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From the Editor

Fufilling the Pledge...
and Continuing the
Mission

by Sim Segal
ne year ago, in my first of four issues as editor, I ~ E9or
pledged to try to provide at least one article in each Sim Segal
of the five topic categories that are the focus of our g, MAA:q, is

section. The five categories are: senior manager at

Deloitte Consulting
Management in New York, N.Y.
1. PeoPle management (lead.EI:Shlp, reFrultlng, etc.) sisegal @ deloitte.com
2. Business management (decision-making, etc.)

Personal Development
3. Career development (marketing yourself, interviewing, etc.)
4. Communication skills (presentations, writing, listening, etc.)
5. Interpersonal skills (negotiation, influence, etc.)

I am pleased to say that we have been able to fulfill this pledge. I hope you have
enjoyed the past four issues as much as we have enjoyed bringing them to you. I
want to thank those that contributed articles over the past year, with a special
thanks to Mary Pienkowski of the SOA, whose abundant patience was critical to
delivering a quality newsletter to you.

I am handing over the role of editor to the very capable David Miller, who plans
to continue the pledge of providing a diverse range of topics. David has been a
regular contributor to this newsletter, and I know many of you have enjoyed his
articles. Please continue your support of this newsletter by contacting David and
offering to contribute an article.

I was encouraged by the number of people taking me up on my offer in the last
issue to provide my list of resources on business savvy skills. I hope you all find
this useful, and I look forward to your feedback. Anyone still interested in getting
this list can contact me at sisegal@deloitte.com.

Though I have completed my three-year term on this section, I will remain a “friend
of the section.” As such, I plan to serve as the section’s liaison to the SOA publica-
tion The Actuary, which is looking to add management content. I am also planning
to organize and moderate a session entitled “A Disciplined Approach to Creative
Product Development”’—a joint session with the Product Development Section. I
also will be continuing with other volunteer activities related to the work of this sec-
tion, including service on the SOA Governance Committee and on the SOA Task
Force on Nominations and Elections.

I have thoroughly enjoyed my service on this section council and I am proud to
have served with such a terrific group of fellow council members. I encourage
those of you considering service on a section council to run for election to our sec-
tion council. As the SOA is getting more focused on business savvy skills and the
future image of the actuary, our section only continues to grow in importance. 0



Chairperson’s Corner

by Daniel L. Shinnick

o you wish you could be more effec-

tive? Would you like a few keys to

being effective? In the June 2004
Harvard Business Review, Peter Drucker wrote
an article titled “What Makes an Effective
Executive.” As I read it I realized that it applies
to all of us, not just executives. Applying these
practices will make us better actuaries regard-
less of the level we're at.

There are eight key practices to being an effec-
tive actuary:

Develop Knowledge

1. Ask “what needs to be done” not “what do I
want to do.”

2. Ask “what is right for the organization” not
“what is right for my boss, the owner, share-
holders or employees.”

Convert Knowledge into Effective Action

3. Write an action plan.

4. Take responsibility for decisions.

5. Take responsibility for communicating.

6. Focus on opportunities rather than problems.

Create an Atmosphere of Accountability and
Responsibility

7. Make meetings productive.

8. Think and say “we” rather than “1.”

Ask “what needs to be done” not “what do I
want to do.”

Take this question seriously—ask it of yourself
regularly. Don't just do what comes on your
plate, but think about what the most important
things are. Pick one or two and FOCUS on them.
Focusing on multiple priorities is an oxymoron.
When you complete your top objective, ask the
question again, for the world may have changed.

Ask “what is right for the organization” not
“what is right for my boss, the owner, share-
holders or employees.”

We spend too much time trying to guess what
the boss wants, or what will make the board
happy or make our colleagues happy. We need
to concentrate on what is right in the long-term.

Obviously, the shareholders, employees and
executives are key constituencies that need to
be considered. But a decision that isn’t right for
the enterprise will ultimately not be right for
any of the stakeholders.

Write an Action Plan

Knowledge is useless unless it can be translated
into deeds. Before you start working, identify
the desired results, restraints, check-in points
and implications. Ask yourself, what will I com-
mit to, with what deadlines? Your plan needs to
be flexible enough to deal with new opportuni-
ties, changes in the environment and unexpect-
ed happenings. This action plan becomes the
basis for your time management (or it will
prove useless).

Take Responsibility for Decisions

Making good decisions is a crucial skill at every
level. We need to be willing to make decisions
and be responsible. A decision has not been
made until people know:

e The name of the person accountable for
carrying it out;

e The deadline;

e The names of the people who will be affect-
ed by it and therefore have to know about,
understand and approve it; and

e The names of the people who have to be
informed of the decision.

Following these simple steps will make deci-
sions stick and result in better implementation.

Take Responsibility for Communicating

It is important that we make both our action
plans and information needs understood. We
need to share our plans with our superiors, col-
leagues and subordinates. Ask for comments,
make sure they understand what you expect
from them and what you will deliver. Make sure
you understand your peers’ and superiors’
information needs.

(continued on page 7)
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Why Should | Follow You?

Four Tests of a Leader

by David C. Miller

re you an independent professional
who knows your success depends
upon leading other professionals?
Maybe you lead a consulting practice group,
a division in your company, a sales team, a
down line or employees of your own busi-
ness. In any case, winning the power to lead
others is no easy task and must be earned.
You must meet some stringent criteria be-
fore you can obtain effective influence. Your
potential followers are sure to be asking the
question: “Why should I follow you?”
According to David H. Maister, author of
the book True Professionalism, four tests must
be met for a leader to answer this question.

1. Motives
A follower will only accept your influence
and direction if you give them evidence that
you're primarily committed to the success
of the group, rather than your own success.
Your primary task as leader is helping oth-
ers succeed. If a follower doesn’t trust your
motives, nothing else will matter because
the most important thing is your integrity.
How do you convince a follower that
your motives are good? Simply put—your
actions will speak more loudly than your
words. Do you make it a habit of helping
others on the team in terms of time, sup-
port and ideas—even when there are no
immediate benefits to you? Are there ex-
amples where you put another person’s
interests first? What's your track record as
a team player? Do you keep everyone in
the group informed? Do you take the time
to teach and coach?
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2. Values
If a follower is comfortable with your
motives, the very next thing they want to
know is “What are your core values?” They
will accept your influence, guidance and
direction if they believe they share similar
goals with you—ones that inspire them.
People want to follow a leader who has
crystal clear values that they act on. They
want to be led by a person of principle, not
by someone who is driven by expediency.
Again, they will look at your behavior
to decide what your values are. Did you
ever incur personal cost to stand by your
values? Did you ever turn away a
prospect, work or an invitation to propose
because taking it on would violate your
code of values? For example, maybe tak-
ing on this new assignment would over-
load the group and the quality of the
work would suffer—what do you do in
those situations? Some practice leaders
feel that you never turn away any revenue
as long as an “adequate” job can be done.
You've just sent a message! Are you prac-
ticing what you preach?

3. Competence

Next, if a follower is to listen to you, they
will require you to have constructive new
ideas on how to improve things. It's often
said that leaders must have vision. But
isn’t vision the easy part? “Let’s be the
best, work as a team, provide superior
service”—the words are always the same!
What's hard is coming up with innovative
approaches that will help the team achieve
these goals!

(continued on page 22)
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Learned?

by Marcel Gingras

fter working in executive level roles
A for several years, I decided to start

my own management consulting
business. During the time I spent in manage-
ment, I learned that managing and leading
people can be fun and in the end, it should be
pretty simple. Unfortunately, a lot of people
have tried to turn management and leader-
ship into what it was never really meant to be,
i.e., the application of complex principles that
appear to be recreated with passing genera-
tions of management gurus. My view is that
management principles should be simple and
withstand the passage of time.

