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			Summary of Smarts (Chuck Martin,
Peg Dawson and Richard Guare)

			Find your own profile – and then do the same for those you work with

			1. Always play to your strengths and ignore your weaknesses

			2. Use these profiles to manage others better

			3. Always try and match specific tasks with appropriate profiles

			4. Align your skills with what is valued most in the marketplace

			5. Find ways to deal with cognitive bandwidth limitations

		

		
			Book Presentation: Smarts
by Chuck Martin, Peg Dawson
and Richard Guare

			Book Abstract

			MAIN IDEA

			Every person on the planet is hardwired differently and uniquely from a neuroscience point-of-view. In terms of the twelve executive skills - the skills that help you get things done - that means by the time you’re an adult, there are usually two or three areas you are naturally strong in and two or three areas of weakness. With planning and a little luck, you’ll probably move into a career which plays to your strengths while minimizing the impact of your weaknesses.

			From an organizational perspective, if you understand the strengths and weaknesses of the others who may be involved, you can build better teams and match the right people to the right jobs. You increase your chances of getting things done by learning how to better leverage the strengths of the people involved.

			[image: ]

			 “The effects of understanding Executive Skill strengths and weaknesses are enormous for individuals and for entire organizations. Aligning your strengths with the jobs, tasks or teams that best use those strengths presents a winning combination. When an organization does this as a matter of course, there are a number of positive benefits across the company:

			Productivity: The right matches increases the chances of tasks being accomplished fast.

			Quality: Matching the right people to the right jobs increases the likelihood of less errors.

			Employee Recruitment: Getting the right people in the right job will be easier.

			Employee Retention: Employees doing tasks that match their skills are happier.

			Training: Can be focused on enabling people to identify and leverage their strengths.

			TeamWork: Teams can be properly matched assuring better results and less conflict.

			Competitive Edge: Correctly matching people and jobs provides an advantage.

			Stress: With people better matched to their jobs, the toll on individuals performing day-to-day activities will be reduced.

			Meetings: The right people at the right meetings will increase efficiency and more accurately predict meeting outcomes.

			Execution: The ideas or strategies will be developed by the right people who can keep tabs on what can reasonably be done.

			Information Management: When people know their strengths, they can align their information flow to support those strengths.”

			– Chuck Martin, Peg Dawson and Richard Guare

			About the Author

			CHUCK MARTIN is CEO of NFI Research, a management research firm. He is a business strategist, syndicated columnist and keynote speaker. Mr. Martin is the author of seven books including Tough Management and Managing For The Short Term. He began his career as a journalist and served as editor, corporate technologies for Time, as associate publisher of Information Week and as publisher and COO of Interactive Age.

			PEG DAWSON is a psychologist at the Center for Learning and Attention Disorders.

			RICHARD GUARE is a neuropsychologist and director of the Center for Learning and Attention Disorders.

			The Web site for this book is at www.smartsthebook.com.

			Important Note About This Ebook

			This is a summary and not a critique or a review of the book. It does not offer judgment or opinion on the content of the book. This summary may not be organized chapter-wise but is an overview of the main ideas, viewpoints and arguments from the book as a whole. This means that the organization of this summary is not a representation of the book.

			Summary of Smarts (Chuck Martin,
Peg Dawson and Richard Guare)

			Find your own profile – and then do the same for those you work with

			In order for you to use your executive skills profile to best effect, you first need to carry out some self-assessment. Determine what your profile looks like and then note the strengths and weaknesses of others you interact with routinely. This will ultimately provide you with clues on how best to build your own career and how to work effectively with others.

			To measure your competency in each of the twelve areas and develop your own profile, consider these points and rate yourself on the questions for each area. The rating scale to use is:
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			Come up with a score for each skill area. Since there are five questions per skill, the highest you can score is 25. You can then identify your two or three areas of strength and weakness.

			Skill #1 - Self-Restraint

			This skill is about having the capacity to think before you speak or act. It is the opposite of what is commonly referred to as “putting your foot in your mouth”. A person with self-restraint takes a methodical approach and thinks everything through logically rather than being impulsive.

			
					I always take my time before making up my mind.

					I am generally tactful and diplomatic.

					I usually think before I speak.

					I always make sure I have the facts before I act.

					I seldom make comments that make others uncomfortable.

			

			Skill #2 - Working Memory

			This is your ability to hold information in your mind while you perform other complex tasks. People with good working memories remember appointments or even the items they need to buy without using written lists. The opposite of good working memory is usually described as being absent minded.

