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WHO THIS BODK IS
FOR

People in formal leadership positions are one type of leader. This book is for
you. There are also many informal leaders, not recognized in the structure
chart. This book is for you, too. Then there are would-be leaders, some of
whom are being groomed as leaders by the organization you work for. This
book is for you. Finally, and most interestingly, there are should-be leaders,
the many potential leaders who do not even think of themselves as leader-
ship material. This book is for them, too. If you know one, give them a copy.

They are unlikely to pick it up themselves.

: “Most leadership strategies are doomed to failure from the outset ... The first :
problem with all of the stuff that’s out there about leadership is that we haven’t
: got a clue what we’re talking about. We use the word “leader” to mean “execu-
¢ tive”: The leader is the person at the top. That definition says that leadership is
i synonymous with a position. And if leadership is synonymous with a position,
¢ then it doesn’t maiter what a leader does. All that maiters is where the leader

¢ sits. If you define a leader as an executive, then you absolutely deny everyone

¢ else in an organization the opportunity to be a leader.”

: Peter Senge

Xi






Introduction

THE G0 SEGOND PHD
IN LEADERSHIP

This book is a distillation of 30 essential elements of leadership into 60
second digestible chapters. There are also 30 true 60 Second Leader Talesin be-
tween the chapters to help bring some of the leader learning points to life.
However, I don’t want you to feel misled by the book title. So if you picked
this book up expecting to find ‘how to be a great leader in 60 seconds’, then

here it is:

THE 60 SECOND PHD IN LEADERSHIP
Think back to the best boss you ever had and the worst boss you ever

had.

1  Make alist of all things done to you that you abhorred.
2 DON’T DO THEM TO OTHERS. EVER.

3 Make another list of things done to you that you loved.
4 DO THEM TO OTHERS. ALWAYS.

And you thought leadership was complicated.

Source: Dee Hock, founder of Visa. I first heard Hock’s 60 Second PhD in

Leadership from Tom Peters, who uses it sometimes in his presentations.

So, if that is what you wanted — how to be a great leader in 60 seconds — the

rest of this book is just gravy.
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1. The 60 Second Leader and ...

FAILURE

Forgive and remember. When Jack blew up the plant. The
Tripping Point.

ARNIE ON FAILURE

i Ifyou fail, try, try again.

i Then bring in the stunt double.’

: Arnold Schwarzenegger, quoted in Vanily Fair

You probably don’t think of yourself as a failure. But, you or so-called
‘leaders’ in your organization may find it a useful label to hang on others.
Allocating blame when things go wrong is a long-standing convention for
maintaining the myth of leader infallibility. It poisons your culture, as those
below will follow the lead. Using the authority of position to cascade blame
becomes the norm.

The best leaders adopt a different perspective on failure, encouraging
a forgive and remember culture. Firstly, you separate failure from the person
—it’san occurrence, notan inherent trait.* Secondly, you make it clear some
failures are a desirable outcome of trying new things. Thirdly, you set in
place practices for limiting damage when failure occurs and for capturing
and sharing learning.

This last — sharing learning to prevent repetition of mistakes — is where

most organizations still fail.

*The caveat is, of course, that even with the best recruitment methods you can end up with

someone who repeats mistakes or just makes too many and has to be moved or leave.
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The road to wisdom?

Well, it’s plain and simple to express:
Err

and err

i and err again

but less

and less

and less

: Piet Hein, Danish inventor and poet

Here’s Jack Welch, the legendary CEO of General Electric, illustrating
the importance of leaders tolerating failure, with an episode from his own

past:

Kirsty Wark: I understand one of the first things you did at GE was blow up
the plant you were working in and that it had a profound effect on you.
Can you explain?

Jack Welch: I did accidentally blow up the plant, yes. I was about 25 and had
been experimenting with a different mixture. There was an explosion. I
was scared stiff when I went to the manager. But, he was mainly curious as
to why I had done what I had done and what I had learnt from it. “‘Would
the process I was trying have worked?’ is what interested him! That real
encouragement to get it right rather than a punishment did have a pro-

found effect on me, yes.
Admit it: you would have fired him.

LIMITING THE DAMAGE OF FAILURE
Use pilots to limit the damage when trying new ways of working. The
three principles of successful pilots are: think big; start small; scale

fast.
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MECHANISM FOR SPREADING LEARNING FROM MISTAKES
Jack Welch again:

‘We celebrated mistakes at a management gathering with 1,000 people in the
room. A manager would get up and say why the environmentally sensitive light
bulb or whatever it was had failed ... then we’d give them $1,000 or a TV

or something, depending on the scale of the thing. The point was to share the
learning and get smarter as an organization.” "

ON THE OTHER HAND ...

You will hear again and again in leadership development circles the mantra
‘learn from mistakes and failures’. But, in among the din of all that noisy
received wisdom, I recently heard one voice point out that there is an uber-
message about failure; a message that is more important than ‘learn from

your mistakes’. I heard Bob Geldof say this at the end of 2006:

“The Bob Dylan line always appealed to me: “There’s no success like failure
and failure is no success at all.” It was a while before I understood it. Leaders
need the ability to fail and then get up and go on. It doesn’t matter if you
don’t learn from the failure. But it does matter that you get up and get on.’

The Tripping Point: @ Refers to those moments in life where you land on your back-
side and suddenly realize, with blinding clarity, that you got it wrong. For great leaders
at all levels in an organization, these are significant illumination points in life. The
shock of failure sears into you, you learn, change and, as Geldof says above, get up
and move on. And you show other people by your own example how to do it.

AND, FINALLY ... WHO’S THIS FAILURE?

(Thank you to Professor Aidan Halligan for sharing this with me):
1831 Failed in business

1832 Defeated for congress

1834 Failed in business

1835 Sweetheart died
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1836 Had nervous breakdown

1838 Defeated for Congress

1843 Defeated for Congress

1846 Defeated for Congress

1848 Defeated for Congress

1855 Defeated for US Senate

1856 Defeated for Vice-President

1858 Defeated for US Senate

1860 Elected sixteenth President of the USA

Clue: Tall chap. Beard. Probably shouldn’t have gone to the theatre. One of

the most revered US Presidents in history.

SOURCES AND FURTHER READING

(1) Keynote interview, European Conference on Customer Management, Lon-
don, 2004, organized by www.ecsw.com. The excerpts here are from
my shorthand notes.

(2) Iknow, I wish I’d thought of it, too. But, I spotted the phrase ‘“The
Tripping Point’ in the book Success Built to Last: Creating a Life That

Matters, Jerry Porras’ follow-up to Built To Last.

Worth reading: Wiy CEOs Fail, David Dotlich, Peter Cairo et al. Eleven
reasons leaders fail. Not just for CEOs, despite the title. My favourite is

Number 4: ‘Excessive Caution: The next decision you make may be your first ...’
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A 60 Second Leader Tale: Leading by example

Example is all in a leader. That’s all leadership is.”
: Aidan Halligan

Here’s a true leader tale from Captain D. Michael Abrashoff, who turned
around a poor-performing ship, USS Benfold, to make it, according to a
number of measures, ‘the best damn ship in the Navy’. That phrase became

the strap line that Benfold sailors used to describe their own ship

‘On Sunday afternoons, we had cookouts on the aft flight deck. One
Sunday early in my command, I went back to observe. A long line of
sailors stood waiting to get their lunch. My officers would cut to the head
of the line to get their food, and then go up to the next deck to eat by
themselves. The officers weren’t bad people; they just didn’t know any
different. It’s always been that way.

When I saw this, I decided to go to the end of the line. The officers
were looking down, curious. They elected the supply officer to come talk
to me.

“Captain,” he said, looking worried, “you don’t understand. You go to
the head of the line.”

“That’s okay,” I said ...

I'stood in line and got my food. Then I stayed on the lower deck and
ate with the sailors. The officers became totally alert. You could almost
hear the gears shifting in their heads.

The next weekend we had another cookout and, without my saying a
word to anyone [author’s note: my emphasis], the officers went to the end
of the line. When they got their lunch, they stayed on the lower level and

mingled with the sailors.
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Given the Navy’s basically classist society, to say that the fraternal scene
on the flight deck was unusual would be an understatement. To me, it
felt right ...

As Captain I was charged with enforcing 225 years of accumulated
Navy regulations, policies, and procedures. But every last one was up
for negotiation whenever my people came up with better ways of doing
things. To facilitate that I had to encourage the crew to take initiative
— and make sure the officers welcomed it. And that meant they would
have to get to know one another as people. They would have to respect

one another, and from that would come trust.’

Source: It’s Your Ship: Management techniques from the best damn ship in the
Navy, by Captain D. Michael Abrashoff, an instinctive, largely self-taught
leader. This book is packed full of practical lessons for challenging hier-

archy and improving performance through inspired leadership.
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INTUITION

How George Soros makes investment decisions and how
Kjell Nordstrom’s dad finds fish.

There’s a great distrust of instinct and intuition in business leadership today.
Analysts, investors and regulators want to see the solid ground on which your
decisions are built. Post-dotcom bubble, post-Enron, post-Worldcom, people
are wary of anything that may not be grounded in reality (or legality, come
to that).

Professor Bob Sutton of Stanford University says, as part of the promotion
of facts over intuition, ‘Organizations that rely on facts rather than intui-
tion can outperform the competition’.  Now I have a lot of time for the
thinking of Bob Sutton, but the problem with this particular thinking is that
intuition and facts are not mutually exclusive. Here are two examples of the
power of intuition as an expression of tacit knowledge — things you know in
your bones but can’t always put into words.

The first is from Malcolm Gladwell:

‘My father will sit down and give you theories to explain why he does this or
that,” the son of the billionaire investor George Soros has said. ‘But I remember
seeing it as a kid and thinking, “At least half of this is bull.” I mean, you
know the reason he changes his position on the market or whatever? It is
because his back starts killing him. He literally goes into spasm and it’s this
early warning sign.”®
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PLOUGHED-IN KNOWLEDGE
Instinct and intuition should not be lumped in with narrowness of thinking
and selective use of evidence. Often intuition draws not on hopes, fears and
prejudice, but on the kind of deep knowledge thatitis difficult or impossible
to articulate and evidence in a report because it is implicit. Intuition grows
from ploughed-in knowledge.

Here’s more, er, evidence in favour of intuition. It’s a story the economist

Kjell Nordstrom told me:

‘My father’s a fisherman. He has been all his life. Occasionally he takes me
out fishing in his boat. After a while, I'll say, “This looks like a good spot.
Let’s stop here and fish.” My father will just smile and say “Not today. Today
the fish are over there,” and point a mile or two to the west. And he is nearly
always right. I have given up asking how he knows. He looks at the sky. He
feels the wind. He watches the waves and senses the currents. He just knows
where the fish are.”

Facts and intuition are false opposites. Leaders should listen to their intuition
and instincts and allow others to do the same because they are subconscious,
fast ways of processing, aggregating and then accessing evidence to reach a
swift conclusion. Trust your gut. And make it clear to your people that you
trust them to use theirs.

But balance in all things. Leaders need more of both — a clear-eyed focus
on the relevant facts and evidence, rather than evidence that promotes a
particular agenda or perspective, PLUS more reliance on individual and

collective instinct. Collective instinct? See the next chapter, Decisions, for an

explanation.

Thin slicing: Malcolm Gladwell @ says we make snap decisions all the time, appar-
ently based on tiny slivers of information. It’s called thin slicing. He gives the example
of a woman at a speed-dating event who says of one failed encounter, ‘He lost me at

“Hello”. These fast decisions are often better than the outcomes of long, deliberative
reasoning processes. But, they can also be wrong.

10
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SOURCES AND FURTHER READING

(1) Hard Facts, Dangerous Half Truths and Total Nonsense, Bob Sutton and
Jeffrey Pfeffer. Partly-inspired by the growth in recent years of the
Evidence-Based Medicine movement in healthcare, Sutton and
Pfeffer argue that the approach should be carried over into how
organizations are run. Up to a point, gentlemen.

(2) Blink: The power of thinking without thinking, Malcolm Gladwell. Intui-
tion and instinct are by no means always right. But, they are powerful

tools in your decision-making, explains Gladwell.

1
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A 60 Second Leader Tale: Branson and gut leadership ...
or how an unanswered phone led to the birth of Virgin
Atlantic

: T can make up my mind ... in sixty seconds.’
: Richard Branson

In this true leader tale, Richard Branson says trusting your gut can be more

powerful than any amount of reports:

‘I can make up my mind about people and ideas in sixty seconds. I rely
more on gut instinct than thick reports. I knew within a minute that this
was for me — a 1984 proposal from a young American lawyer to invest in
a new airline.

It was a very bold step, but worth it. I decided to look into it. I had to
work out in my own mind what the risks were.

There was already a popular airline that sold cheap fares across the
Atlantic. It was called People Express. I tried to call them. It seemed every-
one must have wanted to fly, as their lines were busy. I tried all day but I
couldn’t get through.