In this article, I cover four basic principles I
have developed over the years and I have af-
fixed a label to each one of them for ease of
communication.

High Deltas are Bad News

I have always been amazed that some people
seem to behave very differently depending on
circumstances and the people they are dealing
with. T have observed several people who
appeared to be so nice and accommodating
with me, as their leader, and yet I might hear
that they were miserable to deal with from the
point of view of their subordinates or their
peers. Then, I started to refer to such people as
having a high differential or high delta factor.

For example, estimate on a scale of one to
10 (10 being the nicest someone can be) how
nice John, one of your managers, appears to
be when dealing with you as his boss and call
this the ‘B’ factor. Then, measure on the same
scale how nice John is when dealing with his
subordinates and call this the ‘S" factor. Then
the delta factor is simply B minus S and the re-
sult can be either positive or negative.

Let us assume that John is very nice to his
boss and has a B factor of nine and is not so
nice to his subordinates and has an S factor of
three. Then, John’s delta factor would be
equal to six.

Likewise, Mary is very difficult to deal with
from her boss’ perspective and has a B factor of
four; however she is very easygoing with her
employees and has an S factor of eight. Then,
Mary’s delta factor is negative-four.

So, as a manager would you prefer to have
John or Mary as one of your direct reports? In
my view, I don't really want either of them. It
is likely that John is “acting’ when he is deal-
ing with me and he is telling me what I want
to hear and he may even praise me excessive-
ly to feed my ego. John is likely to be a dicta-
tor when dealing with his subordinates and
expect total obedience from them. In total, this
is a pretty bad mix.

What about Mary? Well, Mary may be one
of these managers with a ‘bunker’ mentality.
She will fight tooth and nail for her employ-
ees, trying to resist changes that may be sug-
gested by her boss and will likely be very
popular with her own employees. Mary is
likely to go back to her subordinates and tell
them how ‘they’ (senior management) are try-
ing to impose changes on her and how she is
fighting for her employees.

Marcel Gingras is
president of Marcel
Gingras Consulting
Services, Inc. in
Oakville, Ontario.

Marcel.gingras@mgcsi.com
905.849.3751
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So What Have We Learned?

So, make no mistake, high deltas, whether
positive or negative, are not good for your or-
ganization. More than likely, you have some in
your own organization. The tricky part is to
find them!

Rule of three

As I moved up the corporate ladder, I found it
more and more difficult to make an accurate
assessment of people or situations, simply because
of lack of exposure. Some of my direct reports were
in a different location and typically they would at
least be on a different floor. It was even worse
when it came to forming an opinion on people
who did not report directly to me, just because of
the lack of exposure. Then, the question of how
much information is needed to form an opinion
becomes critical. Forming quick judgments based
on one incident is typically unfair, as I might not
understand everything around the issue that came
to my attention. Waiting forever to form an opinion
and take action is called procrastination. Then, my
compromise became the so-called rule of three.

In its simplest form, the rule of three works as
follows. The first time I heard something nega-
tive about somebody or about one aspect of
somebody, I just made a mental note. I would
try to disregard the information on the basis that
the information provided to me might have been
incomplete. The second time I heard something
similar, I would really get interested as I felt
there was probably a 90 percent chance that the
information might be accurate. The third time,
this became my new reality and I would take ac-
tion or push for appropriate action.

This may sound somewhat drastic, however
the point is that as a senior person you can’t be so
quick that you are unfair to people and you can’t
be so slow that you feel you never have enough in-
formation to form an appropriate judgment.

Rewiring Your Subordinates

I have always been amazed that managers feel
they may engineer major personality changes to
the people reporting to them. My experience is that
such changes are very unlikely to happen and if
they happen, they happen for short periods of
time. Every one of us is wired a certain way, due to
genes, culture, family environment and life experi-
ence in general. So, how much time should you
spend rewiring your subordinates?
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I am a strong believer in training, especially
in the early stages of people’s careers. Training
creates awareness and allows people to discov-
er more quickly what might otherwise take
years to learn. However, there is a huge differ-
ence between training people to do things a cer-
tain way and expecting people to have major
personality changes.

As an example, I have sat through several
succession-planning sessions. This is typically
the best forum to observe people dreaming in
color regarding what employees need to do to
become better managers. Sometimes people
would mention that Tom could be a great man-
ager except for the fact that he is a very poor
communicator. Then someone would suggest
that Tom should take a communication course.
Sometimes I would ask “‘How old is Tom and
how long has he been managing?” People would
sometimes push back and ask why my question
was relevant. Well, Tom might have been 50
years old and he might have been a manager for
15 years. Essentially, my view was that at 50,
Tom was not likely to be rewired and after 15
years as a manager, he should have already fig-
ured out how to communicate, assuming that he
had the proper attributes to be a good manager.
Had Tom been 31 with one year of managerial
experience, I would have been much more re-
ceptive to give training or coaching a fighting
chance to create some major improvement.

People come with their strengths and weak-
nesses. You don’t have to accept all their weak-
nesses. You still have to try to cause incremental
improvement among your subordinates or
make a personnel change if their weaknesses
are more than you can tolerate. However, [ have
always had greater success leveraging people’s
strengths rather than expecting their weakness-
es to disappear.

So, how much rewiring do you really think
you can create? How much rewiring do you re-
ally believe you can create on yourself? Don’t
expect too much more from others!

Marriage does not (generally)
improve your future partner
Before we get into a debate on this topic, read on!
The area I want to cover is recruiting. I must
admit I have seen a lot of poor recruiting in my
career, including some I have done. Generally,

Training creates
awareness and
allows people to
discover more
quickly what might
otherwise take
years to learn.
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So What Have We Learned?

disappointing recruiting is the result of one of
several factors including poor interview tech-
niques, improper reference checks, the lack of
care to help the newcomer fit within the organi-
zation, and last but not least, the belief that the
person will change somewhat once on board. It is
this last point that I wish to address.

Imagine this scenario: Your VP Finance and
CFO resigned in July. You started a search im-
mediately with the expectation that you should
have someone available within a couple of
months. It is summer time and it is difficult to
schedule meetings, so now it is late October
and year-end is fast approaching! You finally
have a short list of three, but the first candidate
is much stronger than the other two. Number
two might do the job, but you are not sure and
you are not keen on number three. You make an
offer to number one who decides not to accept
it. So, now you decide you should go with

number two, Jane. You do more in-depth refer-
ence checks and find out that Jane has a history
of being difficult to manage because she has a
knack for upsetting people around her. Sound
familiar? What do you do? Well, now it is mid-
November and year-end is really close.

So, what is the compromise? Often times,
the compromise is that you will hire Jane, but
you will really coach her to be more accommo-
dating, so that she will stop upsetting people
in the future. You probably know it will not
happen, but after a while you convince your-
self that it will really happen. Jane comes on
board and soon she upsets a whole bunch of
people and your life is miserable. So, are you
really surprised?

As I said earlier, don’t expect marriage to
substantially improve your future partner! 1

"Managerially speaking’ is produced by Marcel Gingras, president of Marcel Gingras Consulting Services Inc.
You are welcome to distribute to others. Acknowledgement of the source would be appreciated.

Chairperson’s cornere from page 3

Focus on Opportunities rather than Problems
Problem solving has to be taken care of, of
course. But problem solving, however neces-
sary, does not produce results. Systematically
look at change inside and outside of the organi-
zation and ask “how can we exploit this change
as an opportunity for our enterprise?” Focus
your best people on the opportunities rather
than on problems.