			
					I remember facts, dates and details readily.

					I am good at remembering my commitments.

					I naturally remember to complete my tasks.

					I always keep sight of the goals I want to accomplish.

					When busy, I can see both the big picture and fine details.

			

			Skill #3 - Emotion Control

			This skill is all about ensuring your emotions don’t get in the way of what you’re trying to accomplish. When you have high levels of emotional control, you don’t get side-tracked and you find ways to dwell on the positives of each situation you encounter. People who are low in emotional control are very sensitive to criticism and go into situations expecting to fail.

			
					I can keep my emotions in check while on the job.

					I usually handle confrontations calmly.

					Little things at work don’t distract me from the task at hand.

					When frustrated or angry, I keep my cool.

					I defer my personal feelings until the task is completed.

			

			Skill #4 - Focus

			Focus is the ability to stick with something through to completion. When you have executive focus, you become immersed in a task and filter out distractions. You’ll have a reputation for meeting your deadlines. If you’re low in focus, you’ll get easily sidetracked by frivolous matters.

			
					When I have a job to do, I easily avoid distractions.

					Once I start something, I work at it until it is finished.

					I find it easy to stay focused on my work assignments.

					When interrupted, I quickly get back to work again.

					I attend to my tasks, even when they seem tedious.

			

			Skill #5 - Task Initiation

			Those who are strong in this area find it easy to begin new tasks. This is the opposite of procrastination. People with strengths in task initiation will find it easy to start new projects and will want to tackle assignments right away rather than putting things off until the very last moment. A good indicator of strength in this area is if you hit the ground running each morning rather than needing to psyche yourself up.

			
					As soon as I get a new assignment, I like to get to work.

					Procrastination is usually not a problem for me.

					I believe in getting started on things as soon as possible.

					I get to work even if I’d rather be doing something else.

					I generally start my assigned tasks early.

			

			Skill #6 - Plan & Prioritize

			People with strengths in this skill are well organized, efficient and clear thinkers. If this is you, then you probably have no problems saying no to other requests on your time which would distract from your achievement of key objectives. If you’re low in this skill, you’ll keep on running around in circles being unable to tell where to start and what’s important. You may even drop out of a project because something else comes along.

			
					When I start each day, I have a clear plan in mind.

					When I have lots to do, I prioritize intensively.

					I have set plans to achieve key long-term goals.

					I am very good at setting priorities and sticking to them.

					I usually break big tasks down into milestones.

			

			Skill #7 - Organization

			If you look at your desk or workspace, this will usually be a reasonable indicator of how well organized you are. If your desk is generally tidy and pile free, that usually means you are quite well organized in your approach to work. Conversely, if you routinely misplace the things you need and have no real systems for handling files, e-mail or other paper which comes your way, that would suggest you are reasonably disorganized.

			
					I am very well organized in my work life.

					I am good at maintaining systems to keep me organized.

					I naturally keep my workspace neat and organized.

					It’s easy for me to keep track of my materials.

					I have my mail and to-do lists very well set up and used.“By understanding your own specific set of Executive Skill strengths and weaknesses, you will be able to find greater job satisfaction, no matter at what level you work or in what capacity you are employed.”
– Chuck Martin, Peg Dawson and Richard Guare


			

			Skill #8 - Time Management

			If you’re strong in this area, you will usually meet your deadlines in efficient and methodical ways. Good time managers will also be able to accurately estimate how long a project will take. Time management is centered on having a good appreciation that time is important. If you’re low in this skill, you’ll often find you’re only accomplishing a fraction of what you had planned because you underestimated what would be required.

			
					I can pace myself according to my time demands.

					At the end of the day, I’ve usually finished my tasks.

					I’m good at estimating how long it will take to do things.

					I am usually on time for my appointments.

					I routinely set and follow a daily schedule of activities.

			

			Skill #9 - Achieving Goals

			If you’re in the habit of setting goals and then following through, odds are good you’re strong in this skill. This is a matter of not letting obstacles stand in your way but following through to completion of the task. It’s also a matter of avoiding distractions. People who are low in the skill get enthusiastic about new ideas but keep on bouncing from one thing to another without making any real progress.

			
					Regardless of obstacles, I still achieve my goal.

					I’m generally driven to meet my goals.

					I am good at maintaining high levels of performance.

					I have a sound ability to set long-term goals.

					I readily give up immediate pleasures to achieve my goals.

