
January/February 2008

Credibility: A Critical Foundation of Leadership 

Seldom does time pass more slowly than when insomnia hits. And the 
next day at work can go just as slowly—and just as poorly—in your 
sleep-deprived state! Following are suggestions that might help you 
get to sleep and stay asleep. 

1. Structure your sleep. Try to go to bed and arise at the 
same times every day. 

2. Create a soothing bedtime routine. Watching the 
news or reading your e-mail are not good sleep inducers.

3. Create a suitable environment. Keep your bedroom 
quiet, dark and cool, and your feet warm. 

4. Exercise during the day. Exercise too close to bedtime 
might be too stimulating.

5. Avoid caffeine within at least three to six hours 

of bedtime. Nicotine, sugary snacks and alcohol can also 
cause wakefulness. 

6. Try deep breathing. Inhale for four slow counts, hold 
for four, exhale for four.

7. Release worries. Try writing your concerns down, along 
with possible solutions. 
8. Organize what you need for the next day. Being 
well prepared will likely allow you to sleep better. 

9. Don’t work, eat or watch TV in bed. Keep your 
sleeping place for sleep.

10. Cover your clock.  It’s not good to see the time if you 
wake up in the night. Figuring how much sleep you’re missing 
intensifies the stress.  l

“If you don’t believe in the messenger, you won’t believe 
the message.” —Jim Kouzes, co-author of Credibility: 
How Leaders Gain and Lose It, Why People Demand It 

W  hen people trust and believe in you as a leader, 
they’ll follow you far and without much question. 

But without credibility, that critical foundation of leader-
ship, you face an uphill battle, because you’ll have the 
extra strain of trying to pull people along with you. And 
whether you’re the one pulling or the one being pulled, 
pretty soon you’re both weary and ready to give up.
	 Credibility stands on several legs: expertise, trust-
worthiness and integrity.

Expertise is an objective judgment, determined by 
such things as your credentials, your rank in the com-
pany and your prior accomplishments. 

Trustworthiness is a subjective judgment, formed 
over time from a person’s experience interacting with 
you. Do you do what you say you’re going to do? Do 
you know what you say you know? How does it feel to 
work for you? 

Integrity is another subjective judgment, formed 
over time from a person’s observations of you. Do 
you walk your talk, or do you say one thing and do 
another? Are you honest? Do you admit and take 
responsibility for your mistakes?
	 You may think you have a pretty good sense of your 
credibility among your team members, but what are 
they really thinking? 
	 One of the best ways to truly know how people are 

experiencing, observing and judging you as a leader 
is to conduct a 360° assessment. Named for the 360 
degrees of a circle, this type of assessment measures 
your performance from the perspective of everyone 
you work with, including your direct reports.
	 It takes courage to enter into this process. You may not 
like everything you hear, and it may highlight some things 
that need changing. And that’s exactly why bringing 
credibility issues to the surface is such a crucial matter.
	 On the other hand, you may be doing most every-
thing right, but your credibility in the eyes of your team 
members is still not where it needs to be. The most likely 
cause is that they don’t see what you’re doing.
	 In this case, it’s time to become more visible in the 
organization. Turn your office into a fishbowl and 
reveal what’s been going on behind closed doors. 
Then, get more involved and aware of what everyone 
else is working on. Practice “management by walking 
around,” the successful Hewlett-Packard strategy that 
Tom Peters and Bob Waterman popularized in their 
book, In Search of Excellence: Lessons from America’s 
Best-Run Companies.
	 A 360° assessment will reveal how credible you are 
in the eyes of your team. Then you’ll have the opportu-
nity to improve that rating. It’s not enough to have the 
expertise and credentials. Your team members need 
to observe and experience your trustworthiness and 
integrity for themselves. So open up the office door 
more often, and get out and interact with people more. 
Show them you’re someone they can believe in. l

Ways to Get a Good Night’s Sleep• Career Coaching
• Executive Coaching
• Outplacement Coaching
• Testing & Assessment
• Career Development
• Talent Development
• Training & Workshops
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Self-Quiz  

Relevant Reading

True   False

How’s Your Integrity?

“Follow effective action with quiet reflection. From the quiet reflection 
will come even more effective action.”                       —Peter Drucker, author

For some, integrity simply means telling the truth, but it goes deeper than that. 
Integrity has more to do with living the truth than merely telling it. Since integrity 
is intimately linked with each of our own unique set of core values, we alone 
are the best judges to determine how well we are adhering to our internal 
moral code. Take the Self-Quiz below to see how well you do.