Make Meetings Productive

For many of us, more than half of our days are
spent in meetings. Even a one-on-one conver-
sation is a meeting. So, how can we most effec-
tively use this time? First, before every meeting
decide what kind of meeting it is (decision
making, information sharing, information
gathering). Then decide what the outcome
should be (a documented decision, an assign-
ment, a summation of the input, consent, etc.).
While in the meeting, stick to its purpose and
stay focused. Finally, and maybe most impor-
tantly, after the meeting document and share

the outcome with all key audiences (finally, a
good use for e-mail). Make sure assignments,
due dates and owners are identified.

Think and say “We” rather than “I”
Organizational effectiveness is dependent upon
trust. If we don’t trust each other and believe
that we are in this together we will fail. As actu-
aries, we need to be especially careful about
making sure the “we” is organization-wide and
not “we smart actuaries” versus those “stupid
senior executive, sales people, marketers, etc.”

Final Thoughts

These eight key practices are not rocket science,
but they require significant self-discipline. I
challenge you to take these practices to heart,
spend an hour this week figuring out how you
will apply them to your work, then commit to
applying these practices for the next week. I bet
you will find yourself to be more effective, pro-
ductive and satisfied at work, good luck! 0
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GOod Business: Leadership, Flow

and the Making of Meaning

by Gerry Fryer

This is a review of Mihaly Csikszentmihalyi’s remarkable
book, Good Business: Leadership, Flow and the
Making of Meaning.

he author, who introduced the concept of
I flow in 1975, now extends its application
to the role of business in society. He de-
scribes the new work as “a guidebook for a way
of conducting business that is both successful and
humane,” focusing on “how leaders and man-
agers and...employees...can learn to contribute to
the sum of human happiness, to the development
of an enjoyable life that provides meaning, and to
a society that is just and evolving.”

These are lofty goals indeed. But Csikszentmi-
halyi argues that the centrality of business in today’s
world—it controls vast resources and has a dispro-
portionate say in the governance of nations—makes
his endeavor an essential one. Further, he suggests
that some of the strains now appearing in the free
market model—for example, excessive greed, un-
ethical practices and the exploitation of inequities
among workers around the globe—may threaten
its primacy, unless an improved model can be de-
veloped, one in which other elements beyond
achieving short-term financial returns become
markers for success.

Good Business was based on an extensive tri-uni-
versity research project that utilized interviews with
39 “visionary business leaders” who modeled the
desired behaviors. They ranged from Sir John
Templeton to Anita Roddick of The Body Shop to
Leon Gorman, chairman of L.L.Bean, and are quot-
ed extensively throughout the book.

Happiness: Not So Simple
Csikszentmihalyi begins with an examination of hap-
piness itself, as anchored in the work of Abraham
Maslow in the 1960s and others in the field of positive
psychology since then. People can find happiness in
the basics of food and shelter, then in security, all the
way up to the holy grail of self-actualization, which is
when they are using the full complement of their tal-
ents to succeed, to innovate and to grow.
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Organizations with happy people are demon-
strably more productive and have higher morale
and lower turnover; therefore leaders need to
know how to develop the conditions that pro-
duce happier employees.

The visionary business leaders broadly agree
on this simple proposition: “To be successful you
have to enjoy doing your best while at the same
time contributing to something beyond your-
self.” Breaking this statement into its parts, we
are all unique, but integrated beings. Each of us
has particular strengths and opportunities for de-
velopment and is responsible for our full devel-
opment. However, as we are connected
irretrievably with other people and entities, we
must live our lives in harmony with that reality
as well. Success in these two realms, according to
Csikszentmihalyi, makes a person a “complex”
individual, a person with the best chance for
happiness and a life filled with meaning.

Flow is a special kind of happiness or enjoy-
ment. The author is able to cite wide-ranging ex-
amples of people who experience flow—
mountain climbers, stay-at-home mothers, work-
ers in ostensibly boring jobs, and then the vision-
ary leaders who are at the core of the book.

What happens when people are in flow?
Csikszentmihalyi’s research has shown that there
are many common elements:

Goals are very clear...there is total immersion in the
activity...you get immediate feedback throughout...
deep concentration and focused attention, sometimes
to the point of ecstasy...a sense of inspiration and har-
mony... it’s challenging but your skills are up to it...
you are in total control...distortion of the passage of
time...a loss of ego in favor of the task at hand....it
leads to personal growth.

A flow activity is intrinsically rewarding—it is
worth doing for its own sake, whether or not it
involves monetary reward. Experiencing flow,
says Csik-szentmihalyi, contributes to our happi-
ness and improves the quality of our existence.

MANAGEMENT—Business Management
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Good Business: Leadership, Flow and the Making of Meaning

Flow Applied to Business
It is the central conceit of Good Business that flow
experiences are not merely circumstantial; that the
sheer number of such experiences, particularly in
the business environment, can be engineered much
higher, to the betterment of all. Surveys in the
United States and elsewhere show that more than 80
percent of adults do not experience flow on a regu-
lar basis. The potential for increasing flow and
enjoyment in the working population is immense.
Flow experiences, with their balance of chal-
lenges and skills, lead to ever more refined skills
and/or a fuller understanding of the subject at
hand. If leaders and managers can design jobs to
make workplaces more amenable to flow, there will
be major benefits for the organization and for em-
ployees. The best way to manage people is to create
an environment where employees enjoy their work
and grow while doing it.
Csikszentmihalyi draws a vivid parallel to our
hunter-gatherer ancestors, who may well have ex-
perienced work as flow—which one realizes by vi-
sualizing their work situation and looking back at
the common elements listed above. Flow opportu-
nities have diminished in today’s workplace be-
cause purpose or goals can be ill-defined, feedback
may be inadequate, skills are not often well-
matched to opportunities for action, and many
workers are not in control of the final result.
“The ideal organization,” says Csikszentmihalyi,
”is one in which each worker’s potentialities find
room for expression.” The leader becomes an en-
abler, rather than a doer, in this environment. The
prerequisites for flow to emerge are as follows:
1. From top management, commitment to an
environment that fosters flow.

2. An overriding purpose or mission for the
organization.

3. Continuous communication of this
throughout the organization.

4. Clear performance goals at all levels.

5. Good feedback mechanisms.

6. Matching of challenges to skills.

Beyond Mission and Vision
Anyone who has been involved in strategic planning
is aware that the highest level of a plan is its vision
statement, in which the organization defines the
future state it wishes to work toward. Csikszent-
mihalyi wants us to go one step further and capture
the vision’s motivating force, something he chooses
to call the soul of the organization. This is the most
powerful, if difficult, section of the book.

MANAGEMENT—Business Management

Two examples of organizational soul are at-
tempting to achieve excellence and doing some-
thing of benefit to others. Properly conceived
and applied, these kinds of overarching goals
can galvanize a company’s workers in a way that
the financial bottom line cannot. In Csikszentmi-
halyi’s words:

“The search for a life that has “relevance or meaning’...is
the primary concern of soul. This is...the need that moti-
vates us to become part of something greater or more per-
manent. If a leader can make a convincing case that work-
ing for the organization will provide relevance...then his
vision will generate pouwer...

If...a vision is genuine and is carried into action,
it becomes a powerful attractor for members of the or-
ganization. It provides a goal that is worth pursuing
over and above the extrinsic rewards that can be pro-
vided by the job.”

How Can You Use This Book?
e Think about the occasions when you have
experienced flow in the past—when they
occurred, what you were doing, whether at work
or not—and use them as a springboard for
increasing future flow opportunities.

Consider how you can contribute to the
prosperity of your current or future organization,
beyond the financial bottom line, and begin to act

upon your ideas.

