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Introduction 
 
It’s a funny thing about our modern world: Communication has never been easier, yet 
connection has never seemed more elusive. Business leaders know this better than 
anyone. You’ve got plenty of tools at your disposal to communicate with your 
employees—to talk at them and to get your point across. But how hard is it to sync your 
message with their needs—to actually engage them in their work as something 
collaborative, communal, and team-oriented? Now that’s a challenge! 
 
I wonder, though, if it’s not a challenge that’s worth tackling. In some ways it may be the 
most significant challenge that today’s business leaders face! If you can position yourself 
to lead your team not just through commands and dictations but through real 
engagement, there is no end to what you can accomplish. 
 
In this e-book, I’m going to provide ten lessons on doing exactly that. You’ll notice, as 
you read, that the lessons are split into two groups. The first five lessons are all about 
you—how to prepare yourself mentally and emotionally for the heavy lifting of 
engagement. I’ll start by showing how positive thinking is the basis for all good 
leadership; from there I’ll show how being a leader is not the same thing as being a 
boss, and how real leaders need to be both collaborative and willing to go above and 
beyond what their job description dictates. Finally, I’ll address a common problem that 
leaders face—that is, responding well to change. 
 
From there, we’ll move into five lessons about your workplace culture—how using your 
leadership to transform the culture is essential for achieving a team-focused 
environment. These lessons will include tips on fostering teamwork; on hiring well and 
on resolving workplace conflict; finally we’ll get into the real work of connecting, and 
end with a few comments about the virtues of maintaining startup culture. 
 
Read on, and learn about the nitty-gritty work of engaging your team! 
 
Best,  
 
Dr. Rick Goodman  
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I. Harnessing the Power of Positive Thinking 
 
It’s not a shock or a surprise: People who have a positive outlook, who affirm 
themselves every morning, who visualize success and believe they can attain it tend to 
be the people who do the best, both in life and in business. 
 
Positive thinking is about more than improving your attitude. It’s about enhancing your 
ability to achieve. It’s about expanding your capacity for success, however you may 
define the term. It’s about proactively removing negativity from your field of vision so 
that you can be singularly focused on getting results in your professional life. 
 
But how? How can positive thinking be not merely understood, but actually embraced? 
 
I have a number of incredibly pragmatic, real-world tips that you can implement starting 
today. They include: 
 

 Surround yourself with other people who think positively. If you spend all day 
hobnobbing with complainers, don’t be surprised when your own attitude takes 
a hit. Instead, try to find friends and family members who will offer you 
affirmation and enthusiasm. Allow yourself to bask in their positivity! 

 Express gratitude. We all have things in our life for which we should be thankful. 
Take time each day to articulate the things you’re most thankful for, and voice 
your gratitude to the people who deserve it. Saying thank you cannot help but 
transform your heart and mind. 

 Give. Rather than doubt your ability to make the lives of others better, be 
adamant about giving where you can—even if it’s just giving some advice. Giving 
is a great way to orient yourself toward a more positive way of thinking. 

 Visualize success. What does success look like for you? What will it feel like 
when you meet your goals? Take some time each day to think about what 
success looks like. Visualize yourself achieving it. Make success feel more real 
and attainable to you. 

 Be quiet. Spend a few minutes each morning just being quiet and alone—either 
meditating or simply doing some breathing exercises. Starting your day with a 
sense of calm can go a long way toward maintaining positivity through the rest 
of it. 

 
Harness the power of positive thinking today, and see how it transforms your mindset 
and your career—preparing you to be not just a boss, but a true leader. 
 
  

http://www.advantagecontinuingeducationseminars.com/onsite-programs/
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II. What’s the Difference Between a Boss and a Leader? 
 
The words leader and boss may have pretty similar dictionary definitions—but in the 
business worlds, their practical distinctions are crucial. 
 
Just think about their connotations. Most of us think of a boss as someone who makes 
demands, yells at us when we screw up, and ultimately has the power to fire us at will. A 
leader, meanwhile, is someone who inspires us, coaches us, rallies the team, and helps 
everybody move forward. 
 
So which are you? Consider some of the following: 
 

 Leaders actually lead. By contrast, a boss rules, governs, and dictates. A boss 
may sit in his/her office all day hammering out policies and telling everyone else 
what to do—but a leader is right there in the fray with the rest of the team, 
guiding everyone in the right direction. 

 Leaders listen. A boss is not known for their acceptance of feedback or his/her 
openness toward collaboration. By contrast, a leader wants to hear what their 
team members have to say and to engage them in the decision-making process. 

