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Stepping Stones for Success
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What we are not saying is that technical skills or knowledge are not important. They are. They are the entry
level requirement and get you a seat at the table. What we are saying is that relationships matter and you need
to care and focus as much attention on developing long term and effective working relationships as you do on
maintaining your functional expertise.

Given this, ask yourself the questions:
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The Foundation
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that successful relationships deliver better results. Therefore, it is part of your job, whatever your level within
your organization, to manage your relationships to deliver exceptional results.

This is a team sport, you are for your
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You are accountable for working relationships.
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Who Influences Your Success?

There are a number of individuals in the organization who can impact your success directly or indirectly, or
whose performance you rely on. These include your boss, peers, direct reports, customers, suppliers, etc.
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a simple concept.

If we hold that this foundation is true, then the following are important:

e Understand who you are dependent on for your success.

e Understand what they need from you to support their success, and in return, know what you need from
them to support your success.

e Actively manage your relationships on an ongoing basis.
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relationships. The Model compares and contrasts how tied together your success is (alignment) and how well

you work together (relationship quality). It is about understanding how to maximize your value to the
organization through your ability to build long term, effective, working relationships.

|

At the heart of the framework is a neutral zone. When we join a new team, company or meet someone for the
first time, we tend to start our relationships here, in this neutral zone. We aren't clear on how our goals are (or
are not) aligned and we certainly have little personal history with the other person to determine the relationship
quality.

At some point in time, something will happen which causes us to shift our attitude and behavior, and for our
relationship to grow to the positive end or the negative end of these scales.

Allys have your back and are invested in your success. And you are likely invested in theirs. These are the
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well as the good. This relationship occurs where you have alignment and strong relationship quality. They cover
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Supporters may have less direct impact on your success but they are your cheerleader ¢ while the times are
good. Chances are, when the going gets tough they will likely become more silent and unlikely to take personal
risk to help you.

Rivals are built when priorities are shared but relationship quality is low. Peers may be the more easily
identified as rivals, they are in competition with us, not just for the next promotion or pay rise, but for limited
company resources, budget, and time with your line managers. In this instance you are likely trying to show that
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you are better, stronger, or more qualified than your rival. There is a combative nature in the relationship and
when you are both spending energy trying to outsmart or outshine the other persons quality of work then the
likelihood of meeting the shared priority is likely lower.

Adversary relationships occur where we have no shared or maybe we have competing priorities and poor
relationship quality. At the extreme Adversaries may be out for your destruction and you are possibly out for
theirs. They can be overt ¢ you know who they are, or covert, where you know something isn't quite right but
are not able to identify where or who is causing the situation ¢ e.g. a rumor.

Symptoms that your relationship quality could be improved include:
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e You back down when someone with more position power gets angry

e You listen silently (or play along) when a colleague is being trashed behind their back

e You engage in finger-pointing or blaming when anotheNJ I NR dzLJ 2 NJ A Y RA @A Rdz f R2 S
expectations

e You come to a meeting ready to fight for your view to the death and so do they

Ultimately, in any relationship and interaction people are asking themselves 3 things

1. Canlcount onyou (to step up and volunteer)
2. Canldepend on you (to step up and follow through)
3. Canltrustyou

The first two are transactional in nature ¢ do what is asked, follow through on what you promise, and you will
earn these two, the first two will occur in rival or supporter relationships. However the 3™ is what will enable
you to create a true Ally Relationship. Without trust, you will not develop a full Ally relationship.
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GROUP DISCUSSION: Exploring the Model

As the facilitator asks each question, discuss your answers as a group and make notes below.

Adversary Supporter
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Characteristics of ALLY Relationships
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Will help you, even if it requires personal sacrifice

Will intervene when others speak about you behind your back

Will willingly and frequently offer feedback with the intention of making you better
Will address conflicts with you head on and immediately in a constructive manner
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Will tell you what they need from you, and will actively discuss how you are doing in
meeting those needs
Will celebrate your successes

Characteristics of SUPPORTER Relationships
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May withdraw from you when you are in trouble

May participate in negative conversations about you when you are not present

May encourage your success but is not vested in it

May not actively review and assess progress against shared priorities

Will respond to your enquiry about what you need from each other to be successful.