As a manager or leader, put in place more of the
prerequisites for flow in your organization.

As an employee, try to get goal clarity and

better feedback—or consider finding an organ-
ization that will provide them. Find work that

matches challenges to your skills, as well as
growth opportunities that will meet your
increasing competencies.

Read Good Business yourself if you have been
intrigued enough by this review—and has many
more riches than I have been able to describe.

If you find any of the areas that Csikszentmihalyi
delves into particularly compelling, use his Notes
and References to do further reading, or hire a per-

sonal coach to help you on your own journey to
greater happiness. 0

The best way to
manage people is
to create an
environment
where employees
enjoy their work
and grow while
doing it.

Bibliography:
Mihaly Csikszentmihalyi. Good Business.
New York: Penguin Books, 2003.
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of Optimization By Function

by Marcel Gingras

very corporation must decide how to

best organize specific functions within

its organizational structure. At one end
of the spectrum, very small organizations have
little choice but to have several functions per-
formed by the same person, as sometimes there
may be only one person in the organization. At
the other end of the spectrum, very large corpo-
rations have a variety of choices as to how best
position specific functions within the organiza-
tion. Companies may choose to have small
units perform several functions, such as appli-
cation software development and accounting,
as part of their overall mission. Alternatively,
they may choose to extract all functions that ap-
pear to be common to several units and move
these to one area specialized in that specific
function. Then, this area services all units or a
subset of units within the corporation.

Every organization has to decide on the opti-
mal mix for all common functions and it will
vary depending on the needs and characteris-
tics of the organization and it may need to
evolve over time. It is my view that for some or-
ganizations, the mix of centralized versus de-
centralized functions has moved too far in the
direction of centralization.

This article reviews examples of centraliza-
tion decisions being made, the appeal for
greater centralization, the reasons why central-
ization may not always be as optimal as it ap-
pears to be and, as a conclusion, how you
should decide what is right for your own or-
ganization.

Examples of centralization
versus decentralization
decisions

For the purpose of the following examples, let us
assume a three-level structure, such as company
level divisions representing the major operating
units, support areas such as finance and human
resources and lastly departments representing
functions within divisions.
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Example 1—Technology: Most organizations
tend to provide architecture and network sup-
port at the company level. However, application
software development and maintenance support
may reside at the department level, the division
level or at the company level. Sometimes organi-
zations move this function to the company level
in order to gain greater efficiency.

Example 2—Shared services: Many organiza-
tions have moved to a shared service model,
sometimes on a national basis, quite often on a
North American basis or on a global basis.
Again, the logic behind this is that greater func-
tional centralization will lead to greater efficien-
cy and lower costs.

Example 3—Outsourcing: Outsourcing has exist-
ed for a long time. However, over the last few
years, we seem to have witnessed an increasing
trend toward outsourcing of major functions
such as software development, network support
and entire human resources transactional func-
tions. In many cases, the basis for such decisions
may be a desire for greater efficiency that will be
reflected in short- to mid-term savings through
very appealing financial arrangements.

The appeal for greater
centralization
There are several reasons why organizations
choose to centralize functions to a greater level
than they already exist. Several of these reasons
may be quite legitimate and may result in real
efficiency gains while some of the reasons may
be more open to challenge.
1. Greater efficiency. Essentially, the belief
is that by moving specific functions under
one specific individual, this function will be
performed much more effectively than if the
function resides under several individuals
who may be wearing many different hats.

MANAGEMENT—Business Management

Managerially Speaking: The Suboptimization

Marcel Gingras is
president of Marcel
Gingras Consulting
Services, Inc. in
QOakville, Ontario.

Marcel.gingras@mgcsi.com
905.849.3751

Every organization
has to decide on the
optimal mix for all
common functions
and it will vary
depending on the
needs and
characteristics of
the organization
and it may need

to evolve over time.




The Suboptimization of Optimization By Function

2. Greater uniformity. By having the same
function, such as technology, delivered
under one organizational umbrella, it may
cause greater uniformity in process and
tools.

3. Easier training. Again, by having the
same function performed by one part of the
organization, it is felt that it will be easier to
put together training programs that can be
better leveraged than if each department or
division has to train its own people.

4. Greater access to professional develop-
ment opportunities. In many organizations,
professional people believe that they may
have greater opportunities if they work in
large departments with several similar peo-
ple. This would be true of finance, technol-
ogy, legal, actuarial and human resources
staff among others.

5. Greater control. Many people believe it
is easier to control quality through central-
ization of as many processes as possible
and by assigning responsibility of that
function to a division head responsible to
deliver that specific function.

6. Cost savings. Last but not least, an
important driver for centralization, in my
mind, is the appeal for real or assumed cost
savings due to some of the factors listed
above, mostly short- and mid-term savings.

Why optimal is not always
optimal

There is no argument that some level of central-
ization is required. The issue is not whether cen-
tralization is desirable, but rather whether
excessive centralization may be hurtful to the
organization, despite the obvious appeal for
greater centralization.

In my view, several factors explain why some of
the centralization decisions are made for the
Wrong reasons:

1. Typically, functional decentralization
involves double line reporting to a divi-
sional boss and to a functional boss. Not
everybody can evolve in this environment.

2. Linked to the first factor, heads of func-
tional units such as technology, legal and
finance may prefer to have maximum con-
trol and may therefore resist sharing the

MANAGEMENT—Business Management

power with heads of operational divisions
and functional heads within these opera-
tional divisions.

3. Typically, more well-rounded people are
required to operate in a decentralized envi-
ronment, i.e.,, managers and workers need
to have a better understanding of diversi-
fied disciplines than under a functional
centralized model where depth of function-
al expertise is favored.

4. It is easier to measure the functional
improvements created through centraliza-
tion than it is to measure the inefficiencies
created by the additional complexity of
integrating various functions within a cen-
tralized organizational model.

Centralization decisions sometimes ignore the
following factors:

1. A decentralized model tends to favor
greater team accountability, i.e., accounta-
bility resides closer to the people perform-
ing the work.

2. Decentralized models tend to foster greater
creativity, i.e., people can see their way
through implementing new ideas more eas-
ily. Points of decision tend to be fewer and
closer to the action. Theoretically, the organ-
ization model should make no difference
when it comes to creativity. However, my
past experience indicates that it makes an
enormous difference; however, few people
can measure it, let alone understand it, so it
tends to be ignored.

(continued on page 13)

The issue is

not whether
centralization is
desirable, but
rather whether
excessive
centralization
may be hurtful to
the organization,
despite the
obvious appeal
for greater
centralization.
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Senior Executives: What ARE They Thinking?

by Daniel L. Shinnick

n October 26 over 100 of your col-

leagues were treated to an excellent

session at the Annual Meeting featur-
ing leaders from the industry. David Atkinson,
president and CEO of RGA Reinsurance
Company, Patricia Guinn, managing director of
the Tillinghast and reinsurance businesses of
Towers Perrin, Bruce Nicholson, president and
CEO of Thrivent Financial for Lutherans, and
Salim Manzar, executive director of Princeton
Advisory Group—formerly was senior vice
president & chief financial officer of MetLife
International. They shared their insight on
dozens of questions submitted by the audience.

What are the keys to your success?

All the leaders felt fortunate to be in the positions
they were in. Having multiple experiences at
their organizations as well as at other organiza-
tions was very important to each of them.
Obviously, a strong work ethic was a trait they all
shared. A couple noted the importance of having
a good mentor that helped them move from
being good technical actuaries to being leaders.

What skills did you need to develop to move
from a technical actuary to a leader?