			

			Skill #10 - Flexibility

			If you score highly in this skill, you’re independent, able to integrate new information into what you’re doing and adaptable. If things go wrong, you’re quick to come up with a work around which will do the trick. Flexibility is simply the ability to think on your feet and revise plans when circumstances change. People who are low in flexibility are put out when necessary changes crop up and are unable to deal with ambiguity or rapidly changing circumstances.

			
					I consider myself to be flexible and adaptable.

					I can always see different ways to attack problems.

					I take unexpected events in stride.

					I can see situations from the perspective of others.

					I am good at thinking on my feet.

			

			Skill #11 - Observation

			People who are highly skilled in this area are typically self-reflective and good strategic thinkers. If this is you, you’ll probably be able to stand back and take a bird’s-eye view of the bigger picture rather than getting caught up in the passions and emotions of the moment. You’ll probably also be able to figure out multiple solutions to any problems and analyze the pros and cons of each option before selecting the one which will work best. People with low levels of observation skills will struggle to understand the implications of their decisions. They will shoot from the hip and make the same mistakes over and over.

			
					I easily recognize which tasks are a good fit for me.

					I routinely evaluate my performance and enhance it.

					I step back from situations and think objectively.

					I enjoy strategic thinking and solving problems.

					I review situations and look for ways to do better.

			

			Skill #12 - Stress Tolerance

			Some people strive on stress and harness it to perform better. Others find stress makes them fall apart in a time of crisis. If you’re skilled in this area, you will have a high tolerance for pressure and remain emotionally steady in a crisis. You’ll’ be confident you can cope with any changes which are forced upon you. If your skills in this area are weak, you’ll constantly feel under pressure and start making dumb mistakes.

			
					I enjoy working in a demanding, fast-paced environment.

					Pressure helps me perform at my best.

					Jobs with lots of unpredictability appeal to me.

					I am comfortable taking risks when the situation demands.

					I like jobs which have no set schedules.

			

			Once you’ve gone through these questions, find the two or three skills where you have your highest scores and the two or three skills where you have your lowest scores. You can then mark on this chart your own executive skill profile.
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			“Once you understand your personal combinations of Executive Skills, you can tweak aspects of your current job and better plan future career moves and potentially new directions. With each skill there are certain characteristics or tendencies you can identify based on your highest and lowest Executive Skills. The combination of your strongest and weakest Executive Skills presents the most opportunity.”

			– Chuck Martin, Peg Dawson and Richard Guare

			“Your strengths and weaknesses are in relation to each other. So if you scored, for example, an 18 in Observation and someone you know scored a 15 in the same skill, they cannot necessarily be compared to each other. It does not necessarily mean that the other person is weaker than you in that particular skill. The strengths and weaknesses of you and another person cannot be compared, but not the absolute scores. So your score of 18 must be viewed in relation to the other executive Skills scores within your set of answers.”

			– Chuck Martin, Peg Dawson and Richard Guare

			1. Always play to your strengths and ignore your weaknesses

			Once you know your strongest and weakest skills, you have two choices. You can either leverage your strongest skills to maximum benefit or you can start trying to improve your weakest skills. Experience has shown over and over the best approach is to capitalize on your strengths and leave your weaknesses to take care of themselves.

			Your executive skill levels probably won’t vary much over the course of your career. Instead of trying to improve on your weak areas, you should spend more time leveraging and fully exploiting your strengths. You should seek situations and circumstances where your strengths will come to the

			
			
					Try and delegate the tasks you’re not good at – so you can spend more of your time working in highly productive activities which harness your strengths.

					Seek promotions to positions that will be a good fit with your strengths – so you position yourself to be in a winning position more often and more consistently. If you can find a job which will play to your strengths, it stands to reason you will do better and go further in your career.

					Form alliances with people who have complementary skill sets – who are strong in the areas you’re weak in. By forming a partnership, you both may be able to generate impressive results.

					Join project teams where there are a good mix of skill sets – so you can contribute to the team’s overall performance in a meaningful way. Try to get into a role which will play to your strengths and competencies. Assess the strengths and weaknesses of the various team members realistically and learn from what other team members have to offer.

					If at all possible, try and link up with a manager who has similar strengths to your own – so he or she will be able to better appreciate what you contribute. You’ll also find it easier to work for someone who knows where you’re coming from rather than having a boss who can’t comprehend why you do certain things well and others poorly. In fact, if you take the time to analyze what your boss’s executive skills profile is, you then have some insights into the best way to work with that person. For example, if you know your boss scores lowly in the flexibility area, then you also know it’s not a great idea to spring a new idea on him or her at a meeting without some advance notice. By better appreciating your boss’s strengths, you increase your chances of success.