 Leaders empower. A boss might throw their employees into a project without 
much training or guidance—leaving them fearful and insecure. A great leader, 
meanwhile, does everything to prepare their team members, and to instill them 
with confidence in their own abilities and in the abilities of the team. 

 Bosses intimidate. Leaders know better than to use fear as a tool for managing 
their team members. 

 Bosses think of themselves as above the other employees. A leader, 
meanwhile, is open to constructive feedback from team members, and knows 
that there is always more he/she can learn—even from lower ranking 
employees! 

 Bosses yell at people. Leaders ensure that their feedback is constructive and 
action-oriented—and that it is offered in private, not in front of the whole team. 

 Bosses focus on hierarchies, i.e., “I’m above you and I tell you what to do.” 
Leaders focus on relationships, i.e., “How can we improve and move forward 
together?” 

 
The difference, as you can see, is all the difference. So again: Which are you—a boss or a 
leader? Keep reading to learn more about what distinguishes the real leaders of the 
working world! 
 
  

http://www.advantagecontinuingeducationseminars.com/onsite-programs/
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III. Real Leaders Go Beyond Their Job Description 

In the workplace, we tend to define ourselves according to job titles and descriptions. 
Your title establishes what you do, what you’re in charge of, what your responsibilities 
are—and also what’s outside of your purview. Your job title defines what you need to 
do and what’s frankly not your concern; it lets you know when you’re fulfilling your 
obligations and, perhaps, when you’re truly going the extra mile. 

But what if we didn’t have job titles? 

What if you arrived at work one day and there was no longer any hierarchy, no way in 
which the members of your team were categorized? Would it be disastrous? Would it 
mean that work would grind to a standstill—or would people step up to do whatever it 
took for the team to succeed, regardless of whether it was truly “their responsibility” or 
not? 

I’m not saying this is how things should be. Job titles and hierarchies serve useful 
functions in coordinating the office and facilitating delegation and project management. 
However, your response to this hypothetical scenario may be telling. It may speak 
volumes about your propensity for real leadership. 

Real leadership means understanding your job description, and the job descriptions of 
everyone on your team—but it also means not being bound by those descriptions. 
Leadership isn’t about doing only that which is part of your job description. It’s about 
doing anything and everything you can do to elevate your team members to a place 
where they can succeed, and about ensuring that everyone is working together toward 
meeting the team’s goals. 

Real leaders know that job descriptions can be helpful, but they don’t tell the full story 
of your team members and their unique talents. You may have someone whose job title 
technically involves sales and customer service—but what if that person also happens to 
be an extraordinarily gifted writer? Allowing that team member to write some company 
blog posts will be a boon to the entire team, and it will also help that team member to 
feel respected, affirmed, and appreciated. It’s a win for all parties, but to tap into that 
potential you have to know your team members beyond just their job titles. 

And by the way: You also need to know your own strengths and weaknesses beyond 
whatever your job description entails. Leaders are willing to earnestly assess and 
appraise themselves and to know where to be hands-on and where to delegate. This 
may mean coloring outside the lines of your official, formal job description—and if it 
does, then so be it. 

Leadership means understanding your team, its members, and its goals—including, but 
not limited to, the titles that people hold. 

http://www.advantagecontinuingeducationseminars.com/onsite-programs/
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IV. Real Leaders Collaborate 
 
As a business leader, what do you think is your greatest resource? It’s not anything 
monetary or physical; it’s not your business plan or your posh office space. Your most 
precious resource is your team—each member of it offering a unique perspective and 
skillset from which you can cultivate and refine your business. 
 
The question is, are you taking full advantage of this resource? Many leaders, frankly, do 
not. They sit in their offices and dictate their ideas, rather than rolling up their sleeves, 
pulling up a chair, and getting down to the important work of collaboration. 
 
But the thing is, collaborating with your team members is the only real way to tap into 
their great ideas, to nurture their creativity, and to push yourself to be smarter, more 
effective, and more innovative. 
 
In a word, collaboration is what real leaders do. It’s how you show you’re serious about 
building a stellar team and a successful business. 
 
But what does a really collaborative leader look like? Some thoughts: 
 

 Collaborative leaders believe that power comes from a team working together as 
one—not just from one central authority figure. 

 Collaborative leaders openly share information rather than hoarding it; 
information is a tool for the whole team to benefit from, not something to hold 
onto or to hoard. 

 Collaborative leaders are open to suggestions and give team members a voice 
for making their ideas known. They empower, rather than silence, and they 
recognize that anyone on the team can have great ideas—not just the leader or 
the business owner. 