I'knew I could run an airline better than that. I spenta weekend think-
ing it over. By Sunday evening I had made up my mind. I would be bold.
I would just do it.

On Monday, I called Boeing. I asked how much it would cost to renta
jumbo jet for a year. They were surprised, but they listened to me. By the
end of the call we had worked out a good price. I feltI had done enough

research.’

12
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At the time, Virgin Music was highly profitable. Branson worked out
that the money to start an airline was less than a third of a year’s profits
from Virgin Music. ‘It was a lot, but not too much. Even if we lost it all, we
would survive,” he said. ‘I always encourage people to be bold, but not

to gamble.’

Source: Screw It, Let’s Do It, Branson’s short-form autobiography, which

you can read in less than an hour. It’s a distillation of his longer book

Losing My Virginity. Both are highly recommended.
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Intuition and decisions. Not what but when. Decision
markets.

: “The more important a decision, the more important it is that it not be left in
: the hands of a single person.’
: James Surowiecki

Paul Van Riper, a retired Marine Lieutenant General, is famous in military
circles for out-thinking and beating the Pentagon’s battlefield decision
support system during war game exercises. He once tried an experiment
to test his theory that there were better ways to make decisions than the
military’s top-down approach. Van Riper got a group of Marines, trained in
the military’s rational decision-making techniques, to compete in a trading
simulation game with traders on the New York Mercantile Exchange. The
instinctive traders wiped the floor with the methodical Marines. When they
tried the same with war games back at the Marines’ HQ) ... the traders wiped

the floor with the Marines there, too.

LESS IS MORE

The lesson Van Riper learned is that, in fast-moving situations, a decision
based on 80 per cent of the information plus informed intuition is often far
better than waiting for a 100 per cent informed solution. By the time your
perfect information has been gathered, the world has moved on. ‘Decisions
don’t wait; investment decisions or personal decisions don’t wait for that pic-

ture to be clarified,” as Andy Grove, employee Number 3 of Intel put it. ®

14
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ON THE OTHER HAND ...

Leaders often assume they have to make decisions quickly, that lingering
over decision-making indicates weakness. This is particularly true of leaders
in new positions who have read all the literature telling them to make an
impact in the first 90 days and who want to stamp their mark as a decisive
leader. But, former New York Mayor Rudy Giuliani advises us not to make
decisions until you have to. The ability to reflect and ponder outcomes be-

fore acting is a sign of strength, not weakness, he stresses:

‘One of the trickiest elements of decision-making is working out not what, but
when. Regardless of how much time exists before a decision must be made, 1
never make wp my mind until I have to. Faced with any important decision,
I always envision how each alternative will play out before I make it. During
this process, I'm not afraid to change my mind a few times. Many are tempted
to decide an issue simply to end the discomfort of indecision. However, the

longer you have to make a decision, the more mature and well-reasoned that

decision should be.” ™

GROUP DECISION-MAKING

The very phrase ‘group decision-making’ probably has you reaching for the
Scotch and shaking your head in despair. The objections are well rehearsed:
nobody built a statue to a committee, consensus decisions are inherently
weak, ‘group think’ is slow and herd-like. And yet, and yet ... the received
wisdom on this may now be past its sell-by date. The Boeing 777 jet airliner
emerged from an exercise in group decision-making to help identify where
Boeing should go next. See the work on participative leadership through

critical mass interventions described later in this book.

DECISION MARKETS
Using ‘smart groups’ as a decision-support mechanism brings the power of
the market into your organization. Hewlett-Packard and Innocentive, a spin-off

of Eli Lilley, have both experimented with the smart groups principle to cre-
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ate internal decision markets, tasked with predicting which products would
win out in the marketplace. The markets — made up of a diverse group of
employees from across each business — out-performed the decisions made
by the companies’ leaders.

Smart groups do not consist of particularly smart or expert individuals.
They are a cross-section of people. James Surowiecki V' has explained the

four conditions that allow a group to be smart:
Smart groups beat individual decisions if they have

1 Diversity of opinion (each person should have some private informa-
tion, even if it’s just an eccentric interpretation of the known facts)

2  Independence (people’s opinions are not determined by the opinions
of those around them)

3 Decentralization (people are able to specialize and draw on local knowl-
edge)

4  Aggregation (some mechanism exists for turning private judgements

into collective decision).

The mathematical principle is simple, says Surowiecki: ‘Ask a hundred peo-
ple to answer a question or solve a problem and the average answer will often
be at least as good as the answer of the smartest member. With most things,

the average is mediocrity. With decision-making, it’s often excellence.’

OODA loops: Stands for Observe, Orientate, Decide, Act. A decision-making system
developed by fighter pilot John Boyd. If you are steeped in a fast-changing environ-
ment, rather than distant from it, you ‘wick up’ information like an oil lamp and your
resulting fast decision-making is more likely to be right. ® Yet few top leaders spend
a significant amount of time out where the action is, absorbing information through

their pores, instead of through reports.

16
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SOURCES AND FURTHER READING

(1) The Wisdom of Crowds: Why the Many Are Smarter Than the Few, James
Surowiecki. Especially powerful are the last few pages of Chapter
10, which give detail of how the HPand Innocentiveinternal decision
markets worked.

(2) Sources of Power, Gary Klein’s classic book on decision-making, with a
slightly misleading title. Klein studied nurses, fire fighters and oth-
ers who make fast decisions under pressure.

(8) ‘Decisions Don’t Wait’, a paper in the Harvard Management Update,
January 2003, in which Clayton Christensen and other Harvard fac-
ulty members interview Andy Grove of Intel.

(4) Leadership, Rudy Giuliani.

(5) Boyd: The fighter pilot who changed the art of war, Robert Coram’s biog-
raphy of the fascinating John Boyd.
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A 60 Second Leader Tale: Unexpected leaders

‘A leader is the one who climbs the tallest tree, surveys the entire situation, and
© yells: “Wrong jungle!”
¢ Stephen Covey

Don’t look for leadership just at the top of the tree. Listen to leadership
wherever it is expressed. Particularly, allow it to flourish in unexpected

places. Here’s an example ...

Tilly, who was ten at the time, was on the beach at Phuket, Thailand, with
her family. It was December 2004. She noticed the sea looked odd. It
was foaming, like the head of a beer, all across the surface instead of just
where the waves had broken. ‘Bad sea day’, as in ‘bad hair day’, she and
her mum joked together.

‘Then I suddenly had a vision in my head of the video we watched in a
geography lesson of the sea in Hawaii before a tsunami. It was exactly the
same,’ Tilly said later. At first her mum didn’t get it when Tilly told her, as
if in a scene from the film Jaws, that they had to get everyone out of the
water. So certain was Tilly of her recollection and of what was about to
happen that she began shouting to get her parents to listen.

Instead of telling her to calm down and be quiet, her parents were fo-
cussed by Tilly’s sense of urgency, and paid her their full attention. They
quickly agreed to get the rest of the family off the beach, then persuaded
the lifeguards to start getting people out of the sea. They warned as many
people as possible and then turned and ran when it became obvious Tilly
was right about what was coming. Listening to a 10-year-old girl with a

powerful story to tell saved their lives and the lives of many others.

18
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So, the one who climbs the tallest tree and sees the bigger picture,
as Stephen Covey puts it, doesn’t have to be the person who heads the
organization. Sometimes people at the front line, maybe in a relatively
junior position, have a clearer view of where the organization is going
wrong and, in this case, of a disaster that is about to strike.

What allowed Tilly to become a leader in this situation was a combina-
tion of her learning, her confidence in her own judgement, her urgent
sense that she could and should make a difference, her concern and
sense of responsibility for other people, and the readiness of her family
to listen to her, trust her and ultimately be led by her.

Does your organization (and that includes you) create that same set
of circumstances (culture) to allow people at all levels to step up and
take the lead when they need to? And when you see the need to take the
lead, no matter what your position in the hierarchy, do you step forward

and speak up?

Author’s Note: It has been pointed out to me that this tale actually rein-
forces one myth of leadership — the leader as hero who saves the day and
without whom everyone else is helpless. I am grateful for that accurate
observation. One true anecdote (yes, it’s a true story, as all these tales are:
Tilly received a Marine Society award in 2006) doesn’t always encapsulate
as many myth-breaking lessons as we would like. Having a young girl as
the prime mover at the heart of this story, and parents who were ready
to temporarily cede their own leadership authority to the child based
on trusting her judgement and knowledge, helps to break one powerful
archetype — the patrician, Churchillian, leader that so many CEOs and
other managers model themselves on, often subconsciously. It also makes
the point that we must encourage leaders to emerge from unexpected
places and recognize them when they do; that in flexible organizations,
different people will lead at different times, depending on needs, knowl-

edge, circumstance and particular skills.




4. The 60 Second Leader and...

CONNEGTION

Leadership is personal. Mass personalization. And Death
came third.

‘Only connect.
: E. M. Forster

LEADERSHIP IS PERSONAL
The economist, journalist and author Will Hutton has a story about Bill
Clinton. Hutton was at a reception with hundreds of others when Clinton
swept in with his entourage. He worked the room, shaking hands. When he
got to Hutton he paused. ‘Will Hutton, right?’ said Clinton with a twinkle
in his eye. ‘I really enjoyed your book,’ he said, then shook hands with real
warmth, and mentioned both the book title and a point that he remem-
bered from it. Then he was gone, glad-handing the rest of the crowd. Hutton
says he was stunned at the level of personal connection achieved in just a
few seconds. ")

Clinton could intimately touch the person he was communicating with

(stop snickering: you know what I mean). Reagan could do it too.

MASS PERSONALIZATION
The odd thing is that they could both do it even through television, an
impersonal medium, addressing a mass, unseen audience. They were able
to keep it personal even though the connection was one-to-many rather than
one-to-one.

The ability to connect didn’t always work, however. Colin Powell tells a

cringe-making story about the first meeting between Reagan and Gorbachev
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in the White House, to discuss nuclear disarmament. Gorbachev showed a
complete command of the facts and the arguments, says Powell. Reagan,
who had said nothing, then told a folksy story about the difference between
Russian and American taxi drivers. It was met with stunned silence. Powell
says the whole of the next meeting was spent recovering credibility. ®

Your job is to touch everyone and get into their soul. Fvery moment you are in

your office, you are useless.’
: Jack Welch

Rapportis the one-to-one ability to connect. It comes from a genuine interest
in others. Natural projection is the ability to get past the artificiality of stand-
ing on a stage or talking into a TV camera and still connect on a personal
level. Daniel Goleman says the ability to connect with people one-to-one or
one-to-many requires emotional resonance— empathy — and says it is the prime
requirement of leaders today. Hence his phrase ‘primal leadership’. )

You don’t have to be the official leader in a group to be the primal leader.
Sometimes in a team or even a large organization the official leader may
have trouble connecting on a personal level. People then transfer their
need for emotional leadership —for a person or value system that helps give
meaning to their personal contribution — to someone else they trust and re-
spect, perhaps a deputy or a peer. The formal leader, if they have any sense,
then works through that person and ideally learns from them about how to
build relationships more effectively. Or the formal leader sees the emotional

leader as a threat and sabotages them. Then you are in a real mess.

AND, FINALLY ... DEATH CAME THIRD

In a New York Times survey, people were asked what they feared most. Death
came third. Walking into a crowded room came second. Public speaking
came first. ¥ Most managers worry about their ability to stand up and move

a crowd — but you don’t have to be a natural public speaker to connect

2
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and communicate effectively. Richard Branson froze and jumped off the
stage the first time he was called to give a big speech. Jack Welch stammers.
Branson occasionally does, too. Marcus Buckingham, a great orator, used to
stammer, too, and says he still feels so sick he almost throws up before going
on stage. It doesn’t matter if you are not slick. It only matters that you are

authentic: people want to hear from the real you. Leadership is personal.

Network leadership: Goleman says the most effective leaders ‘are more connected

to people and to networks’ (author’s note: my emphasis). ® You can’t dominate a
network with old-style leadership, but you can emerge, with the network’s consent, as
one of its leaders, regardless of your formal position or job title. Network connectors
who bring talented people together in a community of interest are among the most
effective leaders today.

SOURCES AND FURTHER READING

(1) I'heard this story from Will Hutton’s friend, Richard Reeves.

(2) My American Journey, Colin Powell.

(8) Primal Leadership, Daniel Goleman, Richard Boyatzis, Annie McKee.
UK readers note: inexplicably, given the power of that title, this book
was renamed The New Leaders for publication in the UK.

(4) And Death Came Third, Andy Lopata, Peter Roper.

(5) Primal Leadership (see note 3).
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A 60 Second Leader Tale: Ikea’s ten-minute leader

The world’s second, third or fourth richest man, depending on how you
calculate these things (he disputes that he is any of those, by the way) is
Ingvar Kamprad. By some calculations, he knocked Bill Gates off the top
spot a while back. The founder of Ikea leads ... thriftily is probably the best
way to put it.