					If you do end up having to do something which taps your weakest strengths, keep a positive outlook – by focusing on the magnitude of the potential loss or the potential gain from that activity. Remind yourself there will be consequences so you need to be doing the best you can, even if this doesn’t come easy. You might also pick up on the external clues involved such as noticing what the other people on your team are doing at the present time. There is also the matter of speaking with your boss which will usually add some motivation to get going.

			

			
			
					Admit your weaknesses openly and candidly – rather than trying to sweep them under the rug. Understand how your weaknesses will manifest themselves in practice and do all you reasonably can to address those situations.

					Keep asking your boss for feedback on an ongoing basis – on both your strong points and your weaknesses. Welcome suggestions for improvement or ideas for development with open arms. Consider whether more training or experience in weak areas would be helpful.

					Look out for any flow-on consequences from your weakest skills – and do what you can to correctly identify them. For example, if you’re low in flexibility, you might be able to volunteer to keep the written minutes for your team meetings. That way you can listen to everyone else’s ideas before putting your own suggestions forward. By doing positive things like that, you’ll be able to make things work even in areas you have no natural strengths in.

					Talk about potential problem areas in advance with your boss – so he or she understands the context before it becomes a major problem. If you fail to do this, it may be perceived you have poor communication skills when entirely different forces may be making their presence felt.

					If possible, manage expectations in advance – talk with others who will be affected and warm them what to expect. Come up with some workarounds to offset the most critical problems which will arise. Enlist the aid of colleagues or team members in this effort as well.

					Do all you can to improve in your weak areas – at least to the stage where you can do enough to get by. This may be a matter of breaking a task down, identifying any triggers for poor performance and creating new habits which will be better. Something as simple as training yourself to count to ten before responding if you’re weak in self-restraint may be a workable idea.

					Change your environment – perhaps by using technology to create new clues for the positive behavior you want to encourage. PDAs and cell phones can now store lots of information you can carry with you all the time if you’re low in working memory. There are loads of systems available to help with time management if this is a challenge for you. Take full advantage of any or all of these tools.

					Buddy up with someone who complements your own weaknesses – perhaps by taking on a personal assistant who will keep you organized and on target.

					Coach yourself – set goals for improvement, identify how you will reach those goals and then go out and do it.

			

			
			
			
			
					Change the person’s behavior – which will require considerable effort on the part of the person involved. Large or wholesale changes are unlikely to happen but perhaps some mild improvements will be sufficient to alleviate any immediate concerns. To change a person’s behavior is generally a five-step process:	Pick your specific problem or weakness – and explain to the person why this is a problem worth addressing. If they don’t realize the impact, it’s unlikely they will be willing to put in the effort required.

	Generate some strategies and a plan of action – the tangible things the person can do differently to address their problem. This has to delve deeply into the fine details to be of value.

	Determine who else or what else can help – whether some useful technology is available which will be worth trying or if enlisting the help of some other person would be worthwhile.

	Pick a specific date – when the desired improvements will come into effect. Decide also how you’ll monitor your plan and when it will be reviewed and modified if required.

	Evaluate progress – have a definitive date on which you will sit down and look at progress and then determine where to go from there. If you add some consequences for failing to execute your plan, then your analysis will have some bite.




					Change the environment – the conditions under which decisions are being made on a day-to-day basis. There are three general strategies here:	Change the physical or social environment – perhaps by providing the person with a quiet place to work separate from busy or noisy work areas. Or you might locate them near some high-quality help.

	Change the task itself – make it shorter, give more detailed instructions or make an open-ended task more well defined. You might even be able to integrate checklists or worksheets so people know when everything is finished.

	Change the various cues or reminders which are given – so you’re being prompted to do something more productive than what you’ve have done in the past. Simply making a list of the things you need to get done each day is a way of generating ongoing cues to be doing productive things.




			

			
			
					Self-restraint – you need to avoid saying things which get you into trouble. Perhaps you can restrict your involvement in meetings or situations which are likely to generate intense feelings for you. Or look at your boss before saying anything to remind you to think first.

					Working memory – look at some technology which will remind you of what needs to get done. Use a PDA, the alarm on your cell phone or send yourself e-mails or voicemails with reminders of your commitments.

					Emotion control – overcome by anticipating problems in advance and writing a script you can use to guide your thinking and your emotions in that situation.

					Focus – challenge yourself to complete set tasks within specific time frames and then track your performance. Break big projects into small pieces and monitor your delivery performance. Give yourself incentives and enjoy them.

