A Young Leader’s struggle might just be your struggle…

In spite of the title, you don’t have to be young or in your first leadership position to gain something from this article. Many of our team leaders, supervisors and managers in the hospitality and tourism industry are young leaders. For the last three years I have noticed a compelling pattern as I have been providing leadership coaching for many in those positions who are identified as “high potentials.”  That pattern is around how these young leaders balance their need to focus on tasks that get the work done, and building the relationships among their work group that helps get things accomplished.

A seasoned 32-year veteran of the hotel business, who happens to be my husband, says it this way. “Hospitality and tourism are about the experience!” I’ve heard Bob Seidler say this a million times.  Bob operates the AAA 5 Diamond Wentworth Mansion in downtown Charleston and focuses much of his attention and energy in creating an environment where his staff members yearn to deliver consistently exceptional guest service. Bob has learned over the years through experience and training how to inspire staff for the benefit of both the guests and the business.

What Bob Seidler has figured out relates to the age-old question: how do we inspire employees to get the most out of them? While this question has been asked and answered in many different ways, I’d like to offer up a perspective and tool which is helpful for leaders to use to improve their leadership skills in creating that inspired environment. The tool is simple and straightforward and makes what may be intuitive for some, explicit for the rest of us. In particular, it can be helpful for young leaders who lack decades of experience.

Young leaders, as do most managers, fall into two categories. The first are concerned with the task at hand and often omit the people or relationship side of the equation. The second are so concerned about being liked by other staff, they often lack the ability to get the work done by managing others. This is a leadership dilemma. What many young leaders fail to realize is that in order to provide an inspired and productive work environment, they must learn to balance these two subtle, yet opposing forces, Task and Relationship. 

When coaching leaders, I use a Polarity Map™, developed by my colleague, Dr. Barry Johnson of Polarity Management Associates.  Polarity Mapping helps clarify and demonstrate how important it is for a leader to focus on both, Task and Relationship, in order to achieve the overall purpose of the business: delighting guests, satisfying customer needs. The lesson: leaders cannot succeed without attaining the positive results of both!

To illustrate, I’ve completed a sample Polarity Map™ with spaces filled in with my own answers that would normally be blank.  I invite you to add, delete or modify what is written with your own ideas and opinions depending upon your work situation.

Effective Leadership

Ineffective Leadership

Focus on Task

Focus on Relationship

· High productivity

· Staff have a sense of accomplishment

· Needs of guests/customers met

· Staff feel appreciated and important

· Staff feel competent and capable

· Atmosphere is upbeat and positive

· Staff feel unappreciated, unimportant

· Staff are intimidated and pressured

· Atmosphere is tense and negative

· Low productivity – little work is done

· Staff lack sense of accomplishment

· Guests/customers don’t get their needs met

[image: image1.jpg]We encourage you to edit your own map so the language and values work for you
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Once you’ve got the Positive Results identified on your Polarity Map™, you then develop specific Action Plans to gain and/or maintain Positive Results from both Task and Relationship. Remember you need both! 
Finally, identify your Early Warnings. Early Warnings alert you when you are slipping into one of the negative result quadrants. Early Warnings indicate that something more is needed from your earlier Action Plans in order to counterbalance the opposing quadrant. For example, if I start noticing that “I have to beg staff to do the work,” I may need to a greater focus on Task by developing an Action Plan item to be clearer about work expectations with staff. So, your Action Plans help you make course corrections when you feel yourself slipping into one of the negative result quadrants.

If you will learn to think about the application of leadership skills as a see-saw that requires on-going, constant care and attention to be effective, you will begin to appreciate the balancing act many seasoned leaders have used instinctively. Balancing polarities, rather than staying stuck on one side of the solution or the other, can help you negotiate the rough roads ahead.  
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