 Collaborative leaders brainstorm solutions rather than dictating them. 

 Collaborative leaders are comfortable when roles and responsibilities evolve; 
they embrace fluidity rather than clinging to rigid structure. Collaborative leaders 
go beyond their job description! 

 Collaborative leaders are not stingy with the gift of their feedback. They 
endeavor to make feedback constructive. They are open to receiving feedback as 
well as dispensing it. 

 
Collaboration is the hallmark of an effective team—and it doesn’t come about by 
accident. It comes about only when the leader embraces, exemplifies, and encourages 
it—even in the face of workplace turmoil and change. 
 
  

http://www.advantagecontinuingeducationseminars.com/onsite-programs/
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V. How Do You Respond to Change? 
 
Change is one of the few certainties in the business world—or, just generally, in life. The 
question that successful people ask isn’t whether or not things will change. The million 
dollar question is: When change happens, how will I respond to it? 
 
You see, good leaders are able to weather change—to survive it. Great leaders thrive on 
change. They see every fork in the road or ebb in the tide as an opportunity to learn 
something, to develop their business, and to get better at what they do. 
 
How do you ensure that you’re responding to change constructively? Here are a few 
quick tips: 
 

 Never take it personally. Understand that change is the cost of doing business. 
Even if your star manager or your favorite sales leader abruptly quits, or a big 
client withdraws its business for no apparent reason, remember that it’s just 
business. There’s no use in allowing it to hurt your feelings. 

 Be candid about it. Pretending like change isn’t happening is a mistake, if only 
because your team members will think you’re being too insular or cutting them 
out of the loop. Be transparent about the change that’s going on at your 
company in order to prevent employee confusion. 

 Stay positive. Even with a really unwelcome change, there is often a silver 
lining—a chance for you to learn a new skill, bring in a great new employee, or 
watch as other team members rise to meet new challenges. Focus on these 
positives, rather than letting the negatives crush your morale. 

 Start planning. Instead of reacting to change—based on your emotions or your 
impulses—respond to it, thoughtfully and constructively. Formulate a plan to 
guide you and your team through the change, capitalizing on it however you can. 

 
As the old song says, “a change is gonna come”—to your business, to your team, to your 
industry, to your personal life. The question isn’t if or even when. The question is, how 
will you make the most of it, and show your true character as a leader? And even in the 
midst of change, can you preserve a workplace culture that truly encourages teamwork 
and unity? 
 
  

http://www.advantagecontinuingeducationseminars.com/onsite-programs/
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VI. Does Your Culture Encourage Teamwork? 
 
Great teams don’t happen by accident. There are several components that you need to 
have in place for a great team to emerge. You need to have a vision for everyone to rally 
behind. You need to have a leader who fosters and encourages teamwork and 
collaboration. And crucially, you need a work environment that is conducive to working 
together toward a shared goal. 
 
This last point is one that a lot of companies are starting to pay attention to, and to 
rethink conventions. Consider the “open office” phenomenon. Consider the number of 
companies that believe you have to have a big, fun campus like Google’s in order to 
have a truly coherent and effective team. 
 
Your office environment can certainly have an impact on team dynamics, but it’s not the 
most important thing. The more important thing is your company culture—something 
that’s reflected in how you lead, how you manage, how you arrange your office, how 
you communicate with your team, and more. 
 
The question is, how do you develop an organizational culture that sparks true 
teamwork and camaraderie? 
 

 The first thing to remember is that, as I’ve noted in a previous blog, great 
teamwork begins with, well, a great team. What I mean by that is that you lay 
the foundations for great teamwork simply by assembling a team of individuals 
who fit in with your company culture and values, and who bring diverse and 
complimentary skills to the table. 

 Communication is, as ever, the key. Quiet teams are usually not very productive 
or unified teams. That doesn’t mean you have to plan a corporate getaway or a 
team-building activity every day of the week, but do plan 10 or 15 minutes each 
day just to get everyone together to discuss the team’s goals and progress. 

 Implicit in the previous step is making sure your employees all know what the 
team goals are. Make sure there is a roadmap of where things are headed, and 
that you communicate how everyone fits in on that roadmap. 

 Set clear, measurable goals both for the team overall and for individuals. Make 
those goals challenging, but attainable—and make sure you offer recognition 
and affirmation when goals are met! 

 Try to avoid anything that stands in the way of effective, two-way dialogue. 
Everyone on the team should feel comfortable offering thoughts, opinions, and 
critiques. If there is fear about speaking up or speaking out, you have a problem 
you need to address! 

