Covid-19, the new paradigm shift, and the great resignation,
making sound decisions remains foundational to navigating through these
new waters and the maintenance of a healthy organizational culture,

engaged staff, and bottom-line profitability are critical.




The professional literature on
the importance of decision
styles and executive
leadership is well
documented.” The Decision
Styles assessment has been
thoroughly reviewed and
validated as an effective tool
for understanding decision
style and leadership
capabilities.® In today's world
post-Covid-19, decision-
making remains a key area for
leadership focus and
development.



~our Key Elements of
Decision-Making




Four Key Elements

So, what are the elements of sound decision-making? There are four
key elements of effective decision making and depending upon the
situation, all are key and essential.

Decisive

Leaders utilize this decision style when the situation requires a
direct, efficient, fast, and firm decision. This style is very action-
focused, task-oriented, and not relationship-oriented. There is
little dialogue at this stage and actions are made quickly with
focus.

Flexible

Leaders utilize this style when speed and adaptability are
required. They make decisions quickly and change course just as
quickly to keep abreast of immediate, shifting situations.
Listening is a key skill when using this style as the leader is highly
consultative and responsive to the situation. This style is very
focused on the relationship.

Hierarchic

Leaders using this style are highly analytical and strategically
focused on the immediate task. They are experts in their fields
and expect their decisions, once taken, to be final and to stand
the test of time. They utilize complexity in making the final
decision and are often highly intellectual. This is a task-focused
style.

Integrative

Leaders using this style are open, participative, collaborative,
and patient with others. They are very team-oriented and look
for alternate viewpoints. They appreciate idea exchange and
encourage involvement from the team when solving complex
problems.



Case Study




Case Study

The Senior Vice President of Sales of a medium-sized, global company
was feeling out of touch with her regional directors due to the
pandemic. She was particularly concerned about how they were making
decisions during this global crisis. So, she decided to do a deeper dive
into their overall leadership capabilities and decision styles. Her team
was located in Asia, South America, Europe, and the U.S. Her office was
located in the U.S. Working collaboratively with the executive coach,
we designed a developmental review process utilizing the assessment
StyleView to determine each sales leader’s decision style and then
created a development plan for each that would enhance their
strengths and develop their gaps for leadership and decision making.

The review process was conducted over a three-month period.

These findings provided the Senior Vice President with valuable
information regarding the decision and leadership styles of each key
member of her team and created a dialogue for future development.
She now had a better understanding of her team’s strengths and
needs, which had a dramatic effect on her capacity to remotely assist
each member in their regions.




The Senior Vice President in our
case study realized that her sales
team was operating in a highly
competitive environment with a
wide array of challenges affecting
sales such as operations,
customer preference, and R&D in
a global landscape that required
levels of analyzing problems from
multiple perspectives. She
needed to understand the
strengths of her team and their
capacity to be flexible and open
to change and the challenges
they faced. She also needed to
know their capacity to act with
autonomy and independence
given the challenges of the
pandemic. Given the challenges
of Covid-19, getting together on a
regular basis was no longer an
option. Understanding what
“made them tick” as decision-
makers and leaders was key in
maintaining high levels of sales
and business momentum during
this crisis.

An organization does not need to
operate globally or be functioning
within the difficulties presented
by a pandemic to require its
leaders to be agile, continuous

learners. The need for agility depends
on the level of complexity that each
leader must face each day.
Understanding and organizational
complexity demand that leaders must
be open to the challenges and
opportunities of the day, listen to those
around them, learn from new input, and
respond with a fresh perspective.
Leaders who understand this adjust
their decision style to the situation that
is required at that moment. In some
cases, they need to make a quick
decision while in others, a collaborative
team approach is needed. This ability
to adjust builds strong teams and
cultures. Staff is attracted to leaders
who can adjust their styles and
engagement goes up. Consequently,
these leaders can surround themselves
with curious minds who examine
problems from multiple perspectives
before making final decisions. In 2001,
Jim Collins stated that effective Level 5
leaders demonstrated high levels of
humility and an awareness of their
environment that is not based on their
egos but on the greater good inside
and outside the organizations they
serve. These Level 5 leaders obviously
had high levels of learning agility.”
Leaders who utilize all decision styles
are acting in a Level 5 fashion.