The big change from being a good technical
actuary to being a good leader is understanding
how to get work done through others. What
makes us successful exam takers and entry-level
actuaries is our ability to individually deliver
results. Moving to the next level requires great
delegation skills, the ability to work through
others and the ability to communicate with non-
technical colleagues. Another area that is impor-
tant is to be able to see things holistically, not
just from the actuarial point of view.

Why aren’t actuaries considered for senior
management as much as they used to be?

Competition is a major factor. As the financial
services industry (not just insurance) has con-
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tracted over the last 20 years, there has been a
significant increase in the number of qualified
people for a decreasing number of jobs. The
pace of change created by moving to more accu-
mulation products and the demutualization of
the majority of the industry has led to tradition-
al actuarial skills being less valued. The busi-
ness world is much more ambiguous than it
used to be and some actuaries struggle with a
world that isn’t black and white.

How should staff tailor its communication
for you?

Focus on the key points, don’t tell me how you
built the watch. Avoid the 50-page PowerPoint
presentation. Speak in my language; position
your communication in the context of what else
is going on in the organization. Realize your
issue isn’t the only one I'm dealing with today.
Use my time effectively, be clear about what you
want to accomplish in the meeting and what
you want me to do.

How do you say “no” to a senior executive?
Communication before the fact is critical. You
should help us understand the issues so that it
doesn’t get to the point that you are saying no,
but instead we are. You need to make sure you
understand the whole context, then you may
realize why the answer can’t be no. It’s better if
you can come with alternatives that will help us
achieve our objectives than if you just say no.
Given all that, there still may be times you feel
that as an actuarial professional you must say no.
Make sure that you pick your battles and this is
really one of those situations. In the end it is not
your decision, if senior management still does
what you have advised them not to do, document
your concerns and in situations where they apply,
follow actuarial professional guidelines.

Chairperson

Daniel L. Shinnick,
FSA, MAAA is vice
president at Thrivent
Financial for Lutherans
in Appleton, Wis.

dan.shinnick@
thrivent.com
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Senior Executives: What ARE They Thinking?

How do you get non-actuarial leaders to
listen to you?

The first step is to appreciate and respect them
and the skills they bring to the table. They know
things and can do things you can’t. Work to
understand their perspective. Also, speak in a
language they understand. Most of you proba-
bly don’t know what a “Ben Duffy” is, but your
sales people do. So why should we expect them
to know what a CSO is? Build relationships
with these people before you have to “get them
to listen to you.” Finally, help them understand
why what you have to say is important to the

The Suboptimization of Optimization By Function ¢ from page 11

3. Centralized models sometimes ignore the
fact that clients are looking for greater inte-
gration as opposed to optimal efficiency by
function. Clients tend to favor single points
of contact with single points of accountabili-
ty. Centralization sometimes goes against
this flow. Centralization does not automati-
cally result in lesser client integration, how-
ever, depending on the fluidity of the organ-
ization, it often seems to result in greater dif-
ficulty in integrating delivery to clients.

4. People often minimize the difficulty in-
volved in integrating the various elements
required to shape an organization into a
uniform mindset or way to approach situa-
tions. For operational divisions, multiply-
ing the number of points of contact outside
their own organization will often result in
additional points of friction. It is only natu-
ral that dealing with functionally central-
ized units, shared service units or external
outsourcers, will increase the likelihood
that some of these functional units will not
be aligned in priorities, attitude, respon-
siveness, etc. There is no argument that

MANAGEMENT—Business Management

organization and important to them (not why it
is important to you).

What advice do you have for young actuarial
professionals?

Be curious, try new things, volunteer for new
assignments. Realize that there is more to being
successful than just passing actuarial exams. You
need to be able to work with others, communi-
cate to non-actuaries and accomplish things
through others—all skills that you need to devel-
op in addition to being technically strong. Q

some or all units outside the division can
be well integrated with operational divi-
sions; however, there are more organiza-
tions that claim to be able to achieve it than
there are that can effectively do it.

How much centralization is
right for your organization?
Obviously, there is no universal answer to this
question. The answer will always depend on
the state of your organization, its history and
the human and technological capabilities of
your organization. It will also depend on the
mindset of the organization. For a variety of fac-
tors, some organizations have a culture such
that centralization does not work very well. In
other organizations, the reverse may be true.

In my view, the proper outcome is that central-
ization/decentralization decisions should be
made with a proper understanding of all the
factors involved, not just factors that can be
measured with a short-term financial focus in
mind. Such decisions can only be made by peo-
ple at the top of the organization with appropri-
ate input from the various players involved. Q

‘Managerially speaking’ is produced by Marcel Gingras, President of Marcel Gingras Consulting Services Inc.
You are welcome to distribute to others. Acknowledgement of the source would be appreciated.
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Creating Visibility

by John West Hadley

“I don’t like to brag.”
“Why can’t everyone just recognize the value
I bring to the table?”

These comments are typical of what I hear at
workshops to help people market themselves
more effectively. Actuaries in particular seem
to have a mindset that they shouldn’t have to
market themselves. Perhaps we were lulled
into this by the actuarial exam process. To
gain recognition and progress to the next
level, all we had to do was pass the next
exam. After five to seven years of that, it felt
like the natural order of things. Then we got
our FSAs, and suddenly there was no auto-
matic path up the corporate ladder. And
while we were focused on building our tech-
nical skills, others learned how to navigate
the promotional /political process.

The bottom line is that the person who
cares most about your career is YOU! It's up
to you to take charge of your career. And to
accomplish that most effectively, you need to
make sure you are visible. People need to un-
derstand how you can contribute in order to
keep you in mind when opportunities arise.
This doesn’t mean you are out there con-
stantly bragging about what a great job you
are doing. It simply requires that you take
advantage of the chances that present them-
selves to create visibility for yourself, and
learn to present yourself in those situations
to highlight the value you add.

Here are a few suggestions:

* Seek assignments outside of your normal
routine, areas of expertise or department.
Seek to work with people you don’t nor-
mally work with. This will get you
known in different capacities, for differ-
ent skills and by different people. It will
also expand your skills and help you
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build new relationships, both of which
make you more valuable.

When you run into a senior officer at
the company cocktail party, and he or she
asks what you do, don’t answer by say-
ing that you price universal life products,
or you run the actuarial department.
Focus on the real question you should be
answering, “Why do I pay your salary?”
Give an example of a result you've
achieved for the company, the type of
problems you’ve solved, the solutions
you've provided, the value you have
added.

Get used to thinking of all the projects
you’ve performed in terms of accomplish-
ments, tied to results you've achieved,
such as revenues generated, profits
earned, resources or time saved, or costs
eliminated. Every time you complete a
project, write a simple accomplishment
story about it to put in your files. (This
will come in particularly handy at per-
formance review time, or when prepar-
ing your next resume!) Focus in particu-
lar on what challenges you had to over-
come to achieve the objective, and what
specific actions you needed to take to do
so. This will also help you remember the
important contributions you’ve made so
that you will be more fluid in expressing
those as needed.

Schedule a discussion with your boss to
find out what you can do to help him
meet his goals. Explore what he would
like to see you do more of, less of or dif-
ferently. Find out how those goals fit the
company mission and the goals of your
boss’s boss.

Explore your department’s longer-term
goals. Seek ways to better align what you
are doing with those goals.