What interests me about this is how Kamprad’s legendary thrift ends up
writ large, multiplied a millionfold, mirrored in the behaviour of thousands
of employees, to become the central tenet of Tkea’s low-cost culture. Stories
about Kamprad’s unwillingness to spend money circulate endlessly within
Ikea, showing (a) the power of leading by example, and (b) the importance
of company stories in creating a culture.

These five 10-second Kamprad stories are from Elen Lewis’s great little

book, Tkea, A Brand For All The People, and the sixth is from Richard Branson:

1. THE RE-USABLE RIBBON

Kamprad was invited to Almhult, the tiny town in Smaland where the first
Ikea store opened in 1953. A statue of Kamprad in the town centre had
been erected and Kamprad was supposed to attend to cut the ribbon and
officially inaugurate his statue. When the moment came, instead of cut-
ting the ribbon, Kamprad carefully untied it, rolled it up in his hand and

handed it back to the mayor, saying: ‘Now you can use this ribbon again.’

2. WHEN THE BOSS SLEPT IN THE CAR

An ex-employee recalls a business trip to a factory in Poland. They were
travelling in three cars, but got lost and couldn’t find a cheap hotel.
The only hotel free in the area was a Marriott, an expensive chain that
Kamprad immediately vetoed as it cost too much. They all slept in their

cars that night.
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3. IS IT CHEAP ENOUGH?

There’s the story within fkea of Kamprad, on a store visit, questioning
customers as they queue for the checkout. Seizing items from their trol-
ley and basket he keeps asking them how much they paid for their things.
Apparently everyone just thought he was a bit crazy. They didn’t realize
they were being questioned by the Ikeafounder. Then he would ask them,

‘Well, is it worth it? Is this item worth the amount you’re paying for it?’

4. BE THE CUSTOMER

Kamprad is famous for playing a game during his arduous 15-hour visits
in Ikea stores. He pretends that he is a customer shopping with his wife,
Margaretha. Kamprad plays both parts. So, during these inspections,
he’ll walk around pretending his wife is with him, talking to her, asking
her opinion. At every room set and display he checks the imaginary shop-
pers have everything they need. He will say things like: ‘So, Margaretha,
what do you think of those sofas and where is the pen where we could

write down notes about it?’ It’s as if he’s fine-tuning a violin.

5. WHEN THE BOSS HID IN A CARPET

Established sectoral players often gang up on a challenger brand that
breaks their conventions and presents itself as the customers’ champion.
Ikea’s prices were so low that the National Association of Furniture Dealers
in Sweden sent an ultimatum to some suppliers threatening to stop buy-
ing from them if they continued to sell to fkea. Both Ikea and Kamprad
personally were banned from trade shows. Kamprad smuggled himself

into one, hiding in a rolled up carpet in the back of a Volvo.
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6. THE TEN-MINUTE LEADER

Richard Branson, similarly a leader of challenger brands that like to
break sectoral rules, says that Kamprad divides his day into ten-minute
sections and is intent on getting the most out of each ten minutes be-
cause ‘you will never get them back’. So the thrifty leader is even thrifty

with his time.

Sources: Great lkea, a Brand For All The People, Elen Lewis (Tales 1-5);
Losing My Virginity, the autobiography of Richard Branson (Tale 6).
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5. The 60 Second Leader and ...

LUGK

The gorilla and the basketball. Can you make your own
luck?

i I spent 26 years leading expeditions that looked for a lost city under the desert -1
: wasn’t out there for the whole 26 years, I just repeatedly went back to try and find *
: it. It was found by sheer good luck. It turned out it was under the base camp I :
¢ had been using for the previous 26 years to launch expeditions to find it ..."

¢ Sir Ranulph Fiennes, explorer

In an experiment, subjects were asked to watch a video clip of two teams
passing a basketball between them, and told they had to count the number
of passes. Halfway through the clip, a man dressed in a gorilla suit walked on
in the background, beat his chest, then walked off again. Eighty per cent of
the subjects failed to spot the gorilla. )

If you think success looks like all the things that used to make your com-
pany successful, but the fast-changing markets out there constantly re-define
what success actually looks like, then you will be unlucky. You will be looking

for basketballs and missing gorillas.

© “But is he lucky?’
: Napoleon'’s criterion for appointing a general
¢ (Apparently this is an apocryphal saying. Shame. I always liked it.)

Luck has become more important to success in recent years, as markets
have become less predictable. For example, product life cycles have acceler-
ated, so you are having to bet more often during your career on whether a

new product will succeed. Non-commercial organizations are equally under
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pressure from regulators to change drastically to become less bureaucratic
and more customer-focussed. Taking decisions in an age of more variables,
more uncertainty, obviously increases the risk of getting it wrong. So, can you

make your own luck to increase the odds of getting it right more often?

MAKE YOUR OWN LUCK
Luck is generally seen as an external factor, over which you have no control,
but there are also those who claim to be born lucky. Somewhere in between
these two extremes hovers the truth about luck: that you can, but only to
some extent, make your own.

There is an obvious, but not reliable, correlation between hard work and

luck, as the oil magnate John Paul Getty noted:

i My formula for success is

i Rise early.

Work late.

Strike oil.

: J. P Getty

OK, he meantitas a tongue-in-cheek comment on the high-risk oil prospect-
ing sector he worked in, but there is also an underlying truth to leadership
in this quote: the harder you work and the more opportunities you open up,
the luckier you are likely to become. Or, as golfer Gary Player said on being
told he had a reputation for being lucky, ‘It’s funny how the more I practise,
the luckier I get.’

The most interesting recent work on luck and organizations was con-
ducted by psychologist Richard Wiseman, '? whose research seems to find
there are two aspects to being lucky. The first is being in the right place at
the right time. This serendipity may be largely outside your control, though
Tom Peters points out that the more you network outside your conventional
circle (‘Go to lunch with a freak!” he is fond of shouting), the more chances

of encountering opportunity you create for yourself. ®
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Serendipity — stumbling across something useful — is, however, useless
without the second aspect of luck, which is recognizing the opportunity.
Luck comes to a prepared mind. Most of us aren’t awake to unexpected op-
portunity, says Wiseman, citing the gorilla experiment as evidence. Wiseman

identifies four factors in creating your own luck.

¢ Maximize opportunities. (Be open. Expect the unexpected.)

¢ Listen to your intuition. We are good at detecting patterns (see Chapter
2, Intuition, for more on this).

* Be positive.

¢ Putbad experiences into perspective.

You can tell from the last two points that, as with others who write on the
subject, Wiseman’s work veers towards positive thinking and self-help. But,
he insists that lucky thinking patterns create real-world business impact. Wise-
man experimented with trying to make an organization more lucky by instill-
ing in managers and employees what he says are the positive thought patterns

of lucky people. The business claimed to improve its profits by 20 per cent.

Luck and chance: Leaders have no control over chance, but you may have some

control over how lucky you and your organization are.

SOURCES AND FURTHER READING

(1) Did You Spot The Gorilla? How to recognize hidden opportunities in your life,
Richard Wiseman.

(2) The Luck Factor: The scientific study of the lucky mind, Richard Wiseman.

(3) The Pursuit of Luck, a list of 50 actions you can take to increase your
luck, appeared first in Tom Peters’ book Liberation Management and
can now also be found if you search for it on his website at www.

tompeters.com.
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A 60 Second Leader Tale: Covey on turning janitors into
leaders

A manager asked me how to geta team of janitors working in a way where
they took responsibility instead of ducking it.

I'asked who managed the supplies, cleaning schedules, keeping within
budget and so on. He managed all of that. So, my advice was to cede it
all step by step to the janitors. Let them set the schedules. Show them
how to do the budgeting. The principle at work here is: ‘Lead people,
manage things.’

He felt this was not possible with manual labour. But, much of what we
have to do today is turning manual workers into knowledge workers.*

The janitors now do the planning and doing. The supervisor serves

them. He has become a ‘servant leader’. Costs are down, incidentally ...

Source: My notes from a talk given by Stephen Covey.

Before you can lead others you need to be able to take charge of and lead
yourself. Frontline leadership, where there is no direct supervision of oth-

ers in a hierarchy, often consists of this initiative-taking self-leadership, and

leading peers by example.

* The phrase ‘knowledge worker’ is commonly taken to mean what white-collar workers have to

evolve into. That’s wrong. Manual workers are becoming knowledge workers too.
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6. The 60 Second Leader and ...

OPTIMISM

Confronting reality. The one and the many. Lead or led.
Faith and fate.

t The optimists. Oh, they were the ones who said, “We’re going to be out by

: Christmas.” And Christmas would come, and Christmas would go. Then

: they’d say, “We’re going to be out by Easter.” And Easter would come, and

¢ Easter would go. And then Thanksgiving, and then it would be Christmas

i again. And they died of a broken heart. This is a very important lesson. You

: must never confuse faith that you will prevail in the end — which you can never :
¢ afford to lose — with the discipline to confront the most brutal facts of your

i current reality, whatever they might be.’

Admiral Jim Stockdale, talking to Jim Collins about his time in the no-

: torious ‘Hanoi Hilton’ prisoner-of-war camp in Vietnam. The optimists,
: said the Admiral, died first. :

CONFRONTING REALITY
We are told there is too much optimism in business; that leaders talk up
themselves and their organizations and fail to confront reality when it
threatens their upbeat view of their own performance. @ I think that is
absolutely right. But, we also know that the mood of a leader is infectious
and can spread like wildfire. For most of us, most of the time, work isn’t the
equivalent of a prisoner-of-war camp. I'm not sure Jim Collins’ use of Admi-
ral Stockdale as an extreme example is always helpful, as it is hard to inspire
people around a position of stoicism. So how do you maintain a positive,
can-do spirit in your organization without ignoring uncomfortable facts?
Antonio Gramsci, the Italian political theorist, largely solved the problem

for us in the early twentieth century. He doesn’t start off too encouragingly:



THE 60 SECOND LEADER » DPTIMISM (l _

‘Turn your face violently towards things as they exist now. Not as you’d like
them to be, not as you think they were ten years ago, not as they’re written
about in sacred texts, but as they really are: the contradictory, stony ground
of the present ...” he wrote. Ouch. Try inspiring people with that and see if
they walk into work with a spring in their step.

But, then Gramsci comes up with a formulation that almost reconciles
the problem. Become, he says, and show others how to become ‘a pessimist
of the intellect and an optimist of the will.” Maybe tweaking Gramsci’s phrase
to become a ‘sceptic of the intellect and an optimist of the will’ tips the
balance in favour of realistic optimism, rather than still leaving us with that

negative word ‘pessimist’ in the mix.

THE ONE AND THE MANY

Leaders are at their most effective when they are most in touch with reality,
and this happens when they are almost viscerally in synch with the people and
markets they lead and serve. Synchronicity is a better word than alignment
to describe this ideal state. Organizational effectiveness gurus like to tell us
everyone and everything work best when aligned. But people, markets, cul-
ture, emergent trends ... none of these things are linear, nor are they static,
nor can they be placed alongside each other. In the real world, they mesh,
overlap and interact. They need to synchronize rather than align.

The relationship between the one and the many is at the heart of leader-
ship. Lord Byron put it this way: ‘And when we think we lead, we are most
led.” This may at first glance appear like that old saw, ‘Quickly, I must hurry,
for there go my people and I am their leader.” But it’s not about populism
or tails wagging dogs. It’s about tapping into and being part of the zeilgeist,
being synchronized or in tune with the state of things.

An analogy would be what long-distance runners call being ‘in the zone.’
It’s about being able to ‘wick up’ reality (see Chapter 3, Decisions) and be-

ing able to lead accordingly. It’s about leaders being part of things, not an
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external change agent acting on them. It’s the spasm in George Soros’ back

that tells him a market correction is coming.

FAITH AND FATE

There is a powerful insight from the Scottish mountaineer W. H. Murray
which is usually quoted to show how commitment can put fate on your side
—how faith can invoke fate, if you like. It’s quoted below.

Murray seems to be talking about bending the universe to your will, but
what he is actually observing is that, if you are in tune with what is emerging,
you can be a powerful accelerant for change. There is an interplay between
great leadership, events, trends, the organization, the people in it and the
market ‘out there’ that goes far beyond one person exercising their will over
others. Murray captures that symbiosis here, even if he appears to misinter-
pretit as the triumph of individual will, just as he misquotes Goethe:

‘Concerning all acts of initiative (and creation) there is one elementary
truth, the ignorance of which kills countless ideas and splendid plans:
that the moment one definitely commits oneself, then Providence moves
too.

‘All sorts of things occur to help one that would never otherwise have
occurred. A whole stream of events issues from the decision, raising in
one’s favour all manner of unforeseen incidents and meetings and mate-
rial assistance which no man could have dreamt would have come his
way.

‘T have learned a deep respect for one of Goethe’s couplets:

‘Whatever you can do, or dream you can, begin il.
Boldness has genius, power and magic in it.”®
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SOURCES AND FURTHER READING

(1) Good to Great, Jim Collins. Collins calls the ability to confront the
brutal truth and still retain belief that you will prevail The Stockdale
Paradox.