May not initiate that conversation

Will be encouraging and wish to be associated with you when things are going well
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your reputation

Characteristics of RIVAL Relationships
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May initiate and will participate in negative conversations about you when you are not present

May not necessarily actively sabotage you but will still take opportunities to cast doubt on

your competence

May allow conflicts to fester

Will withdraw from you when you are in trouble

Will offer feedback only when asked to do so, and may not be completely honest

2 Aff 32 GKNRdzZAK GKS Y22GA2ya 2F GKS AYyAGALf
review and assess progress

Characteristics of ADVERSARY Relationships
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May actively sabotage your success

May intentionally create issues that may cause you to fail

May experience hostile behavior and highly charged and aggressive interactions
Will collect lists of your mistakes and use them against you

Will initiate negative conversations about you when you are not present

Will openly criticize you to others
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A Will not participate in conversations or actions around needs and mutual success
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A New Mindset

It is a choice, both in terms of mindset and behavior that results in bringing out the best in you and others. The
first step in Cultivating Winning Relationships starts with us. In changing our mindset from one where we are
competing with others to one where we are completing them.

The underlying concept is that team success outweighs individual success C over the long term. Knowing when
each approach is appropriate and finding a way to be a completing team player differentiates an outstanding
organization / team / individual from one that is average or dysfunctional.

Competing Completing

Scarcity mind-set Abundance mind-set
Me first Organization first
Destroys trust Develops trust
Thinks win-lose Thinks win-win
Single thinking Shared thinking
My good idea Our great idea
Excluding others Including others

The desire to compete is within us all, we all like to win, the key is to channel it in a positive way that creates
camaraderie, honest feedback and assessment, bring out the best in people. Healthy competition does not

become PERSONAL and knowing when to draw the line and whentherS | NB OKI f £t Sy3SaxOoly &
step in and help you?

When someone behaves in a way that you perceive as competing or adversarial stop and ask yourself
G2Ke g2dzZ R I NIGAZ2YIlIf LISNA2YSX AGNAGAYy3a F2N

This simple but powerful lj dzZSa G A2y OFy OF dzaS @2dz (2 LIl dzasS f2y3 Sy2c
possibly inflaming the situation.
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Building and Maintaining Ally Relationships
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impact on the relationship. Especially in turbulent times, when stress levels are raised and the stakes are high.
Getting the foundations in place now ensures a greater chance of stability and long term commitment.

e State what you and they want/need from the relationship

e Articulate the rules of engagement

o C(Clear dirty laundry if needed

e GUKS LRoSNI 2F || O2FFSS¢

e Have you told them you are an ally?

e Saythank you

e Celebrate success

Addressing Adversary Relationships
Fpr many of us, thg [ules ofAenAgagement are impIiEit and unstatefj. However,we irpmediateI’y rec9gnize wherl )
UKSe KIS 0SSY WONR|ISYQ 0dzi o0& UKSY AU OFy oS 022 f
raise the problems now. So the relationship starts to be neglected, to slide into one of the other areas of our
model.
If there is dirty laundry have the courage toairit¢dza S G KS GF OGA0&a 6S RA&0OdzaaSR A
this becomes and adversary relationship. Addressing an Adversary Relationship requires that you:
e Talk from your heart
e 52y Qi o6flYS 2N I 00dzaS
e Listen
e Remember the benefits
o You will be less stressed
e You will have stronger relationships
e You will enjoy a better work environment
e 52y Q0 06S02YS Iy ! ROSNAEINE Ay NBGdzNY
L'YR FAYLEFff&Xaz2 YeSoimbvé Gnayou® 2 ¢epaft ditdelatiodéHip&)if you have done everything
you feel is possible, then sleep easy and let it go.
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Bringing It All Together: Cultivating Winning RelationshipsQ

How do you create Ally or Supporter Relationships? It starts with looking at how YOU need to change the
relationship ¢ not about changing THEM so that they fit what you need them to be.

You have to understand that your behavior impacts others. Every time you talk about someone, whether
positively or negatively, you are impacting their success and your own reputation. The importance of this
cannot be overstated.