PERSONAL DEVELOPMENT—Career Development
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Creating Visibility

PERSONAL DEVELOPMENT—Career Development

e Just as you would hope your boss would
find ways to recognize things you have
done well, occasionally find an opportu-
nity to show recognition of what your
boss is doing right. Even a simple state-
ment like, “I really appreciated it when
you spoke up on my behalf at the manag-
er’s meeting last week” can go a long
way to reinforcing a good relationship!

e Find opportunities to speak up (but in
a way that actually contributes) in every
meeting you attend. Don’t monopolize
the discussion, and don’t criticize others’
ideas—figure out a way to express what's
valuable out of their ideas and validate
that portion, while building on them.

e Give credit to your team, to your
employees, to anyone who helped you
achieve your goals. Everyone knows
you can’t do it all yourself, and if you try
to take sole credit, pretty soon no one
will pay much attention to what you say,
and no one will want to be on your team.

e Network intentionally. Don’t go to
lunch with the same group of people

every day, pick someone new to eat
lunch with once in a while. Don't eat
lunch at your desk every day; make sure
to use the occasional lunch to catch up
with people. Go to professional meet-
ings on a regular basis. Schedule some
time on a weekly basis to e-mail some
friends at other companies, or to call
someone to catch up.

e Think about how what you wear to
work enhances or detracts from the pro-
fessional image you would like to pres-
ent. You don’t need to invest in a lot of
new clothes, but you should make sure
that what you wear is clean, pressed, in
good condition, and matches.

If you just follow a few of these suggestions,
you will go a long way toward raising your
visibility. Q

(Readers who want help in creating more visibil-
ity for themselves are invited to call John Hadley
to schedule a free 30-minute phone counseling
session.)

Hot off the press!

Life Insurance and Modified Endowments
Under Internal Revenue Code Sections 7702
and 7702A

Get your copy of the Society of Actuaries’
newest publication and first-ever book on
this topic. This innovative work provides a
practical look at the issues surrounding fed-
eral income tax treatment of life insurance
contracts, including in-depth information on
the statutory definition of life insurance

found in section 7702 of the Internal Revenue
Code and the modified endowment rules in
Section 7702A.

Leading experts in the field, actuaries Chris
DesRochers, Doug Hertz and Brian King
teamed up with attorney John Adney to
author a well-balanced book, combining their
extensive knowledge.

To purchase a copy, visit the Bookstore on
the SOA Web site — www.soa.0rg.
Just click on Research and Publications.
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Your Career—It’s Up to You

by Kelly Rendek

areer Development? What is it, any-

way? Well, I'm not a human resources

consultant, nor a recruiter, nor a life
skills coach, nor in fact any one of the many dif-
ferent types of professionals involved in the
field. So I can’t tell you what the professionals
would say. What I can tell you is what I've
learned from my own experience.

Opportunity Knocks

My actuarial career started out as an accident. I
wrote the first two exams because my brother
told me to (he was worried about my career
prospects as a mathematician!). I'm from a
smaller-sized city, and the actuarial population
at the time was about 15. The actuary proctoring
the exams that day was understandably curious
as to who I was, and what my qualifications
were—in case I turned out to be a possible
employment candidate. For my part, I didn’t
really know what an actuary was, so I wanted to
pump him for information before I committed
myself to anything. A few weeks after the
exams, I called him up and he invited me down
to the office to meet a few people and go out for
lunch. It was only near the end of that day that
I realized everyone else thought it was a job
interview! But I was offered a job as a result, and
thus began my actuarial career.

The most important lesson I learned from
that experience was that anything can become
an opportunity. I went out for lunch thinking I
could learn what an actuary did and ended up
with a job that turned into a career. I could have
thought long and hard about whether or not it
was what I really wanted to do—but what was
important was to take the opportunity that was
offered, and see what I could make of it.

In various guises over my career, the same
lesson has continued to be applicable.
Sometimes you have to do a bit more of the
work yourself, in order to turn a chance en-
counter, or perhaps an otherwise uninspiring
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incident, into an opportunity that you can take
advantage of. But I believe that opportunity lurks
around every corner, just waiting to be noticed.

Never Stop Learning

It's a cliché, but a useful one. If you don’t keep
learning and developing as a professional and
as a person, your career isn’t going to go any-
where. The end of your actuarial exams is just
the beginning of your career. Technical skills are
necessary, and initially it can take all of your
time and effort to acquire them. However, if you
want to advance in your career, you'll need to
do more. You'll find useful ideas in The Stepping
Stone, and through sessions put on by the
Management and Personal Development Section,
but don’t stop there. Take a class, volunteer for a
project, learn a new language, join Toastmast-
ers—it might not be useful right away, or even
directly applicable, but can ultimately add
value.

One of the things that I started a few years
ago was to set myself a goal of learning at least
one new thing every year—not necessarily work
related. One summer I took rowing lessons. It’s
a bit humbling to take instruction from an 18-
year-old who knows an awful lot more about the
subject at hand than you do. But I spent a num-
ber of early mornings on the lake thinking about
the teamwork required in rowing, and how I
could apply those principles at work.

My own opinion is that a traditional actuari-
al education is focused on specific technical
skills, requiring a great deal of discipline and
self-study, and consequently it ignores many of
the skills needed to work effectively in an or-
ganization. To be successful, you'll need to ex-
pand your horizons, a lot.

Take Stock Every Once in a
While

Even though my actuarial career started out as
an accident, it doesn’t mean I've never had to
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Your Career—It’s Up to You

think about it between then and now. In fact, I
believe that you need to regularly assess your
career—where it's going, and what you want
out of it—even if you don’t make any changes
as a result. It’s a little bit like spring-cleaning;:
you find those long-misplaced items that you
put away just in case you might need them
someday and you toss out other items that
aren’t useful anymore.

Creating or revising your resume, if you do
it properly, is a great way to analyze your ca-
reer, even if you're not actually looking for a
new job. It's an exercise that I've used several
times during my career. There are a lot of tools
out there to help you do it,—the SOA’s
Actuary’s Career Planner is a good place to
start. The key is to spend enough time and do it
thoughtfully.

Think about skills that you might already
have that aren’t represented in your resume,
and how you might go about using them more
in the course of your work. Think about where
you want to go and the skills you might need to
acquire in order to get there. Think about the
type of environment you like to work in, and
how well it matches up with your current job
and your “ideal” job. For a fresh perspective,
consider careers and occupations that are com-
pletely different from what you're doing now—
and whether or not any of the skills or
aptitudes might be the same. Evaluate the risks
you're willing to take to advance your career—
and those that you're not.

Even if all you do is file your updated re-
sume once you're done, it’s a valuable exercise.
If nothing else, when the next unforeseen op-
portunity comes along, you'll be ready for it.

Ask for What You Want

The biggest developments in my own career
have come about because I asked for something
I wanted. Sometimes it was a small thing—a
chance to work on a certain project, or an oppor-
tunity to go to a conference or seminar that I
was interested in. Other times it was a major
request—such as creating a new position in the
company for me so that I could do the work that
I thought needed to be done. You won't always
get what you want (I certainly don't!), but if the
powers that be don’t know you're interested,
they're less likely to think of you when oppor-

tunities do come around. If you make your
interests known, and if you get involved when
the chance is there, then more opportunities will
come your way.

(And just remember: “you can’t always get
what you want, but sometimes you get what
you need”!)

The Choice is Yours
Sometimes you end up feeling like you're going
nowhere, and you don’t know how to fix it. You
know you want something more out of your
career, but you're not sure what. Even going
through a thoughtful analysis only seems to high-
light the problems, without offering solutions. Or,
sometimes you know what direction you want to
go in, but there are obstacles in the way.
Sometimes all you need to move your career
forward is to realize that you do have a choice.
The choice might well be to stay where you are,
because it meets most of your needs at the mo-
ment. The choice might be to stay where you are
for now, but go to evening classes and work on
developing different career options for the future.
Or, it might be that it is time to make a change,
but you need to spend some time on research be-
fore you can make an informed choice. The first
step is to identify that there are options open to
you, even if you can’t see them right away.
Early in my career, I was told that I couldn’t
apply for a job in another department because
the project I was on was too important. I was
furious, because I had been waiting for an
opening in that area. My response was to fire
out resumes in all directions, which netted me a

... you need to
regularly assess
your career—
where it’s going,
and what you
want out of it...