(2) Confronting Reality, Larry Bossidy and Ram Charan.

(3) Goethe scholars have failed to find these words or their German
equivalent in any of Goethe’s work. It doesn’t diminish their power,
though. The strongest argument against Murray is the usual one:
‘Where’s the control group?’ i.e. all those people who committed
themselves and went down in a blaze of unsung glory because Provi-
dence didn’t move. It only works if your decision is in synch with
what is unformed yet ready to emerge. Surfers do not create the

waves they surf.
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A 60 Second Leader Tale: Why your mood is so important

: ‘A leader’s mood is infectious. It can spread like wildfire through an organiza-
: tion. You can poison or uplift the mood without realizing it.’
Mike Harris, founding CEO, First Direct Bank

Be very aware of how your slightest signals can affect people when you are in
a position of power (that’s for all you formal leaders) or people look to you

for a lead (informal leaders).

‘No one wants to work for a grouch. Research has proven it: optimistic,
enthusiastic leaders more easily retain their people compared with those
bosses who tend towards negative moods.

Numerous studies show that when the leader is in a happy mood, the
people around him view everything in a more positive light. That, in turn,
makes them more optimistic about achieving their goals, enhances their
creativity and the efficiency of their decision-making, and predisposes

them to be helpful.’

In more than one sense, then, leadership is truly viral.

Source: Primal Leadership, Daniel Goleman, Richard Boyatzis and Annie

McKee.
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7. The 60 Second Leader and ...

STRATEGY

The one thing you need to know about strategy ... and
horses.

: ‘We have a “strategic plan”. It’s called “doing things”.’
Herb Kelleher, Southwest Airlines

THE ONE THING YOU NEED TO KNOW

Strategy and execution are not mutually exclusive and they are not sequential.
There isn’t the neat linear division between the two that most management
schools like to teach. This is what Henry Mintzberg gets and other strate-
gists don’t. "V Mintzberg’s insight says strategy doesn’t necessarily come first
— ‘think’ then ‘do’. Strategy and execution intertwine, so stop separating
them in your head.

‘Virtually everything that has been written about strategy-making depicts
it as a deliberate process. First we think, then we act. We formulate, then we
implement. The progression seems so perfectly sensible. Why would any-
body want to proceed differently?” he writes. ("

He goes on: ‘Everyone knows where a straight line goes ... but a squig-
gly line can go anywhere. Computers generate straight lines. Life generates
squiggly ones. That’s why your predictable business strategies never turn out
the way you expect ... Smart strategists appreciate that they cannot always be
smart enough to think through everything in advance.’

Why do so few other strategists get this? Breaking the distinction between
strategy and execution frees leaders at all levels of the organization to be

more agile.
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BUT DON’T THEN MAKE THE MISTAKE ...

... of confusing strategy with operational effectiveness. ‘ To be the best’ is nota
strategy. ‘You need to be clear on the difference between operational effec-
tiveness and strategy,” Michael Porter. ® often dubbed the King of Strategy,
told me in an interview. ‘Operational effectiveness means being better than
the competition at deploying “best practices”. In other words, you are say-
ing: “We are the same but better”. This is just running the same race and
betting you can run it faster than the competition. Strategic positioning, by
contrast, means choosing which race to run. It involves creating a unique

and sustainable position.’

STRATEGY IS NOT A HAMMER
Formal leaders can get locked into following company strategy blindly and,
when it isn’t working, resort to Dobin’s Law: ‘When in doubt, use a bigger
hammer’. To a person who has a hammer, everything starts to look like a nail.
In other words, an inflexible strategy can programme your organization’s
actions and responses in ways that are too rigid and often inappropriate.
Which is why Mintzberg says: ‘Strategies are to organizations what blink-
ers are to horses.” Note this isn’t always a bad thing, as blinkers keep the
horse focussed on running its race rather than veering off at a tangent. But
it does mean you can miss alternatives or fail to notice when changes in the

market are making your strategy redundant.

TALKING OF HORSES ...
Here’s a reminder from Gary Hamel @ that part of the role of leaders at all

levels is to look out for signs that your strategy needs renewing:

‘Dakota tribal wisdom says that when you discover you’re on a dead horse,

the best strategy is to dismount. Of course, there are other strategies. You can
change riders. You can get a committee to study the dead horse. You can bench-
mark how other companies ride dead horses. You can declare that it is cheaper
to feed a dead horse. You can harness several dead horses together. But after
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you ve tried all these things, you re still going to have to dismount. The tempta-
tion to stay on a dead horse can be overwhelming, but working ever harder to
improve the efficiency of a worn-out strategy is ultimately futile. Strategy decay
is not something that might happen; it’s something that is happening.’

System Dynamics: Developed at the Massachusetts Institute of Technology. Models
the strategies of your organization and other players in your sector to help you antici-
pate and avoid strategy decay.

SOURCES AND FURTHER READING

(1) Strategy Bites Back, Henry Mintzberg.

(2) Michael Porter’s seminal book Competitive Strategy presents his early
work on the structure of industries and the choice of position within
them. Competitive Advantage further developed his work on strategic
positioning.

(8) Leading The Revolution, by Gary Hamel.
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A 60 Second Leader Tale: Leadership is allowing
ordinary people to be extraordinary

Leadership is not a war for talent. It’s about allowing ordinary people to
deliver extraordinary performances consistently. General Colin Powell,

former Secretary of State, offers an example:

‘We were trying to figure out how much practice ammunition a tank crew
had to fire to become proficient. One thing we knew was that Soviet crews
fired about one-tenth as many rounds in training as American crews did.
The cost differential was tremendous. Every time we fired from a tank, it
cost the taxpayer from $200 to $1,000, depending on the type of round.
And each of our crews fired approximately one hundred rounds a year.

The Army’s training technicians had designed simulators and devices
like video games that would allow our crews to become proficient using
less live ammo. We wanted to find out what combination of actual firing
and use of training devices produced the best performance.

One tank battalion was given the maximum number of rounds. An-
other got fewer rounds. Another got fewer rounds still and more time
on the simulator-trainers. The acid test was to take these differently pre-
pared battalions out to the major qualification range, give them the same
number of rounds and see which did best.

The answer turned out to be “none of the above.” The battalions that
did best were those with the best commanders. A good commander could

motivate his men to excel under any conditions. “We’re gonna win even

if they give us one lousy round,” was the winning attitude.
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The new technologies were adopted, and they did make a difference.
But we never lost sight of the reality that people, particularly gifted com-
manders, are what makes units successful. The way I like to put it, leader-
ship is the art of accomplishing more than the science of management

says is possible.’

Source: My American Journey, General Colin Powell.
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8. The 60 Second Leader and ...

COMPETITION

Refuse to compete. The blue and the red. Protect your
advantage.

: ‘We still use these old warfare metaphors for business leadership, quoting

: ancient Chinese generals and applying them to business. But “beat the enemy”
¢ doesn’t work. You need to compete Lo be unique, not the best.’

Professor Michael Porter, in an interview with the author

BLUE OCEAN STRATEGY
All the big strategy thinkers have been singing the same song for the past five
years or more. From Gary Hamel and C. K. Prahalad ® to Michael Porter,
from Renee Mauborgne to Kjell Nordstrom, the mantra is: ‘Don’t compete.
Be unique.’ Ironic, really, that they are all competitors in terms of their book
sales, the business schools they represent, and on the lecture circuit, but
all are putting the same argument forward. In other words, they are doing
what they tell us not to do. Or it could just be that if they all agree on this,
they are all right.

Renee Mauborgne and W. Chan Kim put it most evocatively with their

phrase ‘Blue Ocean Strategy’. ¥

THE BLUE AND THE RED

Mauborgne and Kim say that a blue ocean is a2 new or previously unnoticed
market space. You create it by identifying a set of unserved customers or
spot an unmet need among existing customers. Then you work up a value

proposition for them that is different to anything else out there.
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The 2006 Nobel Prize winner Muhammad Yunus is an example of a blue
ocean strategist. Lending to the poor and destitute — micro-lending — was
a non-existent market sector. The existing banks refused to accept it was a
viable market. Yet Yunus grew his Grameen Bank, which only lends to the
poor, into a profitable £2.5 billion business (multiply that by about 1.8 at
current exchange rates to get US dollars).

Most markets in the developed world are a red ocean, where the competi-
tion all agree what the market is and all have well-defined often lookalike
offers competing against each. In many cases this leads to strategic conver-
gence —where you and your competitors all follow the same strategy and end
up competing on price.

You need to take the blue pill rather than the red pill (sorry, slipped
from oceans to The Matrix there) because red markets are saturated, with
head-to-head competition forcing down price. Blue ocean strategists stake
out their own territory.

At least that’s the theory. In practice, the best you can hope for is a tem-
porary monopoly ® (unless you are Bill Gates, in which case you manage to
spin it out for years), since competitors will appear on your patch and start
competing with you almost immediately. What was blue will turn red faster

than you think.

PROTECTING YOUR ADVANTAGE

Michael Porter and others point out that having a unique value creation
chain that is hard to copy, not just a unique or unusual product or service,
helps protect your competitive advantage. Where some of the big strategists
are weak, though, is in recognizing the value of a unique culture in setting
you apart from the competition. I've seen Porter describe atlength Southwest
Airlines’ hard-to-copy value chain and how its strategy is based on a unique
set of trade-offs and a set of interdependent activities that are ‘a good fit’,
without once mentioning that company’s unique people culture. That’s

strategists for you.

13



THE 60 SECOND LEADER

A caveat on ‘refuse to compete’: ‘The word competition comes from the Latin
and literally means seeking together or choosing to run the same race. But, in an
age of abundance, the tracks are pretty crowded.” - Kjell Nordstrom and Jonas
Ridderstrale. ® But the one caveat | would add is that the ‘don’t compete’ rule
doesn’t apply to operations. However desirable and different your offer is, you have
to match the best operational performance, such as delivery times.

AND, FINALLY ... MAINTAIN A BALANCE
I'heard Renee Mauborgne make the point recently that you need to balance
your portfolio of products and services between current revenue generators
—red ocean products and services — and emerging or future products and

services — blue ocean strategies.

SOURCES AND FURTHER READING

(1) Professor Michael Porter, in an interview with Phil Dourado.
(2) The Future of Competition, Gary Hamel and C. K. Prahalad.

(8) Blue Ocean Strategy, Renee Mauborgne and W. Chan Kim.

(4) Funky Business, Kjell Nordstrom and Jonas Ridderstrale.
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A 60 Second Leader Tale: Muhammad Yunus’ Blue
Ocean Strategy

I'm not one for the ‘great man’ school of history, but there are a few
obvious Mandela-stature exceptions — and Muhammad Yunus is one of
them.

Yunus is an economics professor. The major banks laughed at his sug-
gestion that they break destitute Bangladeshis out of the poverty cycle
with a new concept that gave them an alternative to loan sharks — micro-
lending.

So, he lent a group of villagers the money in his own pocket — the
equivalent of £14 or around US$25 - to buy the materials they needed
to set up micro-businesses. They all paid him back with interest. His new
idea — micro-lending — grew into the £2.5 billion (almost $5 billion at cur-
rent exchange rates) Grameen Bank that is owned by its users, is estimated
to have helped hundreds of thousands of people out of poverty ... and
continues to make a profit.

The false assumption that the rest of the banking industry’s practice
rested on was that the very poor are a bad credit risk. Yunus’ small-scale
experiment suggested they were wrong. As he scaled his operations up,
it became clear that for the customer group who made up his main con-
stituency — rural women — they were completely wrong. The proportion
of Grameen borrowers who default on their loan is tiny compared with
traditional bank lending.

Yunus then spotted that, with mobile phones, local growers and crafts-
people — mostly women — could jump past middlemen, who tended to
exploit them with very low prices, to negotiate direct with buyers further

away, increasing their bargaining power.
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So, he launched Grameen Phone, a phone rental scheme with its own
network, to get mobile phones into the hands of the poor. Now if you go
to Bangladesh ‘Grameen Phone is likely to pop up on your phone screen
as your local provider. It has become, like the bank, a highly profitable
success story.

Yunus still lives in a tiny apartment in Bangladesh. He explained once
that he developed the idea for the Grameen Bank during the Bangla-
desh famine in the 1970s. He had become increasingly disillusioned that
people were dying while he and other economics professors were sitting
around in Chittagong University teaching elegant economic theories
‘whereas in fact the starvation all around us showed we knew nothing.
What we were teaching wasn’t helping.’

He once said to The Guardian newspaper: ‘One day we will look in
museums and say to our children, “That’s what poverty looked like.”

That sounds naive — until you look at what he has achieved so far.
Fifty other countries — including the US — have taken up micro-lend-
ing. Yunus’ work helped prompt C. K. Prahalad’s book The Fortune At
The Bottom Of The Pyramid, which looks at extending capitalist practice
to embrace the world’s poorest with Grameen-style offerings that make
healthy profits while at the same time helping people out of poverty.

