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Most believe that
about 70% of what
we learn comes
from training and
classroom sessions.
Then networking,
role modelling and
mentorship (about
20% of our
learning) comes
next and finally job
experience (10% of
what we learn).
However, based on
research, the
reverse is true. It is
on-the-job
experience that
develops business
acumen and longterm career growth.
The harder the role,
the tougher the
environment, the
more challenging
the assignments,
the more you learn
and grow. It pays to
get your hands
dirty. Read more on
bit.ly/kotortangan
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“

HE shouldn’t get so involved
in the details of the business,”
moaned a senior manager – one
of a dozen or so people in my
Results Leader Programme for
senior executives, “We should be left
alone to do the work we were hired to
do.”
“You’re right!” another director agreed.
“It’s very distracting when [the owner]
keeps giving us lists of what to focus
on. So often he’s involved in the tiniest
details, like the bins being out of place or
the fact that the planters were moved.”
The conversation was taking a nosedive into blaming the owner for lack of
performance.

should you be a
Hands-on leader?
This approach could serve an organisation
better than semi-annual reviews

A different perspective

Another senior director of the company had a different view, “Guys, you’re
right, we should be upset, but not
because he’s getting involved in the
details. We should be upset that what
he’s finding, we should have found and
corrected [ourselves].”
He made a good point. Every time
I hear complaints of a leader getting
involved in the details and discovering
less-than-desired performance, I can’t
help but think, “But you’ve invited him in
by your lacking performance.”
If an employee isn’t doing what
he should and the leader doesn’t get
involved, then the lack of performance
will persist.
When people don’t perform, they give
up their right to autonomy.

Micro-monitoring, a
leader’s tactical tool

Sadly, this is why leaders need to
micro-monitor. Micro-monitoring isn’t a
desire to interfere; it’s a tactic to make
sure people are delivering. It’s a proven
way to prod your employees to deliver
according to the plan.
Obviously, you can’t know everything
that’s going on inside your business,
but you must make sure everyone else
is obsessed with the details. It is your
responsibility to walk the shop floor so
you can help people succeed.
Wal-Mart founder, Sam Walton,
famously described his management
style as “management by walking and
flying around.”
Others at Wal-Mart described it as
“management by looking over your
shoulder”. I’m sure they didn’t mean this
as a compliment, but it begs the question, would Wal-Mart have become a success without it? The answer is no!
Wal-Mart enjoys a 20-year average
return on equity of 33%, average sales

growth of 35%, and incredible sales per
square foot – 50% better than the industry norm.
According to Walton, “You’ve got to
give folks responsibility, you’ve got to
trust them, and then you’ve got to check
up on them.”

Reactive vs Proactive
Leadership

When leaders have the mindset of
making sure their teams succeed, then
monitoring moves from inspection,
which invokes resistance, to proactively
ensuring success.
Any boss can set annual key performance indicators and then try to rely on
twice-per-year performance reviews as a
means to deliver them, but this is simply
insufficient when it comes to monitoring
for future success. Reactive, after-the-fact

performance reviews are the antithesis of
hands-on, proactive leadership.
Effective monitoring happens in real
time. It is more, much more, than a
formal twice-a-year or once-a-quarter
process.

The Case of Majid

Majid Al Futtaim, owner and operator of more than a dozen malls, including the Mall of the Emirates, walks his
malls every single week. Surely, the
owner of a multi-billion-dollar business could justifiably kick his feet up on
his desk and admire the view from his
penthouse office.
But, Majid is hungry to see the
“shopping bag” test first-hand: How
many bags are people carrying in their
hands? Are they full? More this week
than last week? What types of goods

are people buying? This simple manual
test is an economic indicator for how
well the stores are turning over their
inventory.
Some would argue that walking the
malls every week is really just too much
for an owner, but this is how he keeps
his finger on the pulse of his business. This way, he is able notice things
that are out of place and redirect his
employees’ focus.

Get Your Hands Dirty!

Get out of your office, watch what’s
happening in your business. Your employees need you to be hands-on so you can
keep them and the business focus.
It’s your responsibility to make sure
everyone is actually doing what’s expected. When you know what they’re doing,
you can help them succeed.
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