(continued on page 22)
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Public Speaking: Hint ... It’'s Not About You

by James Gray

From The Globe and Mail, June 11, 2003

Communication

Public speaking still ranks among humankind’s
greatest—and most irrational—fears. The anxiety
has as its roots a kind of self-absorption: We
become overly concerned with our “performance”
and how those in attendance will perceive us.

The antidote is simple. We have to take our at-
tention off ourselves and direct it to where it truly
belongs, on the audience.

The best speakers realize that. They also know
that a single presentation is rarely critical to the
survival of a democracy. They realize that while
speaking convincingly to colleagues, clients and
prospects influences the trajectory of careers, for
the most part they’ll be evaluated according to
how they communicate over time. It's cumulative.
Speaking well in public is a long-term job that
takes commitment, patience and the realization
that on occasion, we’ll falter. Big deal.

Armed with those new perspectives and the
following eight rules, you too can learn to enjoy
public speaking:

Preparation is Key

We've all attended presentations where the speak-
ers didn't know their audiences or their material.
Those experiences are difficult for presenters and
onlookers alike. When you don’t know your narra-
tive, half your awareness is taken up trying to recall
the information you need to communicate. You
appear scattered and uncertain. And you run the
risk of losing the confidence and possibly the
respect of your audience. The lesson here is that
you need to know your story cold. When you do,
you're free to be yourself. Only then can you
engage others with self-assurance and enthusiasm.

Check Out the Venue

If you'll be speaking in a room you haven’t seen, do
your best to visit it beforehand. Why? We're crea-
tures of habit. We fear the unknown and luxuriate
in the known. You'll appreciate the early visit when

18 #The Stepping Stone ¢ January 2005

you stride to the lectern for real, in front of 500
onlookers. Your brain will say: “Hey, we’ve been
here before. This isn't so bad.” Take advantage of
the venue check to test your technology and intro-
duce yourself to the audio-visual personnel. You
definitely want them on your side. Those experts
can make you look very good, or very bad. Learn
their first names—and use them in conversation.
(“Buddy” just won't cut it.)

Start Your Presentation Early
In a way, your speech begins when you walk into
the room in which you’ll deliver it. Before their
addresses, many speakers will ignore the very peo-
ple they’ll soon have to count on for attention and
support. Don’t even think about it. Whenever pos-
sible, reacquaint yourself with colleagues in the
crowd and introduce yourself to those you don’t
know. (You'll need as many friends as possible later
on.) Smile frequently at members of the audience
while you're being introduced. When giving their
remarks, the best speakers will connect with three
or four encouraging faces in different parts of a
room. It creates a feeling of collective intimacy,
even within a large venue.

Go Easy on the Stimulants
Alittle nervousness before a big speech is natural.
A few jitters indicate you have respect for your
audience. Too many speakers, however, stoke
their pre-presentation nerves to the point of
apoplexy by ingesting copious amounts of caf-
feine. Go light on the pre-speech stimulants. If
you must drink coffee, go with decaffeinated.
Better yet, sip room temperature water. (Ice water
can traumatize the vocal cords.) Avoid dairy
products, such as yogurt, which can thicken the
voice. It's best not to eat too much before a speech
and run the risk of indigestion. Promise yourself
a great meal afterward—as a reward.

Have a Backup Plan

If your laptop went missing minutes before your
presentation, could you still deliver a powerful dis-
course? The answer should be “yes.” Similarly, if
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Public Speaking: Hint ... It’s Not About You

conference organizers came to you and declared
that because previous speakers had gone over their
time you’d have to reduce your 20-minute presen-
tation to 15 minutes, could you do it? You should
be able to. You need to have a hard copy of your
presentation that you can effortlessly deliver from
if your technology goes down. And you should
know your material so well that you can present
different versions of it, depending on your time.

With PowerPoint, Less is More
Effective public speaking is about taking the pres-
sure off yourself so you can be yourself. When
speakers launch right into PowerPoint they often
find it difficult to be themselves, so concerned are
they with the operation of their technology. (How
many presentations begin with the lament: “Where
are my slides?”) Try this: Forget about PowerPoint
for the first minute or so of your presentation.
Display a company or product logo as background,
and use the time to establish a relationship with the
audience. You'll build credibility and self-confi-
dence. When your slides are done (with no more
than a slide per minute), finish as you started, with
personal interaction. Not so long ago, speakers
addressed others like this all the time.

PERSONAL DEVELOPMENT—Communication Skills

Start Slowly

Most presenters speak far too quickly off the top,
slowing down only as they become more comfort-
able. You need to start slowly. Why? In the early
going, members of the audience are getting to
know you and what you're all about. If you speak
too rapidly they’ll miss essential contextual infor-
mation, diminishing their understanding of your
story. After a while, they’ll stop caring. The best
speakers always start slowly. They keep their open-
ing sentences short and simple. Indeed, they mark
up or choreograph their scripts to remind them-
selves to pause, or stop or smile. During your pres-
entation you'll want your audience with you every
step of the way—starting slowly ensures that
you'll commence the journey together.

Aim To Be Good, Not Perfect
If you prepare your speech with the goal of deliv-
ering perfection and you flub a line early, your sub-
conscious will helpfully inform you that you've
failed. I've seen speakers fall apart after that. All of
us will occasionally flub because we're human.
However, if you serve the needs of your audience
with discipline and passion, few will remember
that you were less than perfect. Or even care. O

Effective public
speaking is about
taking the
pressure off
yourself so you
can be yourself.

NEW YORK SECTION COUNCIL MEETING

Members of the Management & Personal Development Section Council gather in New York during the
SOA Annual Meeting to discuss the future activities of the section.

Standing—Tleft to right: Dan Shinnick (2003-04
section chairperson), Dave Miller, Faisal Siddigi,
Sim Segal (2002-03 section chairpersomn)
Seated:left to right: Jennifer Gillespie (2004-05
section chairperson), Gail Hall, Vince Granieri,
Sudha Shenoy

Incoming chairperson Jennifer Gillespie presents books
of appreciation to outgoing chairperson Dan Shinnick
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Success

by Richard J. Lauria

oth in business and other interpersonal

dealings, a common desire is the build-

ing of successful long-term relation-
ships. Such relationships are the foundation
of the financial services business. Yet main-
taining this foundation is often an elusive
challenge for many individuals and organi-
zations. The business media teems with sto-
ries where such relationships deteriorate into
conflicts, often resolved through difficult and
expensive legal procedures. What are the
causes of such conflicts, and what can be
done by the business community to improve
the overall health of its relationships?

Stephen Covey provides answers to these
questions in his best selling work, The Seven
Habits of Highly Effective People. Chapters 4,
5 and 6 discuss techniques to building inter-
personal relationships that can be applied to
many business situations. I will discuss one of
those techniques, the principle of “Win/Win”
thinking in this article.

Win/win means an approach that creates a
win for all parties involved, when taken from
each party’s respective point of view.
Win/Win has not occurred if one side does not
view the resulting agreement as a win, even if
the other party believes that the party in ques-
tion should view the agreement as a win.

Win/Win does not necessarily imply that
a compromise has been reached.
Compromise is a lower form of Win/Win
where both sides give up part of what they
viewed as a “true win” in order to close the
deal. There may be an arrangement to be
found through patience and creativity that is
better for both sides. Such an arrangement
may be quite different from the original
thinking that each side brought to the table.