Our integrity is most often tested when our ego senses that 
something is at stake for us: a pay raise, a promotion, a new client, 
dating, pride, etc.  If you answered yes to 6 or fewer of these 
questions, it may be time to ask yourself what you are afraid of 
losing. Please don’t hesitate to call if you’d like to get some clarity 
on how integrity, or lack thereof, affects your work and home life. l

True Agent Nation, by Daniel Pink

The Engine of America: The Keys to Small Business Suc-
cess from Entrepreneurs Who Have Made It, by Hector 
V. Barreto

It’s Only Too Late If You Don’t Start Now: How to Create 
Your Second Life at Any Age, by Barbara Sher

Focus on the Good Stuff: The Power of Appreciation, by 
Mike Robbins

Tales of People Who Get It, by Avil Beckford

Work Like You’re Showing Off: The Joy, Jazz and Kick 
of Being Better Tomorrow Than You Were Today, by Joe 
Calloway

1. I take responsibility for my actions even when I 
expect the results may be personally unpleasant or 
uncomfortable. 

2. I don’t make excuses for my actions. When I have 
made a mistake, I face up to it with confidence. 

3. I make it a point to tell the truth, even when it 
would be just as easy to say nothing.

4. I speak my mind even when I know I may not be 
accepted, understood or well-liked.

5. I am straightforward and respectful in my 
communication with people and never resort to being 
passive-aggressive.

6. When I realize I have acted out of integrity, I do 
not rationalize my behavior and move on. I own up 
to my actions not only internally, but also with the 

people I may have affected, despite any potentially 
negative consequences that may affect me.

7. I deal with unpleasant situations up front and have 
no unresolved issues (bills, taxes, relationships, etc.) 
that are at loose ends and without closure.

8. When I compromise in life, I never feel like I go 
too far and sell out my values.

9. I don’t lose sleep over, become obsessed with, or 
avoid issues altogether; I face them head on.

10. When I try to sell someone something (an idea, 
a service, my choice of movie), I do not avoid eye 
contact, blush, stammer or hesitate. 

11. When I notice other people’s errors, I don’t feel 
the need to quickly point them out.

12. I don’t feel separate, alone or isolated from 
others.

What support do you need to get to the next level, 
whatever that is for you?
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The following questions 
are designed to broaden 
perspectives, to open 
vistas, to widen the lens. 
There is no one right way 
to approach them. You 
can journal about them, 
talk to friends, create art, 
ponder them while driv-
ing or working out, dance 
them—whatever helps you 
explore “outside the box.”  

Listening Practices: Tips & Traps

Have you ever noticed how GOOD it feels to 
be really listened to? It’s impactful, par-

ticularly when the listening goes beyond just the 
words you’re speaking. That kind of artful listening 
conveys respect and value to the speaker, and 
promotes positive relationships of all kinds. 
     And, like any art, it takes practice. 
     According to widely referenced statistics by 
Dr. Albert Mehrabian, known for his pioneering 
work in nonverbal communication, only 7% of 
communication happens through a person’s actual 
words (38% through tone and 55% through body 
language). That’s why it’s important to hone our 
skills to listen at deeper levels.
     A good place to start is by understanding the 
three listening levels described in the book Co-Ac-
tive Coaching, by Laura Whitworth, Henry Kimsey-
House and Phil Sandahl. 

Listening Levels
Level 1—Internal: We hear the other person’s 
words, but our focus is on what it means to us—our 
thoughts, feelings, judgments 
and conclusions. We may also 
be concerned with what the 
other person thinks of us. This 
level is useful for checking in 
with our feelings or to make 
decisions. 

Level 2—Laser-Focused: 
Our attention is focused like a 
laser beam on the other person, 
with little awareness of anything 
else. With such strong focus, we 
are curious, open and have little time to pay atten-
tion to our own feelings or worry about how we 
are being received. Mind chatter disappears with 
such a sharp focus.

Level 3—Global: Our attention is spread out 
like an antenna with a 360-degree range. It allows 
us to pick up emotions, energy, body language 
and the environment itself. Intuition heightens as 
we tune into the deeper layers of what is going on 
around us.

     All three levels are necessary. However, when 
we spend too much time in self-focused Level 1 
listening, our communication can seriously suf-
fer. Engaging all three levels at once, with more 
emphasis on Levels 2 and 3, can improve how we 
listen—and the impact of how we are received.

Listening Blocks
Having spent more than 20 years training business 
people in listening skills, Richard Anstruther and his 

team of communication experts at HighGain, 
Inc., have identified five main listening blocks:

• Tune Out—Listeners are not paying at-
tention to the speaker due to disinterest in the 
speaker or subject, thinking about other things 
or multi-tasking.
• Detach—Listeners are emotionally de-
tached from the speaker, concerned with con-
tent only, not the feelings behind it. They may 
be only half listening, not really interacting, 
and miss the message’s underlying meaning.