Be clear that the intentis NOTto glossover Y@ G KAy 3 FyR SELISOG y2i G2 KI @S O
strong enough relationships thatthecoy’ ¥ A Ot OFy 06S KIyRf SR Ay | LINRRdzOGA
other when they fall and point out when potential landmines ahead. This may not be comfortable at times.

lffeQa 2F0SY GeledaOthe ridk 6 fakinglthy dBhér pers@ndeitnhporarily upset or angry.

l'YR GKA& Aad 6KSNB GKS KIFENR ¢2N] o0S3aAyaod LiQa yz2ia 2
can be heard and has the intent of building mutual success.

To truly cultivate winning relationships you need to consider the following questions:

How dependant are you on each other for your success?

How are you currently competing with each other?

How have you contributed to the current state of this relationship?
How does your attitude towards this relationship need to change?

B DD D

Do you speak about others as if they were present?
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How Can | Be a Better Ally? Stakeholder Summary Analysis:

1. Inthe first column, identify the coworkers / key groups that you are dependent on for your success.
Indicate your current assessment of the relationship. Where do you need this relationship to be?
Are you currently demonstrating a competing or completing mindset?

W

What are your possible next steps to move this relationship towards becoming an Ally?

Competing
List your Key Where They | Where They or

Relationships Are Now Need To Be Completing
Mindset?

HEEEETE
HEEEE T

© 2010 Skye Associates LLC 13



{188 1 4320AF 083 /dzA GAGIGAYT 2AYYAYI wSEFGA2YAKAL
Relationships matter. The corporate world is likely the biggest team sport you will ever play. However, few of us are

equipped with a mindset that values mutual success over individual success.

We lack the framework, language and skills necessary to evaluate the quality of our relationships and to take
deliberate action to address Adversarial Relationships and to cultivate Ally Relationships.

As a result, especially in turbulent times, where emotions are raised, opinions differ and the stakes are high, those

gK2 KI@S y20 aLlSyd GKS GAYS G2 /dAf GAGIGS 2AyyAy3a wSt
outstanding team performance is required

Attending Cultivating Winning Relatioy & KA LJAap @¢Aftf o0SYySTAG Fff SyLXfz2e8S8Sa A
The full one-day program provides participants with the framework, tools and skills necessary to have an immediate

AYLI OG 2y GKSANI 6dzaAAySaa NBQ AR/ 8 KAMLTYSA yNBS RidkCBA Y2 INHIl KT
business results.

[ AY1SRLY DNRdzLIY / dzf GAGFGAYy3a 2AYyy
By invitation only to those who have participated in a Cultivating Winning
Relationships event.

Membership provides ongoingneli 4 2 NJ Ay 3 2 LJLJ2 NJi dzy A
other organizations and Industries; Discussion Board

Ally Relationships ¢ The Key to Sustained Success for Your Service Business
Anthony O. Putnam
Burns Park Publishers, Ann Arbor, Ml (2005)

The 360° Leader

7360‘ John Maxwell
MX ADI MJ

Thomas Nelson Inc, Nashville TN (2005 )

The SPEED of Trust: The One Thing That Changes Everything
Stephen M.R. Covey, Stephen R. Covey, and Rebecca R. Merrill

Free Press; New York; New York (2008)

Never Eat Alone and other secrets to success, one relationship at a time

Keith Ferrazzi,

Random House, USA (2005)
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About Skye Associates

Skye Associates is a women-owned, international leadership development consulting firm fully committed to
helping you and your business achieve extraordinary business results.

Our experience has shown that Companies, Teams and Individuals do not fail because they weren't 'good'
companies, good teams or good individuals. They fail as a result of:

e alack of clarity about what needs to be achieved

e alack of alignment around how teams and individuals need to work together, and

e aninability to execute and deliver results
We have a true passion to see your leaders, your teams, and your company succeed. Our goal is to understand
the context in which you are operating, your industry; your business; and your stakeholders. By working with
you to understand your strategic business goals, we can develop and recommend action-oriented solutions that
provide your leaders and managers with the courage to lead and your employees the confidence to deliver
exceptional business results.

It is all about YOU.

Contact us to find out how you and your organization could benefit from a partnership with Skye Associates.

Tel: +1 303 725 1728

email: info@skyeassociates.net
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