Win/Win does not mean just being nice.
Such an approach requires a balance of
courage and compassion. Courage is required
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to honestly state what one reasonably wants
and needs from the relationship. Lacking such
courage will lead to compromise at best, and
being rolled over and taken advantage of at
worst. Lacking courage produces a Lose/Win
mindset and result. And continually being on
the short end of the stick over time will in-
evitably create frustration and a desire to
change or terminate the relationship.

At the same time, compassion is needed to
understand the reference frame of the other
side to best help meet their wants and needs.
Without compassion, the mindset brought to
the table is one of either Win (not caring how
the other side feels) or Win/Lose (wanting
the other side to not get what they want).
This often leads to a confrontational situation
where both sides are thinking Win or
Win/Lose. And if both sides are thinking
Win/Lose, then the relationship will likely
fester with either one side winning or both
sides losing (a Lose/Lose situation). At this
point, it may be best for all parties involved
to go their separate ways, as the relationship
is often beyond repair.

Note that there are situations where Win
or Win/Lose approaches may be unavoid-
able and even necessary. An example would
be an organization with separate sales offices
working independently of each other in dif-
ferent markets. To increase sales, competition
can be evoked by providing extra monetary
incentive for the office with the best produc-
tion. Since the offices work independently of
one another, there is minimal chance of one
office sabotaging another’s production.
Another less benign example occurs in suc-
cession planning, where multiple qualified
individuals are competing to be the succes-
sor. While the competition may be necessary
to determine the best candidate, it's important
that appropriate incentives for cooperation
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Using the Win/Win Approach to Build Lasting Success

be included to protect the long-term interests
of the organization.

Getting an organization to think Win/Win
when dealing with internal issues requires
setting up incentives that foster such a cul-
ture. The saying, “You get what you pay for,”
clearly applies. An example that used to
occur frequently in insurance organizations
was to compensate marketing and sales
based solely on production while compensat-
ing underwriting and actuarial based solely
on earnings. This system led to silos and pro-
duced tensions between the front and back of-
fices when negotiating pricing and product
design. Shane Chalke’s “Macro Pricing” para-
digm linking production, price and profitabil-
ity paved the way for many companies to
redesign their compensation systems, result-
ing in improved organizational alignment.

Cooperative actions will only happen if
the right systems are in place to encourage
such actions. The goals, resources, account-
abilities and consequences associated with
such systems should be clearly stated in per-
formance agreements. The clear documenta-
tion of these items helps the organization
focus on the right objectives and eliminates
the need for micro-management.

Getting to Win/Win requires that each side
has a high “Emotional Bank Account” with re-
spect to the other party. This means that there
is significant mutual trust and respect. Such
trust typically requires enough experience in
dealing with each other to make the necessary
“deposits” to build up the accounts. Having
high account balances fosters the courage to
state unambiguously what each side wants
while encouraging the empathy required for a
mutually satisfying result.

If such a desirable relationship does not
exist, the two parties may agree to go for
“Win/Win or No Deal.” This means that
both sides agree to try to reach an agreement
that works for everyone. If such an arrange-
ment cannot be found, then both sides agree
to walk away, no hard feelings. An example
where this approach can work is an insur-
ance company negotiating terms with a po-
tential new product distributor. Of course,

PERSONAL DEVELOPMENT—Interpersonal Skills

there are situations where No Deal is not an
option. An example would be a contract ne-
gotiation between insurance company man-
agement and the labor union representing
the company’s career sales agents.

One other important element for
Win/Win to be feasible is that both sides
have an “abundance mentality.” This is the
belief that there is enough for everyone.
There is a human tendency to believe in lim-
ited resources and that we are all competing
for them in a never-ending rat race. This
“scarcity mentality” will typically produce
Win/Lose results.

In summary, the Win/Win approach pro-
vides the mindset necessary to developing
successful long-term relationships among in-
dividuals and businesses. Such thinking
leads to better cooperation within an organi-
zation and opens the door for creative solu-
tions between business partners. While
Win/Win is not applicable to every business
situation, there are many cases where it has
been applied successfully. Where possible,
the inclusion of the “No Deal” alternative is
desirable because it allows both sides to ex-
plore all possible avenues with courage and
conviction, under less pressure. Finally,
Win/Win must go beyond thoughts and
words and be reflected in the systems and
processes that comprise all organizations. Q

Getting an
organization to
think Win/Win
when dealing
with internal
issues requires
setting up
incentives that
foster such a
culture.
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MANAGEMENT—People Management

Why Should | Follow You? ¢ from page 4

So what's your track record for creat-
ing new ways of doing things? Have you
ever suggested (or even better, imple-
mented) new approaches to customer
service or marketing? New methodolo-
gies, templates or tools? New ways to
train and develop people? Where is the
evidence of your creativity in running any
aspect of your business?

4. Style

Finally, if all the other tests have been met,
a follower will be interested in your style.
Great leaders are effective coaches, help-
ing everyone on the team to stretch and to
fulfill their goals. Great coaches must
excel at two seemingly opposing skills:
they must be supportive and nurturing, as
well as continually demanding—nagging
their followers to stretch to the next goal.

Your Career—It’s Up to You ¢ from page 17

couple of interviews. Ultimately, I ended up get-
ting the job I had originally wanted, but it was a
choice between several alternatives, rather than a
default option. It was also satisfying in that [ had
reclaimed the power to determine my own ca-
reer regardless of what obstacles had been put
in my way. Your career is yours, and no one
else’s. You need to create the choices in your own
life and then act on them. No one else can, or
will, do it for you.

Take Risks
Sometimes you just have to take a risk. If that
scares you, practice taking smaller risks that
don’t matter so much and work yourself up to
it. Be willing to fail or even just to look silly.
Most actuaries are risk averse, whether by
nature or by training and it takes practice to
break the habit. But if you want to succeed, you
have to be willing to go out on a limb once in a
while. (If necessary, start by standing next to the
tree and looking at the limb).

After practicing with smaller risks, I recently
decided to go all out: I packed up all of my be-
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You must demonstrate both of these
skills. If you're only demanding, you'll be
perceived as Atilla the Hun. If you're only
nurturing, you'll be perceived as a wimp! In
either case, people won’t follow you. What
people need in a leader is a friendly skeptic,
a loving critic, a challenging supporter—
someone who’s not afraid to give both posi-
tive and negative feedback, and is involved
enough to know when either is due.

It’s been said that “A leader doesn’t build a
business—a leader builds an organization
that builds a business.” For you to be per-
ceived as leader, you must be interested in
building a team. And you must be prepared
to get your satisfaction from the success of
others. It's more about attitude than it is
about natural talent. Q

longings and moved from Canada to Ireland. In
fact, I also switched from life insurance to P&C at
the same time. It's a lot of change in the middle
of a career, but hey, why not? Surprisingly, the re-
action from most people was that it was some-
thing they wished they could do. We get stuck in
a rut and then we get comfortable in it. Even if we
want to change, we become afraid to take risks
that will move us away from what we know.

You have to be willing to take a risk now
and again if you want to move your career for-
ward. It might be as simple as volunteering for
a project that takes you out of your comfort
zone. Or it might be as dramatic as moving to
another country. Whatever it is, be willing to
take the risk and make the most of it.

As I said to begin with, I'm not an expert.
But I have had a varied and fulfilling career up
until now and I expect it to continue that way.
It's up to you to determine where you want to
go and then figure out how to get yourself
there. There are lots of good resources avail-
able, but it won’t happen by itself. What you
make of your career is up to you. d
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