Now, like I'said, I am wary of the whole ‘great man as leader’ or ‘great
man as forger of history’ school of thinking (it’s nearly always men). But
every now and again, someone comes along that makes us see the world
afresh and inspires us by showing us we can do the apparently undoable
and take the lead to make major change happen. Sounds like a leader

to me.
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AGTION

To do or to be. A decision is not action. The six obstacles
to action.

Leadership, like swimming, cannot be learned by reading about it.’
: Henry Mintzberg, reminding us that leaders need to learn by doing

TO DO OR TO BE: THAT IS THE QUESTION
Hamlet got it wrong. John Boyd got it right.

Boyd is the creator of the OODA loop fast decision matrix (see Chapter
3, Decisions). I thought OODA loop was one of Willy Wonka’s midgets, but
my son says that’s an Oompa Loompa. What a difference a couple of letters
make.

Boyd’s insight was that people become leaders for one of two reasons:
either to dosomething or to besomebody. ) We all know too many bosses who
became ‘leaders’ to be somebody. Boyd defined them as people who give up
some of their integrity to achieve advancement in an organization. Hence the
paradox that often the best leaders are not in a formal leadership position in
the hierarchy, because they refuse to choose placement over integrity.

Boyd said it’s the fundamental choice facing us all in life: to do or to be.
There’s a lot of truth in that. Positional leaders — those who are most driven
by the need to be in a leadership position — often have a stifling effect on

growth, as they see other potential and existing leaders as threats.

WHAT DON’T YOU DO?
A good drummer will tell you it’s knowing when not to hita drum that marks

out good drummers from the average; the silent spaces between the action

)]
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are in fact part of the action. Similarly, a good leader knows that a To Don’t
list is as important for success as a 70 Do list. What you don’t do defines you
as much as what you do.

American sociologist Jamie L. Mullaney has analyzed this in a book called
Everyone Is Not Doing It: Abstinence and Personal Identity. Laurie Taylor, the UK
sociologist, puts it this way: ‘For many people, abstaining labels like vegan,
virgin or non-smoker are proud declarations of who they are. In a world
stuffed with choices and options, not doing something may be a highly sig-
nificant move.’

Rene Carayol, ® a British leadership guru whom I have a lot of time for,
says it is all about where you make your stand; that the best leaders make it
clear what they stand for and constantly reinforce that with what they do and
what they choose not to do.

Action has the power to shift the thought patterns of yourself and others.
We don’t think ourselves into a new way of acting: we act ourselves into a
new way of thinking.

Of course, the opposite is also true. There are those for whom ‘not doing’
becomes a frozen strategy in itself. ‘Wait and see’ leaders who procrastinate
— on the assumption that if you don’t make a decision you can’t be blamed
if it’s wrong, or that things will sort themselves out — turn inaction from a
choice into a habit. Don’t forget reason Number 4 of Dotlich and Cairo’s 11

main reasons leaders fail: procrastination. ®

A DECISION IS NOT ACTION
But, equally, don’t mistake meetings and decisions for action. I once worked
with a senior figure in Prime Minister Tony Blair’s inner circle. She told me
that his first few weeks in the job were frustrating ones for the new PM. He
made decisions, then couldn’t understand why they hadn’t been actioned.
The levers of power didn’t seem to be connected to anything.

There’s perhaps a twofold conceit lurking here that many leaders are

guilty of. Firstis the ‘make itso’ conceit—the phrase used by Jean Luc Picard,
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Captain of the second Starship Enterprise. Just because you tell people to do
things doesn’t mean they have the resources, time, structure, systems, their
own levers of power and the will to ‘make it so’. The second layer of conceit
is assuming that where leaders hold their meetings and make decisions is
where the action is. If the leaders are at the centre of the organization,
whereas the action actually takes place at the edges of most organizations,
there will be a constant reality problem. Stanford Professor Bob Sutton says
leaders need to learn to ‘use plans, analysis, meetings and presentations to

inspire deeds, not as a substitute for action.”

The Six Obstacles to Action: 1. Knowing what to do is not enough. 2. Talk substitutes

for action. 3. Memory substitutes for thinking. 4. Fear prevents acting on knowledge.
5. Measurement obstructs good judgement. 6. Internal competition turns allies into
enemies. ¥

SOURCES AND FURTHER READING

(1) Boyd: The fighter pilot who changed the art of war, Robert Coram.
(2) www.carayol.com.

(8) Why CEOs Fail, David Dotlich, Peter Cairo et al.

(4) The Knowing—Doing Gap, Jeffrey Pfeffer and Bob Sutton.
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A 60 Second Leader Tale: Ricardo Semler on why your
recruitment doesn’t work

Ricardo Semler leads in possibly the most radical place to work in the world
— the group of companies that make up Brazil’s Semco SA. Everything is
constantly questioned at Semco; nothing is taken for granted. Which is how
they came up with a radically different way of recruiting, which keeps their
employee turnover at 1-2 per cent per annum. Semler explains in this 60

Second Leader Tale:

GET THE RIGHT PEOPLE

‘A key part of leadership is getting the right people. But recruitment to-
day is like internet dating. Two dates and you get married forever? That’s
why your employee turnover is so high and you are so often disappointed

by some of the people you recruit.’

How Semco recruits leaders

Step 1

‘At Semco we recruit leaders differently. We employ 4,000 people. When
a business unit comes up with something new, first of all we ask people
in-house “Do you need aleader for this new thing you are doing?” Usually

they say yes.’

The internal discount

‘Then we ask “Is one of you right to be this leader?” We discount internal
people 30 per cent when applying for a new role, when we are scoring
them against the profile. Because the 30 per cent is the existing value of

knowing we can work with them and they with us.’

The recruitment ad

‘When we place an ad. for a position it says something like: “Interested in

working for us? We want to see if we like you and vice versa.”
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The recruitment conversation

‘We then have a long conversation with all the candidates. Anyone in-
terested in the new appointment — internal candidates, the people they
will be working with, external candidates — joins the conversation. We
invite some of the candidates back to have lunch with us, maybe five or
six times. Then we all get together to make the decision — including the
people they will work with. It takes longer than how other companies

recruit. That’s why our turnover is between 1 and 2 percent.’

It’s not about talent
Semco’s way of working, says Semler, liberates ordinary people to achieve
extraordinary things for the company: ‘You don’t want too much talent.

You want a cut of humanity.’

The best recruitment takes the decision out of the hands of the
top bosses
‘We recently had a cocktail party to celebrate the ten-year anniversary

since I last made a decision.’

Source: My notes from talking with Ricardo Semler in London, asking
him questions by email (which he kindly answered while riding his exer-
cise bike first thing in the morning — that’s when he handles his email)

and then hearing him talk at Leaders in London 2000.

Author’s note: Even if you don’t go as far as Semler, Jim Clemmer reports
that ‘a study by the Center for Creative Leadership found that when one indi-
vidual made hiring decisions for management positions, the newly hired
manager was judged to be successful just 35 per cent of the time. When a
hiring team of four or five made the decision, success rose to b5 per cent.
But when the small group included both customers and subordinates,

success rates soared to 70 per cent.” From Jim’s book The Leader’s Digest.

al



10. The 60 Second Leader and ...

EXECUTION

The great un-idea. The language of action. Three core
processes.

The sculptor Auguste Rodin was once asked: ‘How do you make your marble

horses so lifelike?’ Irritated by the questioner, Rodin supposedly replied:

“Take a large piece of marble.
Take a hammer and a chisel.
Cut away everything that doesn’t look like a horse.’

Alot of ‘visionary’ business leadership seems like Rodin’s advice — holding
out the promise of an answer, but empty when it comes to execution. Recent
books such as Larry Bossidy and Ram Charan’s Execution have switched the
emphasis. There is a growing awareness that true leaders get their hands
dirty rather than proclaiming the vision and strategy from on high and keep-

ing themselves distant from the action.

THE GREAT ‘UN-IDEA’
Execution was voted the number one business issue facing readers of Strategy
+ Business magazine at the end of 2005. It received 49 per cent of the votes.
Commenting on its importance, Rosabeth Moss Kanter wrote, ‘Execution is
the un-idea ... rather than chasing new management fad(s) or expecting still
another magic bullet to come along, companies should focus on execution
to effectively use the organizational tools we already have.”

Bossidy and Charan’s books @ help remind us that execution is not tacti-
cal. It’s a discipline at the heart of leadership. It has to be built into your

strategy, and embedded in your company architecture.
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THE LANGUAGE OF ACTION
Active language is the tool leaders use to get things done, argue Bossidy
and Charan, in particular rebust dialogue, as they call it. Speaking the plain
truth embeds your culture in reality, which becomes the cornerstone of ex-
ecution. Rather than deferring to power, or playing power games between
departments, corporate conversations made up of robust dialogue encourage
a culture of getting things done. The effect is to ‘bring reality to the surface
through openness, candour and informality.’

Bossidy and Charan stress that robust dialogue ends with ‘closure’ — com-
mitting to an outcome with clear accountability and deadlines that people
stick to. You can see what Rosabeth Moss Kanter meant by execution being

the ultimate ‘un-idea’.

GOOD COMPANIES YELL AT EACH OTHER
I heard Bossidy explaining the need for robust dialogue recently in an on-
stage interview. Here’s what he said:

‘You have to let people argue with you ... Good companies yell at each
other. Too many places don’t have that. I don’t mean arguing for personal
reasons. I mean passionately arguing the right things to do. For too many
people, when they become a leader, self-exaltation takes place. They don’t
want to hear any criticism of their views ... That’s when good ideas get stifled
and people stop putting them forward.” ®

According to Bossidy and Charan, the leader’s seven essential behaviours

that contribute to a culture of execution are:
1 Know your people and your business.

2 Insist on realism.

3 Setreal goals and priorities.
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4  Follow through.

5  Reward doers.

6  Expand people’s capabilities.
7  Know yourself.

THREE CORE PROCESSES OF EXECUTION
People, strategy and operations processes should not be seen as separate
entities, argue Bossidy and Charan. It is by bringing them together that you

build the discipline of execution into an organization.

Leadership as design: Ron Crossland at Bluepoint Leadership * rightly points out

that execution without a systems view is simply a modern version of faster-better-
cheaper, which will run you headlong into the law of diminishing returns. With great
insight, Ron points out that ‘the source leadership dimension behind this action bias,
| believe, is the leader as architect ... The right architecture can yield execution. But
execution alone rarely produces the right architecture.” | would add my own observa-
tion here that business architecting isn’'t a godlike, top-down process. It needs to
allow middle-level managers and frontline people to share in leading by designing
their own work processes.

SOURCES AND FURTHER READING

(1) Strategy + Business magazine, December 2005 wwuw.strategy-business.
com.

(2) Confronting Reality and Execution, Larry Bossidy and Ram Charan.

(3) LarryBossidy, former CEO of Honeywelland former Chairman of GF,
speaking with Tom Peters at the North American Conference on Customer
Management, Orlando, Florida, October 2005.

(4) www.bluepointleadership.com. 1 recommend Ron’s e-newsletter The

Point.
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A 60 Second Leader Tale: Collins, Roddick, red flags and
red letters

What ‘red flag’ mechanisms do you have in place to allow others to challenge
your formal leaders and the CEO, with the guarantee that those formal lead-
ers will give the matter their absolute attention?

Jim Collins coined the phrase red flag mechanisms to refer to voluntary
self-limitations that formal leaders build into a traditional structure to allow

people to be heard.

JIM COLLINS’ RED FLAGS

Red flag mechanisms are the equivalent of permission to stop the produc-
tion line given to factory floor employees if they spot a quality problem.
Collins gives each of his students permission to ‘red flag’ and stop his
lectures with any point they want to make, once a semester.

Collins says he got the idea from a friend of his who introduced a
practice he calls ‘short pay’. He has an agreement with his customers that
if his company lets them down in any way, the customer can ‘short pay’
that month without giving any warning: instead of paying the amount
due, they hold back an amount (the customer decides how much). Itacts

as a red flag to action, says his friend.

ANITA RODDICK’S RED LETTERS

Body Shop founders Anita and Gordon Roddick used to do something
similar, I heard Anita Roddick explain once. They handed out ten red
envelopes to each employee. If an employee had a concern about how
the company was run, they could putitin ared envelope and submit it to
the Board. The Board had to make decisions about the points raised in

the red letters as the first item on the agenda.
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Red flag mechanisms are a way of building challenge and even some-
times defiance into a structure; of redressing power imbalances that are
built into hierarchies; of allowing people to be heard.

Such mechanisms need to have built into them the condition that
there is no disciplinary comeback. Collins recounts how one student
used her red flag to stop his lecture one day and berate him for not run-

ning the lecture very well.

BONES’ ‘GET OUT OF JAIL FREE’ CARD
These 60 Second Leader Tuales are all true stories, but I can’t resist illus-
trating this one with a piece of dialogue between two characters in an
episode of the TV drama series Bones, because it offers a neat twist on the
red flag idea.