 Work to correct performance issues promptly and privately. A team member 
who clashes with others or doesn’t understand the team goals may just need a 
little extra counseling or communication. 

http://www.advantagecontinuingeducationseminars.com/onsite-programs/
http://www.advantagecontinuingeducationseminars.com/onsite-programs/
http://www.rickgoodman.com/team-building-begins-smart-hiring/
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 Finally, remember that teamwork begins with the leader of the company. Lead 
by example. Communicate openly, be accepting of feedback, cherish other 
voices and opinions, and solicit help when you need it! 

 
Building a great team is something that will require strategy—and real leadership—but 
it can yield remarkable results. Read on to learn more about the important work of 
assembling your team! 
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VII. How to Know if You’re Hiring the Wrong People 
 
Effective team building begins with smart hiring. It’s important for any business to have 
policies and standards in place, ensuring the right people are hired; and that if the 
wrong people are being hired, corrections are promptly made to the hiring process. 
 
Of course, even the best recruiters and hiring managers misfire from time to time, 
bringing in an employee who simply does not fit with the company culture. When it 
happens habitually, though—well, that’s a major warning sign. 
 
But how does your company know when it’s hiring the wrong people? What are some of 
the red flags to be aware of? 
 

 Your employees seem to know very little about the organization. If you have 
new hires who seem to know almost nothing about your company’s vision and 
values, it’s probably because of a faulty onboarding process—but it may also be 
because you’ve hired people who have done little or no research into the 
company, and thus have not made an educated decision about accepting a 
position in your organization. 

 Your employees have totally different values than yours. Are you hiring for fit, 
as well as for skills? You may have candidates who have the right resume 
qualifications but who don’t have the same conception of success. That may 
have a corrosive effect on your team dynamic and company culture. 

 You and your employees have different concepts of work/life balance. Do you 
expect your team members to work super-long days, or do you feel strongly that 
they need to punch out to recharge their batteries? If your opinion differs from 
that of your employees, it could be problematic. 

 Your employees are loners. There’s nothing wrong with hiring introverts, but if 
your employees simply refuse to be collaborative—well, that’s going to make it 
hard to build a strong team! 

 You feel like you have to sell your business too hard. You should seek 
employees who are enthusiastic to work with you, not ones who have to be 
convinced! 

 You ignore your gut feeling during the hiring process. You need to make sure 
your mind and your gut agree; your gut is trying to tell you something, and 
you’re foolish to ignore it! 

 
Bottom line: You want to hire the right people. You need to hire the right people. And 
that means knowing when you’re hiring the wrong ones! 
 
  

http://www.advantagecontinuingeducationseminars.com/onsite-programs/
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VIII. What Causes Conflict on Your Team? 
 
A productive team is a unified team—a team in which all the members are able to 
cooperate and collaborate, despite whatever personal differences or personality clashes 
they may have. And to be sure: There’s no such thing as a team that doesn’t experience 
a little tension every now and again. What matters is that this tension never boils over 
into full-fledged, productivity-halting conflict. 
 
As a leader, it’s your job to minimize conflict, and to deal with it quickly when it rears its 
head. How can that be done? The critical first step is simply noting some of the things 
that tend to make conflict erupt in the first place. 
 
So what causes conflict? The answer can vary a bit from one team to the next, just 
depending on the personalities represented and the nature of the work environment. 
With that said, there are a few things that tend to be big, conflict-causing culprits in 
many workplaces. 
 
Among them: 
 

 Miscommunication. Are you clearly conveying expectations to all of your team 
members—and allowing them the platform they need to communicate their 
feedback, their questions, and their suggestions for improvement? 

 Poorly defined roles. A good leader goes beyond the job description—but 
nevertheless, it’s helpful when your team members have a clear understanding 
of their place within the organization, and of the roles held by their peers. 

 A lack of goals. Are you all working toward the same end, or are there different 
goals in everyone’s mind? Without clear, singular goals, it’s difficult to work 
together in a unified manner. 

 A lack of feedback. Do you give your team members the gift of your feedback? 
Without some form of feedback, team members may feel unsure of their 
standing in the company. 

 A bad company culture. Does your company run on collaboration, or does your 
management style pit employees against one another? A little competition is 
alright, but a cutthroat environment does not lend itself well to teamwork. 

 Personality differences. All of your team members are unique individuals, which 
can lead to tension; as a leader, your job is to understand these personality types 
and to facilitate understanding. 