• Rehearse—Listeners are concentrating on 
what to say or do next, rather than focusing 
on the speaker’s message.

• Judge—Listeners have a different opinion 
that causes them to block out new ideas and 
information or lose track of the conversation. 
They analyze and interpret the speaker’s 
delivery or message, missing the point. They 
criticize, give advice and make assumptions.

 • Control—Listeners 
don’t allow the speaker 
to talk at his or her own 
pace. They constantly 
interrupt with comments 
or questions, and don’t 
allow the speaker to finish 
a point.

Try This!
Below are a few sug-
gestions for honing your 
listening skills. Enjoy them! 

1. Experiment with Levels 1, 2 and 3 listening, 
one at a time, to fully understand the dynamics 
at each level. Try this in everyday conversation, 
or practice with someone. Take turns telling a 
story and listening. The results may surprise you!

2. Spend some time noticing how often you 
fall into tuning out, detaching, rehearsing, 
judging or controlling. What can you do to 
keep from falling into these common traps?

3. In your everyday conversations, or in an 
intentional practice session with a partner, 
explore each listening block, one at a time. 
Notice how you feel and the impact on the 
person with whom you are communicating. 

     The first step to developing artful listening 
is to choose to truly listen. As you continue 
to develop your listening skills, your commu-
nications and your relationships are likely to 
become increasingly satisfying and rich!  l 

1. What is it to be visible 
or transparent in my 
leadership?

2. What does lack of 
credibility cost me?

3. What’s my stake as a 
leader?

4. What’s my relationship 
with sleep?

5. What do I gain by truly 
listening?

6. Who or what suffers 
when I don’t listen?

7. How does saying noth-
ing fit into my moral code?

8. What’s the relationship 
between integrity and 
rationalization?

9. Where am I compro-
mising my integrity?

10. In what contexts 
am I less likely to be in 
integrity?

11. How is my commu-
nication style serving or 
hampering me?

12. What’s the impact of 
my communications?

13. How can I be respon-
sible for how my commu-
nications are landing?

14. What’s the relation-
ship between communica-
tion and success?
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Set Yourself Up for Success: Speak Clearly

“Success is a lousy teacher. It seduces smart people into thinking they can’t lose.”
—Bill Gates, American businessman

When communication is muddy, everything suffers. Poor 
communication costs time when you have to go over 

things again. It costs money when you have to re-do tasks. 
And it costs credibility when mistakes are made. 
     Poor communication also puts trust, rapport and effective-
ness at risk in your working relationships.
     We all want to be quickly and easily understood, yet many 
times we set ourselves up for failure by not taking responsibility 
for our own role in the communication process.
     Keep reading to see if these communication barriers are costing 
you time, money, credibility and relationships.

5 Barriers to Speaking Clearly
Blurting—The practice of pausing before you speak can be an in-
credible tool for clarity. Take the time to be sure YOU are clear about 
the message you want to deliver and the intention of that message. 
And if you’re feeling emotionally charged about what you’re going to 
say, take a deep breath or two before you continue. Always consider 
the possible consequences of your words.

Dropping the ball—We’re not just responsible for what we 
say, we’re responsible for what other people hear. We would like 
people to respond to our intentions and to the meaning behind our 
words. But in reality, everything we say gets filtered through the 
other person’s unique lens in that particular moment.

Having hallway meetings—Avoid spontaneous meet-
ings when you pass someone in the hallway. Neither of you 
is prepared to have a focused conversation. To enhance the 
clarity of your communication, meet in quiet, well-lit spaces 
with no distractions. Even a spur-of-the-moment meeting can 
wait until you’ve stepped into a meeting room or office. 

Assuming others have understood your message—
It can be difficult for people to admit they don’t know or 

understand something. They may choose to nod and smile instead. 
Don’t take the chance—spell things out instead of using jargon or 
acronyms, and verify that people have understood your message. 
     “John, I really want to make sure I’ve gotten my message across. 
Would you please tell me what you heard me say, in your own words?”

Relying only on spoken words—Support your conversations 
with written notes. You can prepare for a conversation with a simple 
outline, a formal agenda or both. During the conversation, you can 
support your verbal messages with the written points. And after, you 
can follow-up with written notes or minutes. Make sure to include 
any action steps or commitments, and verify that the other person 
agrees with your summary of the conversation.
     When you actively manage your role in the communication 
process, and aim to avoid these common communication barriers, 
you will increase your effectiveness and the quality of your working 
relationships. That’s the power of speaking clearly. l

John E. Long, gcdf,cpcc
Career Coach
Two Roads Resources, Inc.
922 Eden Avenue SE
Atlanta, GA 30316

Contact John today and discover
the benefits of career coaching!

Phone: 404-277-0776
Email: Exploretworoads@att.net
www.Exploretworoads.com