Bones, a forensic pathologist, decides she has to quit, reluctantly. She
loves her job, but cannot take being told what to do by a new boss. The
new boss can see what’s coming and wants to find a way they can work

together. The conversation goes like this, at a table in a diner:

Bones: We have a problem ... I have a problem with control and au-
thority.

New Boss: Can you see a way out of it?

B: No. (Seems to be preparing to offer her resignation)

NB: Look: I'm in charge, but, out of respect for you ... do you play Mo-
nopoly?

B: (Frowns, puzzled). Y-e-s.

NB: Well, in Monopoly they have that thing called a ‘Get Out Of Jail Free’
card. Like I said, I'm in charge, but out of respect for you, you have
permission to defy me. No consequences.

B: How many can I have?
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NB: One a week.

B: Five per case.
NB: Three per case.
B: Done.

They shake hands.

Lesson? Hierarchies come with an in-built authority problem. People are
increasingly less deferential to authority and need mechanisms to allow
them to subvert the hierarchy when it is important to them to get a point
across and the power imbalance is preventing it. ‘Challenge me when you
need to’ is a powerful message for a formal leader to issue. ‘Defy me when

you need to’ is an even braver one.
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MANAGEMENT

Manager or leader? Which are you expected to be?

This particular question is a dead man walking. It should have been buried
and forgotten years ago. But people are slow to let go of ideas. The essential
truth is that management and leadership are different modes, but managers and
leaders are the same people. And, as an important aside, people without ‘man-
ager’ in their job title are often leaders too.

The ‘Can managers lead?’ debate was started by a Harvard Business Review
article written by Abraham Zaleznik in 1977. (V) Zaleznik claimed the traits of
a good manager were incompatible with leadership. ‘Because leaders and
managers are basically different, the conditions favourable to one may be

inimical to the growth of the other,” he wrote.

MANAGEMENT VERSUS LEADERSHIP

From the thinking of Zaleznik and others came a stream of clichés splitting
the world into managers and leaders. It’s a dichotomy in which management
is always presented as low science and leadership as high art. Even today
you find glib phrases such as this tripping off the tongue of management

consultants (or should that be leadership consultants?):

® ‘Managers do things right, leaders do the right things.’

¢ ‘You manage things, but you lead people.’

¢ ‘Management is climbing the ladder; leadership is making sure it’s up
against the right wall.’

* ‘Managers enforce the rules. Leaders break them.’
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LEADERS DO MANAGE

There is, of course, some truth in all these statements — especially the last
one. But sound-bite polarizations are like the ‘help’ button on your PC:
invariably less helpful than they seem. The implicit assumption behind the
rise of leadership as a separatist movement is that leaders are more highly
evolved, and somehow better than managers. It has allowed some ‘leaders’
to revel in saying they are vision people who ‘don’t do detail’, as if detail
is something you can leave to managers and other non-strategic lower life
forms. These leaders are fakes. We all know them. Distance from detail is not

a badge of leadership: it’s a sign of detachment from reality.

YOU NEED TO BE BOTH

Things have evolved since Zaleznik’s paper in 1977 and you can no longer
get by with the assumption that managers are from Mars and leaders are
from Venus. With flatter hierarchies, you need managers at all levels who

can act as leaders.

THE REAL DIFFERENCE
When in doubt, defer to John Kotter, who is right most of the time. This isn’t
pretty, butitrings true: ‘Increasingly, those in managerial jobs can be usefully
thought of as those who create agendas filled with plans (the management
part) and visions (the leadership part), as people who create implementa-
tion capacity networks through a well-organized hierarchy (management)
and a complex web of aligned relationships (leadership), and who execute
through both controls (management) and inspiration (leadership).”
That’s unwieldy in its wording, but it’s truer than the glib ‘either/or’
definitions. The great (in my view) Jim Clemmer presents some of the differ-

ences graphically in this table from his book The Leader’s Digest. ® A typical
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manager/leader will probably do all these things and more in the course of
asingle day. You can see how, if you and your organization want to improve,
you will want to shift some of your activities from the lefthand column and

start living more in the right-hand column.

Management Leadership

Commanding Coaching

Solving problems Enabling others to solve problems
Directing and controlling Teaching and engaging

Seeing people as they are Developing people into what they could be
Empowering Partnering

Operating Improving

Pushing Pulling

Heroic manager Facilitative leader

Quick fix to symptoms Search for systemic root causes

What wolves can teach you about leadership: Let different people lead at different

times, rather than assume the primacy of one leader. A painting of a pack of wolves in
C. K. Prahalad’s office symbolizes this. ‘With wolves, solidarity is first,” says Prahalad.
‘But when they hunt, they change roles. The implicit hierarchy depends on who does
what.” @

SOURCES AND FURTHER READING

(1) ‘Managers and Leaders: Are They Different?” Abraham Zaleznik,
Harvard Business Review article, 1977.

(2) JohnKotter’s ‘10 Observations’ from his book What Leaders Really Do.
See also Kotter’s book A Force for Change: How Leadership Differs
from Management.

(3) The Leader’s Digest, Jim Clemmer.

(4) C. K. Prahalad talking to Jennifer Reingold, Fast Company Magazine
article, July 2001.
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A 60 Second Leader Tale: Michael Eisner’s Gong Show

Michael Eisner is often criticized for his time as head of Disney, due to his
famous abrasiveness and the reported difficulty he had in sharing power.
But I feel one thing he had in common with Walt Disney — whom he is com-
monly compared unfavourably with by Disney-philes — is his belief in the

supremacy of ideas. In this 60 Second Leader Tuale he gives an example of how

to lead innovation:

‘At Disney, we feel the only way to succeed creatively is to fail. A company
like ours must create an atmosphere in which people feel safe to fail. This
means creating an organization where failure is not only tolerated, but
fear of criticism for submitting a foolish idea is abolished. If not, people
become too cautious. They hunker down, afraid to speak up, to rock the
boat, afraid of being ridiculed.

Potentially brilliant ideas are never uttered, and therefore never
heard. Wayne Gretsky, the great ice hockey player, said, “You miss 100
percent of the shots you never take.”

Not long after I came to Disneya bunch of us would get together with
our creative executives for what we called The Gong Show. We would
meet and toss ideas around ... mostly ideas for television shows and mov-
ies. Anyone who wanted could present an idea for a movie or a TV show.
Rank had no privileges.

For example, our flagship Disney Feature Animation, which had a string
of blockbusters, has its own Gong Show three times a year. Anybody who
wants to — and I mean anybody — gets a chance to pitch an idea for an
animated film to a small group of executives ... There are usually about

40 presenters.

61



(:, THE 60 SECOND LEADER

For this to work, you have to have an environment where people feel
safe about giving their ideas. And while we do not pull our punches when
people present their ideas, we create an atmosphere in which each idea
can receive full and serious consideration. Yes, we tell people if we think
an idea won’t work, but we tell them why and we tell them how it might
be improved.

If you take the time to listen and to be honest in your reactions, if you
create a setting that recognizes thatideas come in all shapes and sizes and
are willing to follow the creative mind wherever it goes — something you
can never predict—people begin to understand a basic fact: if you have an
idea you believe in and can express it, it will be considered ...

Several of our better animated features have come out of the Gong
Shows and some of our other major winners out of similar kinds of pro-

grams in other parts of the company.’

Source: Michael Eisner, then Disney supremo, talking in Chicago. Report-
ed in The Book of Leadership Wisdom: Classic Writings of Legendary Business
Leaders, edited by Peter Krass.
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CHANGE

Built to change. Idealistic versus naturalistic change.
Epiphanies.

‘Here is Edward Beay, coming downstairs now, bump, bump, bump, on the

: back of his head behind Christopher Robin. It is, as far as he knows, the only

: way of coming downstairs, but sometimes he feels there veally is another way, if
¢ only he could stop bumping for a moment and think of it.’ :
A. A. Milne, Winnie the Pooh

If the rate of change within your organization fails to match the rate of
change outside, then you’re in trouble. Since the future happens faster than
before (as Gary Hamel points out), most organizations find themselves play-
ing permanent catch-up, and in need of constant renewal.

The challenge of renewal comes in one of two forms, according to

Hamel:

1 how to revitalize a moribund company; and

2 how to preserve vitality in a successful organization. ¥

You may find different parts of your organization present a mix of these two
challenges. The task facing leaders is not to manage change — a phrase that
is thankfully on the decline — but to create organizations that have change
builtinto them. This is why the old large-change mental model of ‘unfreeze,
change, re-freeze’ is so outdated now. There should never be a frozen state.
The organization needs to be built to change. The uncomfortable fact for
command and control leaders is that for an organization to be self-adjusting

you have to lose the command and distribute the control. ®
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IDEALISTIC VERSUS NATURALISTIC CHANGE
Traditional change models follow an idealistic path. This tends to be top-down
and includes an unrealistic assumption of control, with an idealized end-state
that you are aiming for. Most change initiatives you have been part of prob-
ably fall into this category, and you may be cynical about their capacity to shift
a culture and change habits on a large scale and in the long term.
Inrecentyears there has been growing interestin an alternative naturalistic
path to change. This approach draws on an understanding of how emergent

change happens in complex systems, from the weather to epidemics.

QUICK FIX OR DEEP CHANGE

Change driven from above is easier to organize. It can also start delivering
results more quickly and be more easily understood than naturalistic change,
which can seem fuzzy and uncomfortable to people who don’t like ambigu-
ity (that’s most people, then). Quick results can lead to improvements in
morale. But eventually, top-down change initiatives will lose momentum
because they depend on being pushed. Interest switches to other projects

or leaders leave and progress stalls. )

GARDENERS NOT ENGINEERS

Naturalists believe, like Peter Senge, that ‘to understand the process of
change, we must think less like managers and more like biologists.” You can
re-engineer machines. You can’t re-engineer human organizations. At the
core of the naturalistic approach is the belief that the machine age is over
and we are in the age of the human organization. Therefore, old industrial
methods of control, on which most top-down change initiatives are based,

no longer work.
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The loss of deference to authority is now well documented. The natu-
ralists argue that the resistance to top-down change that results from this
evaporation of authority means participative change models that construct

the future together ® are the long-term approach to raising organizational

performance.

AND, FINALLY ... TOUCH PEOPLE

If you are trying to lead major change, you need to go beyond logical argu-

ments and touch people’s feelings:

‘Changing people’s behaviour has a lot less to do with giving them analysis
: than it has to do with showing them something that is a truth that hits their
2 feelings, which in turn shapes their behaviour. Now, I don’t know about you,

: but that wasn’t something I was taught when I was a young MBA student or a :

young professional, and it’s a BIG DEAL.’
: John Kotter

Epiphany: An epiphany is felt rather than thought. It is a Eureka! moment of the
heart. Recent work on the neuroscience of change suggests we need as individuals
and collectively to go through epiphanies in order to break redundant work patterns
and embrace change. See the next 60 Second Leader Tale for insights from Renee
Mauborgne and W. Chan Kim on how to trigger epiphanies. And see Chapter 13,
Questions, for more on the latest findings in the neuroscience of leadership and
change.

SOURCES AND FURTHER READING

(1) The Ultimate Business Library: 50 books that made management, a great
distillation book by Stuart Crainer with foreword and commentary
by Gary Hamel.

(2) Built to Change. Don’t manage change, create a change-ready com-

pany, argue Edward Lawler and Christopher Worley.
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(3) ‘Bramble Bushes In A Thicket’, a paper by Dave Snowden and Cyn-
thia Kurtz. I was going to fill this chapter unenthusiastically with
John Kotter’s 8-step change framework and references to Edgar
Schein and other well-rehearsed territory, until the ever-prescient
Johnnie Moore (www.JohnnieMoore.com) put me on to the paper by
Snowden and Kurtz, and Patricia Shaw’s book (see note 5).

(4) The Dance of Change, Peter Senge (see also Presence, by Senge).

(5) Changing Conversations in Organizations: A Complexity Approach to

Change, Patricia Shaw.
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A 60 Second Leader Tale: How to trigger epiphanies

A group epiphany can deliver a tipping point change in how people think
and behave (see Useful concept, above, for why epiphanies are so important).
Renee Mauborgne and W. Chan Kim argue that to trigger an epidemic
movement of positive energy with limited resources, the key is to concen-
trate your leadership efforts on identifying and hitting ‘kingpins’ — as in the
main pin that you hit when bowling to knock over the other nine. Here are
two examples from them — two 30-second stories of epiphany-like change

and how to trigger it.

1 TIPPING POINT CHANGE AT NYPD

‘The New York Police Department (NYPD), in two short years in the
1990s, transformed itself from the worst to the best police organization
in America. William Bratton, the department’s chief of police, had to
motivate 35,000 police officers to do an about-turn in virtually everything
they did.

The first step Bratton took was an odd one: he ordered all senior of-
ficers to take the subway system to work, banning them from using their
cars to commute.

Most companies that want to wake up their organization to the need
for radical change make their case by pointing to the numbers. But num-
bers simply don’t cut it. To line managers, the case for change seems
abstract and remote. To break the status quo, employees must be put
face-to-face with the problem.