 
Remember: Conflict can disrupt an otherwise productive team; understanding its 
sources is the first step toward preventing it, and toward fostering real connection. 
  

http://www.advantagecontinuingeducationseminars.com/onsite-programs/
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IX. 4 Mistakes You’re Making as You Try to Connect with People 
 
You know how to communicate—but do you know how to connect? And you know how 
to speak—but are you sure you’re listening, and giving others a reason to listen to you? 
 
These might seem like rudimentary skills, but in our age of social media and 
smartphones, they’re practically endangered! We communicate all the time, and many 
of us mistake that for connecting. In truth, connecting with people requires a specific set 
of skills, skills you have to work on and nurture all the time. 
 
Learning how to connect with people requires that you first let go of all the small 
mistakes that are preventing you from making better connections. Four of the biggest 
mistakes people make as they try to connect with others include: 
 

 Trying to connect when you don’t have the time for it. If you’re in the middle of 
a thousand other things at work and you simply can’t give your full attention to 
another human, well, don’t. There is nothing wrong with asking to reconvene in 
five or ten minutes, once you’ve gotten your other affairs under control. This is 
far better than trying to connect when you simply don’t have the brain capacity 
for it! 

 Not actually listening. Listening to someone requires more than just hearing the 
words they speak. It means taking the time to stop and think about what they 
mean. What are their underlying emotions? What are the needs they’re bringing 
to the conversation? Key into facial expressions, tone of voice, and body 
language as well as word choice, and focus on understanding at a deeper level. 

 Ignoring your gut. In the minds of many business professionals, brains are 
everything; instincts are nothing. In reality, though, you should listen to your gut 
feelings, which may clue you into issues or complexities that your mind can’t yet 
wrap itself around. If something about a connection feels off to you, there’s 
probably something to that, and you may want to stop and reassess. 

 Not giving yourself some space. One way to connect better with people is to 
connect better with yourself—giving yourself a little bit of quiet “me” time each 
and every day. It may be as simple as a few moments of meditation and self-
affirmation at the start of each day, or maybe time during a workout—but make 
sure you don’t force yourself to connect with people all day, every day. 

 
Connecting with people is essential for, well, almost everything—for leadership, for 
sales, and for teambuilding, to name just three. These are skills worth working on, then, 
and will help you as you strive to maintain a robust and engaged company culture. 
 
  

http://www.advantagecontinuingeducationseminars.com/onsite-programs/
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X. Maintaining Startup Culture as Your Business Grows 
 
A lot of people really like the idea of a startup. They want to run a startup, work for a 
startup, or work with a startup. There is something almost mythic about the startup’s 
appeal, and most of that appeal comes down to culture: Startups have famously open-
minded, flexible, team-oriented, and highly creative cultures—all of which facilitate 
brilliant innovation and often rapid success. 
 
But what happens when that success starts pouring in, and your company begins to 
grow? Ironically, it can lead to a loss of that initial culture that made your company so 
special. It may start to feel like less of a startup and more of, well, a mid-sized business! 
 
There’s obviously nothing wrong with growth or with becoming a more established 
business, but you may want to know what you can do to hold on to that startup culture. 
A few tips: 
 

 Emphasize speed. Something that sets startups apart is that they really have to 
be nimble and quick on their feet, responding to customer requests as promptly 
as possible—or else the customer might back out, or go to a competitor. Try to 
maintain that mentality, and not to put too many processes and procedures in 
place that hinder your speed. Remember that great startups can deliver quickly, 
and that’s something worth preserving as you grow. 

 Encourage innovation. Make sure your employees never reach a point where 
they feel like creative, disruptive thinking is unwanted. All leaders should have 
open-door policies, and should actively court new ideas. Bring all team members 
into the collaboration process, and applaud those who think outside the box. 

 Know your team. Keep a relational feel to your company culture. Make sure you 
know all employee names. Hang with them at after-hours parties and events. 
And make sure you give all team members jobs that align with their skills and 
their passions! 

 Listen to your team. Keep you ear to the ground, so to speak, and cherish 
whatever feedback your employees have to offer you. Make sure there is a 
forum where employees feel safe providing their comments—an online 
discussion group, for instance. 

 Make your culture your brand. Above all, remember that your company culture 
will be evident through all of your interactions with clients and customers. Make 
sure you have a specific mission statement or a list of values, and that they are 
clearly articulated to all members of your team! 

 
Your company may be growing—but that doesn’t mean you have to lose the things that 
made it special in the first place. 
 
  

http://www.advantagecontinuingeducationseminars.com/onsite-programs/
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