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We live in a world that is ever more demanding of leadership. Few
organisations face a straightforward future free from strategic choices,
resource constraints, and value judgements, based on a complex and
never ending cascade of complex data from many sources. The business
environment in any sector is a cocktail of risk in which good management
and the ability to harness resources in the interests of the task in question
is simply not enough. Organisations need leadership like never before.

The perennial question asked about leaders is —are they born or made?
I think this book is intended to make people who are born and made
to lead better leaders. The intelligent leader looks for any and all
opportunities to build on their own, and learn from the experiences
of others in order to enhance their potency in the many and varied
situations leadership demands of them. They need the ability to
synthesize logic, emotion and values to make decisions and analyse
situations. This is a difficult concept to apply in reality.

Finally, it is my view that one of the core requirements of leaders is

to recognise and encourage other leaders. It is the mark of the truly
mature leader that he/she is surrounded by leaders. In fact, leadership
is what happens when the “leader isn’t in the room”. It is the mark of a
leadership culture in which hierarchy is replaced with the opportunity
to lead within the context of the situation in which an individual finds
themselves. This kind of leadership will be the mark of the successful
organisation in the future. In my view, it is the only way of leading in
complex and challenging times.

This book contains practical steps that leaders can take on the never
ending journey to truly inspired and inspiring leadership. I recommend
it to you in the hope it provides ideas and stimulation in the difficult,
rewarding and necessary task of leadership.

Lord Victor Adebowale CBE
Chief Executive
Turning Point
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Introduction

Here is Edward Bear,
coming downstairs
now, bump, bump,
bump on the back

of his head behind
Christopher Robin.
itis, as far as he
knows, the only way
of coming downstairs,
but sometimes he
feels that there really
is another way, if only
he could stop bumping
and think of it.

A.A. Milne,
Winnie-the-Pooh

Allleaders have notions for making the future better than the present.
Somewhere among those ideas, plans and potential targets there are
some tremendous things waiting to happen. The equivalent of the heart
bypass operation or the mobile telephone is just around the corner, about
to be thought up. But —and it is a big but — thinking time is nowadays a
very rare entry in any busy executive’s diary.

Leadership has been called the most researched and misunderstood topic
on earth, so why should we bother to add to the fuss? For us leadership is
about creating bottom line success with a real ‘feel good’ factor — where
everyone achieves more, is more successful, more valued and happier
than they were before. As busy executives we longed for a plain English
digest of the latest theories with an explanation of how to put them into
practice, when they would be helpful and what the pitfalls might be, and
for someone to tell us honestly how to do the hard bits without making
things worse.

Eventually we have written it ourselves. This book is a summary of all the
useful things we have found over the years that have actually helped us to
get the job done well in an enthusiastic and relatively harmonious way.

One successful managing director once told us that he wished to
maintain the mystique of good leadership, implying that the keys to
success should not be easily available to all. His view was that he had

to learn his leadership skills and attributes the hard way, by making
mistakes, and that all potential leaders needed to do the same. We
disagree. We believe that we need leaders to be as successful as possible,
as often as possible, so everyone can share in that success. We see no
reason why leaders should have to learn by making avoidable mistakes
through lack of information.

This is a working handbook on leadership that busy people can refer to
often and particularly in times of difficulty and uncertainty. We provide
explanations of the tools and techniques that will enable ordinary people
to lead and to lead well. We believe that our messages apply equally to
leaders of a multi-national company, a private business, part of the public
sector, a charity or a non-governmental organisation.

Our objective is to simplify and demystify rather than to complicate
and make mysterious. We have tried to write in simple straightforward
language that everyone from the office junior to the chair of the board
can relate to and understand, and to avoid the jargon that both confuses

13
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and annoys. We have included all the lessons that we have learned from
our own careers as well as the best of the current leading-edge academic
and practical thinking on the subject.

The first chapter brings together all the current leadership theories

and definitions, explains how they arose and the essential thinking
involved. In a series of questions and answers we attempt to deal with the
commonest concerns about leadership that we hear from people at work
and so set the scene for taking action.

Chapter 2 outlines the five circles of influence, key areas that will demand
your leadership attention sooner or later. We suggest that you take some
time to think about these in terms of your own organisation, decide
which get most of your attention and which least, and whether you have
the balance right.

The rest of the book contains 101 leadership tips, ranging from how

to think like a leader through to how to deal with the witchcraft that
emanates from head office. Each of these is primarily related to one of the
five circles so we have arranged this part of the book in five steps to make
finding things easier and to enable you to start wherever you are most
interested right now. There is no ‘right’ place to start, just follow your
own interests.