When New York senior police officers were told to stop commuting to
work in cars and to take the “electric sewer” (the subway) instead, they
immediately saw the horror citizens were up against — aggressive beggars,
gangs of youths jumping turnstiles, jostling people and drunks sprawled

on benches.
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With that ugly reality, the officers could no longer deny the urgent
need for change in their policing methods. Numbers are disputable and
hardly inspiring or memorable. But putting your managers face-to-face
with poor performance is shocking ... It exercises a disproportionate

influence on tipping people’s cognitive hurdle.’

2 TIPPING POINT CHANGE AT PHILIPS LIGHTING NORTH AMERICA
Getting your people to remove their blinkers and see the business as it
really is takes courage. This is particularly true of large organizations
that have been successful for a long time, and ignore signals that their
performance is slipping. Here’s an example:

‘Philips Lighting North America was a very proud company. So proud
that the sales force were convinced they were doing a first-class job even
though they weren’t gaining market share and General Electric domi-
nated the industry.

That’s when the new business head had his sales force listen in on a
phone conversation between himself and Bernie Marcus, the founder of
Home Depot, the largest retail customer in the US lighting industry. On
this occasion the cognitive “kingpin” that the head of sales was looking
to hit was the entrenched assumption by the sales force that they were
better than they actually were.

“So, Bernie,” he said, “how is our sales force doing?” Marcus replied:
“Your sales force?” (His voice rose to a nearshout.) “They never follow
through with what they commit to, deliveries are late, quantities and styles
are wrong. It’s a disaster. There are only excuses, no corrective action.”

A dramatic attitudinal and behavioural turnaround occurred fast, as

there was no place left for the sales force to hide.’




THE 60 SECOND LEADER « GHANGE C/,

Source: Renee Mauborgne and W. Chan Kim, writing on how to achieve
‘Tipping Point Leadership’ — making big change happen despite few
resources. You can find the full texts in their article ‘Tipped For The
Top’, People Management magazine, April 2003 and the INSEAD Quarterly,
2004. Mauborgne and Kim borrow the phrase from Malcolm Gladwell’s

book of the same name, of course.
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13. The 60 Second Leader and ...

QUESTIONS

Why leading by asking questions beats leading by telling.

Michael Abrashoff, commander of the battleship USS Benfold, turned
around a poor-performing ship to make it, by all available measures, the
best performing ship in the US Navy. Captain Abrashoff used to ask every

member of his 300-strong crew these three questions:

1 What do you like most about working here?
2 What don’t you like about working here?

3 Ifyou were the Captain, what would you change?

Finding solutions through using questions to direct our attention goes all
the way back to Socrates. And there is plenty of evidence that leading by
asking questions is more effective than leading by telling. ® However, too

many leaders don’t like questions.
WHY LEADERS DON’T ASK QUESTIONS
The problem leaders have with questions derives from two related leader-

ship misconceptions:

1  the need to appear infallible; and

2 the concept of the leader as troubleshooter or solution-finder.

There’s a common third reason leaders don’t ask questions: they fear they’ll

get an answer they don’t like.

IE]
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THE WRONG QUESTIONS
When formal leaders do ask questions, they commonly ask the wrong ones:
‘Why haven’t you achieved this target?” or ‘What’s wrong and who’s to
blame?’ ® Even the Socratic method can backfire when wielded by someone
in authority who practises flagellation by questioning.

Half-smartleaders half getit. They phrase instructions as questions, trying
to lead people by the nose to the solutions the leader wants. But questioning

as a disguised form of persuasion is a sham exercise and everyone knows it.

QUESTIONS CAN SPARK EPIPHANIES

David Rock and Jeffrey Schwartz’s recent work on the neuroscience of leader-
ship points up how people buy into change. The brain’s circuitry physically
changes as new pathways are created, and our perception of reality alters.
This generates a burst of gamma radiation in the brain and a rush of neuro-
transmitters like adrenaline — the ‘Aha!” moment.

But, the change has to come from within, not from without. Questions al-
low us to reflect and arrive at the conclusion that the change is necessary and
possible. That conclusion happens suddenly, appearing as a spark, a moment
of epiphany or ‘insight’, as Rock labels it (I prefer epiphany). By contrast,
when we are told a change is necessary, the brain resists, no matter how logi-

cal the argument for change might seem to the person putting it.

GOOD QUESTIONS UNCOVER REALITY

Sidney Finkelstein says companies that are unable to question their prevail-
ing view of reality are zombies. A zombie company, he says, is ‘a walking
corpse that just doesn’t know that it’s dead — because this company has cre-
ated an insulated culture that systematically excludes any information that

could contradict its reigning picture of reality.” ©

1
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WHAT MAKES A GREAT QUESTION?

Michael Marquardt tells us succinctly what makes a great question:

‘Great questions are selfless, not asked to illustrate the cleverness of the ques-
tioner or to generate information or an inleresting response for the questioner.
They re generally supportive, insightful and challenging. They’re often
unpresumptuous and offered in a sharing spirit. Great questions are asked at

a time when they generate the strongest amount of veflection and learning.”®

Marquardt also gives the following examples of questions leaders may find

useful:

* Whatis a viable alternative?

¢ What are the advantages and disadvantages you see in this suggestion?
¢ (Can you more fully describe your concerns?

* What are your goals?

¢ How would you describe the current reality?

¢ What are a few options for improvement?

¢ What will you commit to do, by when?

A couple of those are a bit uninspiring and bloodless, I feel. I prefer the

expansiveness of a question like “What way forward can you see?’

‘WHY?’ QUESTIONS HAVE THE MOST POWER

Ricardo Semler, author of the book Maverick ” and head of Semco, the Brazil-
ian group of companies, says that the most important question for everyone
to ask is ‘Why?” and that it should be used to drill down at least three layers
to ensure the foundation reasoning beneath any practice, procedure or
decision is firm. At Toyota, employees are taught to drill down even further,

asking ‘why’ consecutively five times.
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The power of ‘What if ...’ thinking: ‘Why ...” questions challenge existing practices.
Conversely, ‘Why not ... and ‘What If ...” questions open up discovery and innovation.
By encouraging people to ask ‘why?’ and act on their answers, you are allowing them
to think for themselves instead of trying to provide answers for them. And that’s the
essence of leadership. It’s taken a couple of hundred years, but Kant’s summing up
of the Enlightenment into three words - ‘Think for yourself - has spread to every
corner of the workplace.

SOURCES AND FURTHER READING

(1)

(3)

(4)

(6)

(7)

Kevin Freiberg told me this and led me to Mike Abrashoff’s book
It’s Your Ship: Management Techniques From The Best Damn Ship In The
Navy.

The Center for Creative Leadership studied 191 successful executives
and concluded the key to success was creating opportunities to ask
questions, and asking them. (Source: Michael Marquardt’s book
—see (6) below).

Mike Harris, founding CEO of First Direct bank, says ‘What’s wrong?’

and ‘Who’s to blame?’ are the most destructive questions a leader

can ask.

Quiet Leadership, David Rock and Appreciative Inquiry, David
Cooperrider.

Why Smart Executives Fail, Sidney Finkelstein.

Leading with Questions: How Leaders Find the Right Solutions by Knowing
What to Ask, Michael J. Marquardt.
See Maverick and The Seven Day Weekend, Ricardo Semler.
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A 60 Second Leader Tale: Leading change by asking
questions

This is one of the most interesting approaches to leading big change I have

Ccome across:

Farrelly Facilities and Engineering is a medium-sized firm based in the UK’s
West Midlands. Gerry Farrelly calls himself Director of Training. He’s
actually one of the twin brothers that started the company, but if you
look at the job chart, neither of them calls himself Managing Director.
In fact, no one does.

Gerry used questions to act as a catalyst in getting people to change
how they and the organization worked. This is how he did it:

‘Back in 1998 I realized I didn’t enjoy what I was doing. I came across
astudy in one of the national newspapers that said something like 21 per
cent of people enjoy going to work. People blamed bad management and
long hours ... for awhole host of things happening in their personal lives
such as break up of marriages, stress at home, no time to reflect, no time
to read, basically no time for themselves.

Our catalyst for doing business differently was a dawning awareness
that the company’s employees fell into this category of seeing their jobs
as grim, dogged struggles; that they were among the 80 per cent of em-
ployees who do not enjoy work.

I'wanted to create a great company that would perform far better and
bring people into work with a spring in their step and pride in what they
do. I realized if I wanted my company to change like that the first thing I
had to do was change myself. So I set myself a task: I would make a com-
mitment to myself that if I wanted a better life — and it’s not about money
—if I wanted a better life and to enjoy my job, then I would change first.

I decided I would start a one-year programme of revisiting my values

and then rebuilding everything I did so that I was living those values.

n
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I asked the people who work with me to help me define those values.
Basically, I told them I was dissatisfied with work and had decided I was
going on a journey of change for a year to find a better, more fulfilling
way of living and working. I asked them if they wanted to join me to help find
the answers.

As part of this journey, I asked my staff what they wanted, how they saw
life, how they saw their jobs. What I discovered on my journey was that no
one wanted managing. Sure we need managers. But, people don’t like
to be told what to do. They wanted ownership of their jobs. They wanted
ownership of their lives. What I discovered is that the Boss is dead.

We set about changing the whole culture of the business in 1998 to
introduce fun, enjoyment, empowerment, leadership from the bottom
— to mention just a few changes. We defined our purpose as to turn the
enterprise into a ‘Happiness Centred Business’.

Difference comes from the way people think rather than what you
make. Our people differentiate themselves in part by operating in terri-
tory that competitors fail to occupy: the emotional economy. Our Six Basic
Rules of Heroes that are practised throughout Farrelly are: empathy, social
skills, motivation, self-regulation, self-awareness and emotional skills.’

The company’s turnover doubled in three years, profits tripled and
Farrelly employees now describe themselves in their company literature,
which they write themselves, as ‘among the happiest on this planet.’

One of the sources of inspiration that the people at Farrelly used to
change how they work is the ancient Chinese text the Tao Te Ching, from

which they selected this principle to guide everything they do:

‘Working, yet not taking credit; leading yet not dominating. This is the primal
virtue.’

Source: Gerry was speaking at a session of The Inspired Leaders Network,

where the author was a director for a number of years. More on Gerry

and the company here: www.farrellyfacilities.com.
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ATTENTION

Who’s the spotlight on? You or them?

Leaders are too often at the centre of their own story, seeing themselves as
the heart or head of the business unit they lead. Dream on. Half the time
they are not even paying attention to you. And that’s as it should be. As Jack
Welch supposedly said about GE before he became CEO, its people spent
too much time with ‘their face to the boss and their ass to the customer.’

I'heard the HR VP of Microsoft UK say a while ago that his main challenge
was how to get the most out of brilliant young people who have a lot of
knowledge but ‘the attention span of a gnat’. To varying degrees, that’s the
challenge facing all leaders today — holding the attention of the people you
are supposed to lead. Put it the other way around: if you can hold people’s
attention and thereby influence their behaviour, then you are a leader, what-
ever your job title.

Today’s workers tend to pay attention to what they are interested in. And
if that isn’t you, it doesn’t matter what your job title is or that you’re their
boss. You might appear to get their attention. But, while nodding at your
pronouncements, they are probably really thinking about the problem they

left on their desk or what they should cook for dinner tonight.

IT’S NOT THE INFORMATION ECONOMY

Michael Goldharber, the former theoretical physicist, unlocked this conun-
drum. We use phrases like ‘the information economy’ and ‘the knowledge
economy’ because both these things are in more plentiful supply and circula-

tion than ever before, he noted.
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But power doesn’t flow in the direction of information. It flows in the
reverse direction — the attention being paid to the information is where the
power is. Economics is about scarcity and value. We are awash with informa-
tion and knowledge. Attention is the scarce commodity. So, we’re actually

in the Attention Economy. @

YOU GET ATTENTION BY GIVING IT

You can’t inspire and lead people without earning their attention. You
achieve that in a counter-intuitive way — by paying close attention to what
interests them.

Robert Stephens is the brilliant young founder of the computer repair
company The Geek Squad. He told me recently, when I was chairing his pres-
entation to a conference, that his employees spend much of their off-time
playing online computer games with each other. These are remote games
where the players can be at great distances from each other but chat while
they are playing. He observed them and noticed that they intersperse their
game chat with work chat in which they swap tips on how to fix technical
equipment.

Work and play merge with many knowledge workers. The border between
the two is porous. So, Robert says he is looking to tap into their interest in
online game-play by getting them to develop a game for themselves that acts
as a form of training. He doesn’t lead them away from where their interest
and passion is. He doesn’t compete with it for their attention. He leads them

by tapping into where their attention already is. Simple but brilliant.