Developing and retaining key talent requires a leader who learns. All
learning leaders have a clear understandin% of themselves and what

makes them tick, and they displa
and openly with others each day. |
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awareness authentically
hey know something, they say it.

If they don't, they ask questions until they do. Learning leaders
understand themselves; they make sound decisions and understand
the importance of culture. When you have a leader who is a learner in
your group or, more importantly, one who is responsible for leading
the entire organization, you have someone who is in tune with what is
important to the team, whether it is in skill-building, values,
engagement, or growth. This leader knows when to make decisions
quickly or when thought and collaboration are needed. They know
because they are in the learning mode every day, mindful of the
situation, and build the culture accordingly.



This initiative demands that the
leaders spend the time and energy
to explore and reflect on the
experiences that have brought them

both successes and failures, and
then they must develop an honest
understanding of who they are as
individuals and leaders of others.




They need to look in the mirror and admit what they see. As the case study
indicates, this leader understood the importance of understanding the decision
styles of her team, without the benefit of day-to-day contact, which provided her
with contextual clarity in each region of responsibility. It was the understanding of
what made each of her team members tick that provided her with reassurance and
confidence that the right decisions were being made in the changing world of
competitive sales. It is this discovery process that all leaders should engage in on a
regular basis personally and with their teams. Learning leaders understand the
importance of the assessment process. They undergo a type of mini-review through
feedback each day and through reflection gained from the experience. They know

through humility that opening the door to learning is their best shot at success.

@ Much of this process is self-directed and driven by

the internal motivation of the leader.

Learning can be a messy business with many ups and downs, obstacles, and
vulnerabilities along the way, which is often the reason leaders do not venture into
the assessment realm. Self-introspection requires humility and an internal drive to
learn from feedback and experience, and it can be painful. Some leaders prefer not
to know the unfavorable information, and, consequently, they rely on shields,
barriers, and defense mechanisms to avoid the adverse reports. The learning
initiative has no pathway to run with such leaders. This type of leadership can be
devastating to the culture and those in it. In many ways, the pandemic resulted in
leaders losing touch with their teams and the business suffered. The Senior Vice
President understood this fundamental point and again looked to break through this
challenge by bringing a level of clarity to how her team made decisions day-to-day

and kept the team and business momentum going in the right direction.
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Summary

The pandemic has taught a great deal about leadership and how
to maintain team engagement and productivity during a time of
crisis. As has been shown by the case study, when working in a
virtual world, it is important to have a clear understanding of
what makes each team member tick and their style of making
decisions each day. When leaders feel they are out of touch with
their team, anything can happen. When anything can happen,
often negativity reigns, and the team and the business suffer. The
Senior Vice President of Sales understood this and acted. She
had a number of potential choices to make and chose to focus on
decision-making, a wise choice given the implications and
consequences of how decisions affect the business each day.

She engaged with an outside expert to determine the decision-
making styles of each team member with development plans and
the payoff was very positive for her and the team members. The
outcome of this engagement was a better understanding of
decisions being made in each region (context) and a higher level
of dialogue engagement with the team. This all being done
during the pandemic crisis is particularly noteworthy. Her
decision to act and not allow the crisis to be in control said a
great deal about her leadership, however, it also set sales on a
path that also strengthened the sales culture. So, when the next
crisis occurs the leader and team were ready to respond
appropriately. A mindset of learning and not defensiveness was
established that had long-term effects. That is good leadership.



In summary, the cost of not
acting is high and can reach
into the millions,
depending on the
organization.'0 In addition
to the financial burden, the
consequences of a "wait
and see approach” can
elevate the costs even
higher as it affects the team
morale, operations, and
future strategy. Therefore,
thoughtful leadership
together with development
is essential to the overall
success of the organization.
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