					Task initiation – break projects down into manageable pieces and schedule each piece. Develop a cue for each piece to help you get started and moving.

					Plan & prioritize – again try breaking projects down into smaller pieces and then create a deadline for each part. Share those deadlines with someone else and get them to check on your progress.

					Organization – get everything down in writing and then start each day by reviewing your notes from the previous day.

					Time management – try increasing the number of clocks within sight so you increase your awareness of time slipping by. Create visible reminders of what you need to get done and use the alarms on your computer or cell phone to good effect.

					Achieving goals – create a way to keep your long-term goal constantly in your face. List it on your daily planner and use it as a computer screen saver.

					Flexibility – try to structure as many of your key tasks as possible into a set daily routine. This will increase your confidence that when unexpected opportunities arise, you will be able to handle them.

					Observation – always carry out post-event evaluation sessions where you look at how you did. Create your own analysis form which will remind you to evaluate your performance.

					Stress tolerance – offset by becoming skilled at setting priorities. Make certain your most important issues are at the top of your list rather than getting crowded out by other stuff. You might also talk with your boss about setting more realistic timelines for any projects you’re working on.

			

			
			
			
			
			
			
			
			
			
			
			
					If you need to hire or promote, pause and clearly articulate the requirements of the job – before you start looking at specific people. Establish clearly in your mind what two or three skill s will be needed to excel. At least that way you can avoid obvious mismatches right from the outset.

					Decide whether you need to bring in someone from outside – or whether you would be better off moving in someone who has already shown their skills in a different situation or position.

					Interview people to find their strongest executive skills – all the time bearing in mind it will usually be easier to identify their weaknesses. Get a balanced perspective which takes into account both weaknesses and strengths. This should give you an indicator of whether or not they will be a good fit.

					Keep in mind job requirements change over time – and just because someone is a very good fit at first don’t assume they will remain that way indefinitely. Not only do job requirements change but so too will the executive skills of the people involved. Sooner or later either the person will need to be moved to another position or the growing misalignment will need to be handled some other way. Be aware of this and be prepared to deal with it proactively rather than holding off and hoping things improve on their own steam.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Discuss your deadlines with your boss – and see whether you can’t reasonably space things out a little more. If that’s not feasible, try and alternate a difficult task deadline with a low-effort task deadline.

					Try and schedule your interruptions – so you have solid blocks of productive time. Let others know you prefer to talk with them at set times so you can carve out extended periods where you can concentrate on your projects uninterrupted.

					Look at any conflicting responsibilities – and make certain you’re not trying to achieve two goals which are mutually exclusive.

					Scale back or at least make expectations more realistic – negotiate with your boss and make very certain you have the time and resources needed to get all your tasks done.

					Use filters or assistants to go through your incoming e-mail – and delete any superfluous e-mail before you waste time on it. Make it clear to the people in your company you won’t be responding to e-mails instantly but at a set time each day.

					Set limits on what you try to achieve – and make it clear you’d rather do less things well than more things poorly. Do as much as your executive skills will allow.

					Never promise customers more than you can deliver – but instead clarify what you can do and leave it at that. This way there will be less surprises but equally there will be fewer disappointments.

					Schedule in some regular down-time – where you can recharge your batteries. Plan on doing a low-effort task at a set time each day for a mental break.

					Focus on getting more done in less time – so you can work hard and then go home for a break. Try and get everything done in a standard 8-hour workday, which will require some serious prioritization.

					Establish good systems to handle all the information which will get thrown at you each day – so you don’t suffer from information overload.

					Resolve any conflicts head on – so they don’t fester in the background and drain your productivity. Tell yourself if you can’t resolve any matter, forget about it and move on.

					Try and consciously cut down on the number of meetings you must personally attend – by insisting that every meeting has an agenda and a set start and finish time. Try and make sure the meetings you do attend are in areas which draw on your executive strengths if at all feasible.

					Ask for clarity when being given instructions from above – so you have achievable expectations and reasonable priorities. Don’t try and cram too much work into too little time on an ongoing basis but manage your workload.

					Prioritize what needs to get done and what doesn’t really matter – and get the important stuff done at the expense of all the other items on your list.

					Do whatever it takes to make your numbers – and eliminate whatever has the potential to stop you doing that.

					Compartmentalize – leave your personal or family issues at home where you deal with them and get on with your work while you’re at the office.

					Deal with criticism directly – by asking your boss for direct and open instructions. Don’t get caught up in whisper campaigns. Get everything out in the open and deal with it.
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