‘Many of you want to be leaders, to make a difference. But you might be spend-
ing too much time self-marketing and not enough time researching, building
bridges by taking an interest in someone ... In true leadership situations, where :
: @ good coach/visionary is called for; listening comes before arm waving.’ :
: Yahoo'’s Tim Sanders, blogging on www.execubooksblog.com
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The Attention Economy: It's not the Information Economy. Attention is the scarcity
item. You get people to pay attention to you as a leader by paying attention to their
passions, interests and needs.

AND, FINALLY ... DALE GOT THERE FIRST

As Dale Carnegie put it, ® ‘You can make more friends in two months by
becoming interested in other people than you can in two years by trying to
get other people interested in you.” The same principle applies to attention

and leaders.

SOURCES AND FURTHER READING

(1) The Attention Economy, Michael Goldharber. This is cited more for
reference than as a reading suggestion. Goldharber’s thesis is pre-
sented in the context of how the Web works. I've just adapted it and
applied it to leadership in an age of information overload.

(2) How To Win Friends And Influence People, Dale Carnegie.
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A 60 Second Leader Tale: Abe Lincoln’s folded piece of
paper

This is from Robert K. Cooper’s great book The Other 90 %. It’s a story about
Abraham Lincoln that tells us (a) how we all need acknowledgement and
praise to bolster our confidence (even Lincoln did), and (b) how great lead-
ers are out there where their employees and customers are, not locked away

in a head office.

‘When Daniel Boorstin, a noted historian and Librarian of Congress,
was asked to name the most interesting thing he had ever found in the
nation’s capital, his answer was immediate — a small box containing the
contents of Abraham Lincoln’s pockets from the night he was assassi-
nated: a pair of scratched eyeglasses, a very small amount of money, a
pocket-knife, and a tattered but carefully folded newspaper clipping.’

The clipping noted that he worked, often alone, late into each night
at the White House, seeking ways to save lives on both sides of the battle
that raged day after day. His goal, the reporter wrote, was that the country
would be able to heal itself at war’s end.

Despite the pressures of his office, he made himself accessible to aver-
age citizens in a way no modern president would. Mothers with missing
sons, wives with imprisoned husbands, and thousands of other people
with personal tragedies petitioned this sensitive man. In his speeches, he
constantly strove to convey an eloquence that was both anonymous and
intimate: the plain, weighty tonality of his expressions was meant to feel
as if it spoke in a voice already inside each of us.

The soldiers of the Union Army came through experience to know
Lincoln. They knew, for instance, that after formal reviews he could be
counted upon to wander among them telling humorous stories, despite
the fact that at many times, as one private put it, “every lineament of his

countenance indicated a severe mental and emotional strain.”
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Lincoln earned trust from soldiers because he did not view the world
from behind his presidential desk, but through the eyes of those whose
fears, hopes and humanity were caught up in that terrible war of brother
against brother. Such empathy not only helps build trust, it opens you
to new understandings and new possibilities. The voyage of discovery,
as Proust said, depends not on visiting distant shores but on seeing the
world with new eyes.

What set those specific, albeit modest, words of praise apart was that
they spoke plain language about a distinctive effort Lincoln was making.
Nothing grandiose — which was how he saw himself: an average human
being committing everything he had to do a job well done.

How ironic that a small, “pathetic” piece of paper was a key to sustain-

ing a man as great as Lincoln.’

Source: The Other 90 % : How to unleash your vast untapped potential for leader-
ship and for life, Robert K. Cooper.
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STORIES

You have three stories to tell. Here’s what they are.

Howard Gardner, in his book Leading Minds, says: ‘The key to leadership is
obtaining buy-in to the stories you tell and propagation of those stories’. ")

This is true on at least three levels. Great leaders:

1 Tell a compelling story about themselves: who they are, where they
come from, what they stand for, what they expect.

2 Create or tell a compelling story about the organization: its mission and
purpose, why it is a great place to work, invest in and buy from.

3 Make people feel an essential part of the story through the work they

do every day.

YOUR STORY

All leadership is autobiography. People want to know who you really are
before they will accept you as a leader. You don’t tell that personal story with
just words. If you stop and chat with the doorman and show them as much
respect and interest as you do the finance director, that will get around the
organization and be part of your personal story — their sense of who you
are.

The story you tell and the stories that people tell about you need to be
authentic. But stories told about leaders are not always literally true. There’s
a great story people in the airline industry tell about Continental Airlines
CEO Gordon Bethune, who witnessed a passenger being rude to a flight at-

tendant as a plane was boarding. Bethune asked the abusive passenger how
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much his ticket cost. Then he took the cash out of his own pocket, paid him
back and threw him off the plane. Before it had taken off, that is.

It’s a great story. But, it never happened. People in the airline industry
still circulate it in emails, even though they know it didn’t happen, because
Bethune has a reputation as a boss who fights for his people’s interests. So
the story maintains its currency because it’s the kind of thing he would do.
What’s your personal story? What authentic stories do people tell each other

about you?

YOUR COMPANY STORY
‘The companies that will win in the future will be those with the best stories,’
says Danish futurist Rolf Jensen.

That doesn’t mean projecting an image through marketing and advertis-
ing. It means the stories spontaneously generated by a company’s actions
— stories that attract people to want to work for you and be a customer.

Consumers are increasingly resistant to the marketing stories organiza-
tions tell about themselves. Instead, they listen to each other. Hence the
growing power of customer advocacy and recommendation. Itis viral stories,
spread by customers and based on how the company behaves, that become

your company story — not the stories put out by your PR people.

THEIR PART IN THE STORY
Remember this mythical JFK anecdote? The President was visiting NASA
headquarters and stopped to talk to 2 man with a mop. ‘And what do you
do?’ he asked. ‘I'm helping to put a man on the moon, sir,” said the janitor.
Knowing their part in your company story engages people and gives them a
sharp sense of purpose.

David Armstrong runs a $100 million freight company. New people at
Armstrong’s don’t receive a policy manual, just a book full of stories about

employees using their initiative to get things done.
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Armstrong used to put these stories on an intranet — stories like the per-
son he found on aloading bay at 3am doing the supervisor’s job because the
supervisor had been delayed. The point is to say, ‘Here is a mortal like you:
this is what we do. Read this as your training. Then act like this.’

Communicating internally through stories is more memorable than poli-

cies. Policies are words. Stories are about behaviours and actions. @

MBSA: Management By Walking Around, or MBWA, was brought to mass attention in
the 1980s by Tom Peters and Bob Waterman, when they wrote about how it is used at

Hewlett-Packard. Peters sometimes says in his seminars that twenty-five years later
leaders need to learn to practise MBSA or Management By Storying Around.

SOURCES AND FURTHER READING

(1) Leading Minds: An Anatomy of Leadership, Howard Gardner.
(2) The Dream Society, Rolf Jensen.

(8) Unleashing The Ideavirus, Seth Godin; The Cluetrain Manifesto, Vari-

ous.

(4) The Leader’s Guide to Storytelling, Stephen Denning.
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A 60 Second Leader Tale: Making people part of the
story

In a large organization, how do you make everyone feel part of the story
rather than just an anonymous cog in the machine?

There’s a UK company called Yell. It produces the Yellow Pages direc-
tories among other things. It’s a £1 billion-plus company with thousands
of employees.

I met the communications director once, when Yell had 3,750 employ-
ees. He told me that the CEO used these three mechanisms as part of his

commitment to make everyone part of the Yell story:

1 Everyone is in the book

The company produced a booklet on a regular basis, featuring targets
achieved and targets to aim for. Everybody received a copy of the book.
But, also, everybody was in the book, literally. The names of all 3,750
employees were included in the book as a roll of honour. When the
books were handed out in an office, the first thing that would happen,
almost ritualistically, is that everyone’s head would be down as they riffled
through the pages looking for their own name. Many of the employees

would take the booklet home to show their family — ‘Look: that’s me.’

2 Everyone is part of the whole

The CEO also used a telling piece of language. He would constantly de-
scribe the company as a jigsaw puzzle made up of 3,750 pieces, each with
a passion for excellence. One missing piece — one person not behaving
with a passion for quality — spoils the whole. Yell is the only company to
have won the European Quality Award (modelled on the Malcolm Baldrige

national quality award in the US) twice.
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3 The CEO meets everyone

The CEO also had an annual schedule designed to allow him to meet
every employee at least once during the year, including holding long
Q&A sessions with them. Candid Q&As are a powerful way to include
people and make them feel part of the story. Sam Walton, Wal-Mart
founder, also used to hold marathon Q&A sessions, but this time with
thousands of shareholders in a football stadium especially hired for the

occasion. Sam would take questions for SIX HOURS.
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MOTIVATION

The three things people want. You are the incentive
scheme.

Most motivation and incentive programmes are control-based systems. But
Aidan Halligan, until recently Deputy Chief Medical Officer for England,
said to me once, ‘You can’t injunct motivation and harness it to your plan.

Motivation is intrinsic.’

HIRE FOR ATTITUDE, TRAIN FOR SKILL

Incentives tend to get people to chase bonuses and targets (see Chapter 18,
Targets), skewing motivation towards gain rather than doing the job well.
Hence a renewed focus in recent years on hiring people who are innately
motivated rather than trying to build it in postrecruitment.

Robert Spector, who has analyzed the success of the Nordstrom depart-
ment store and its legendarily motivated employees, asked a member of the
Nordstrom Board once, ‘Who trains your people?’” “Their parents,” was the
immediate reply.

The most successful Nordstrom salespeople can earn huge bonuses. But,
the structure of their incentive system is not controlling. They are free to be
as successful as they want, almost acting like independent franchisees who

happen to be based in the Nordstrom store.
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THE THREE THINGS PEOPLE WANT
The consultants McKinsey asked people ‘What makes for a fantastic work

environment?’ ® The three top answers were:

1  It’'s honest and open: ‘I can trust my boss’.
2  I’'mstretched: ‘If I'm not there, I know I’'ll be missed’.
3 Risk - the ability to make decisions. ‘Don’t give me tasks. Let me make

decisions.’

The control that Nordstrom and other high-performing organizations give

their people over how they deliver shows up as number three.

YOU ARE THE INCENTIVE SCHEME

Incentive schemes designed to change your people’s behaviour through
control and rewards are just a proxy, a substitute for lack of meaning in the
work itself. There’s a far more powerful mechanism you can bring into play
— the ability to inspire. That’s why leadership is so important. As John Kotter

puts it:

‘Motivation and inspiration energize people, not by pushing them in the right
direction as control mechanisms do, but by satisfying basic human needs for
achievement, a sense of belonging, recognition, self-esteem, a feeling of control
over one’s life and the ability to live up to one’s ideals. Such feelings touch us
deeply and elicit a powerful response.”®)

RECOGNITION

Two words regularly top the polls when people are asked what they want
more of from their boss: thank you. Ken Blanchard helped lead the charge
on recognition and appreciation with his now widely preached (but not
so widely practised) notion of catching people doing things right — reversing

the manager’s traditional role of policing — and publicizing that through
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mechanisms such as ‘Eagle’s nest’ noticeboards (he has an anthropomor-
phic tendency to divide people into ducks and eagles).

Blanchard advises us to ‘Forget all those artificial “employee of the
month” initiatives. They just encourage the attitude that “So-and-so won
it last month; it’s the sales department’s turn this month,” which breeds

cynicism.” @

The Law of Great Expectations: ® Roger Bannister said, when asked how he broke

the 4-minute mile, ‘It’s the ability to take out of yourself more than you've got'. If you
make it clear to people you know they are capable of great things and provide the
environment and resources they need to achieve, they will often surprise themselves
by delivering more than they thought they could. It’s the leader’s faith in people that
pump-primes the latter’s own faith, if you like.

This faith is at its most powerful when it is specific and personal rather than
generalized - when you know someone intimately and they feel you can see some
capability in them that they were not fully aware of themselves. You need to engage
with people to achieve that level of intimacy. They need to feel they know you and, if
possible (with large organizations, not always possible), vice versa. Which is why our
next chapter is on engagement.

SOURCES AND FURTHER READING

(1) The Nordstrom Way, Robert Spector.

(2) Rene Carayol at www.carayol.com.

(3) ‘What Leaders Really Do’, John Kotter, Harvard Business Review.

(4) Ken Blanchard, co-author of The One Minute Manager, Raving Fans
and other works, was talking at the European Conference on Customer
Management in London, 2005. The quotes, above, are from my
notes.

(5) The Feiner Points of Leadership: The 50 Basic Laws that Will Make
People Want to Perform Better for You, Michael Feiner. Feiner just
callsit “The Law of Expectations’. I added the ‘Great’ as I come from

the land of Dickens and he doesn’t.
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A 60 Second Leader Tale: Handy on motivation

Charles Handy tells how he was trying to write one day and was suffer-
ing from writer’s block. A group of children came by and were playing
outside his window.

For some reason, the sounds unleashed his creative juices and the
words started flowing. He went out to them, told them how great it was to
hear them having fun outside his window, how it helped him work. Then
he asked if they could come back the next day. They did. Same thing
happened. So, he asks them back again.

At the end of the third day, he has gotloads of work done to the sound
of these kids playing outsid