Each tip is cross-referenced to linked topics covered elsewhere and to
suggested further reading for those who are interested in learning more.
If the books we recommend are out of print we suggest you conduct an
Internet search on www.abe.com or www.bookfinder.com. When we
checked, they were all there.

Step 1: thinking like a leader

How to use the leadership theories in Chapter 1, what to do and how to
avoid the possible pitfalls.

Step 2: creating a vision

This explains what a vision is, why you might want to bother, how to go
about it and how to use the vision once you have finally decided on it.



Step 3: choosing a set of values

Values are like the operating system of a PC, usually hidden behind all
that is on the desktop, quietly enabling things to happen in an expected
way. However, put two PCs with different operating systems together
and expect them to communicate — you will have problems. So it is with
people and with organisations. If the values don’t match, or are not
understood, leaders will have problems. This section explains how to
choose your values, use them and share them appropriately.

Step 4: recognising that people are different

We all know that people are different yet sometimes we forget to think
about this when we are in a hurry to get things done. This section
explains a simple way to recognise the main characteristics of different
thinking styles, how to recognise them in those you meet and how

to adapt your own leadership approach so that you maximise your
effectiveness with everyone.

Step 5: achieving extraordinary results

This is the largest section of the book and contains practical tips on how
to deal with the common problems of leading an organisation, managing
everything and still finding time to think and to have a life outside work.

A friend to whom we e-mailed a pre-publication version of the book tells
us that he keeps it on his desktop and looks at a tip a day. That way he
either learns something, finds out what he already knows or marshals his
arguments to send to us, generating an interesting conversation. Another
told us that she keeps the embryo version of the book on her desk and
refers to it whenever she has aleadership problem.

However you decide to use it, we believe that you will find much here that
is familiar; there is no rocket science in this book. We expect that you
will disagree with some of it and we hope that you will find some useful
insights that help you to expand your leadership influence.

This is not a book to be read in one sitting. We hope that you will write
your own insights in the margins, mark the relevant pages and make it
your own working document.

As Mr Spock might have said,

‘Lead well and prosper’.

15
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What is leadership?

Leadership is all about people. It is about nothing else but people. People
are the first note on the keyboard of leadership that has to be hit and the
last. And every note in between must be hit perfectly for them to perform
consistently above their own expectations.

The tricks to becoming a good leader are to be able to recognise what is
wrong and how to put it right, to elicit the cooperation of followers, to
listen to the constantly changing needs of others both inside and outside
your own operation, and to put the needs of the organisation ahead of
your own.

Leadership is that simple and ... that difficult.

Most people at work do not think of their managers as leaders. On the one
hand their manager could be ‘a nice guy but a bit weak’ or on the other
they could be ‘incredibly intelligent, very successful but she eats people
so I wouldn’t work for her’.

Successful leaders are comparatively rare. They embody the personal
qualities and values that make people like them and are also successful,
which makes people respect them. Liking and respect are the twin factors
that will cause followers to go the extra mile willingly.

Is leadership different from management?

Leadership is of the
spirit, compounded
of personality and
vision; its practice is
an art. Management
is of the mind, more
a matter of the
accurate calculation of
timetables, methods
and statistics. Its
practice is a science.

William Slim,
Field Marshal
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Business class travellers now carry slim books on leadership whereas in
the 1990s they carried thick tomes on management. Management is now
adirty word — it reeks of taking away people’s livelihoods using excuses
like ‘de-layering’ and ‘right sizing’.

The jargon-filled pronouncements of organisations in the 1990s are now
deemed bad memories of a bygone age. Organisational aims such as

‘We intend to become the best managed organisation in the public sector’
were accompanied by huge spending on consultants to achieve the
objective. The promotion of cold management efficiency was then

atits height.

In contrast, today large organisations have kicked out the consultants
and leadership has a warm human ring to it suggesting accessibility,
collective effort and teamwork. Whilst no one states that management
techniques are unimportant, managers today are deemed invisible desk-
bound cowards hiding behind their computer screens. Leaders are visible
heroes walking the job and setting the example.



Leadership effectiveness

High

Low

We think that view is too extreme. We do, however, believe that thereis a
fundamental distinction between management and leadership and that
both are absolutely essential for an organisation to succeed.

Management is primarily about non-human resources or things,
whilst leadership is about people. Management is a science taught as a
university degree subject whereas leadership can be termed the art of
possibility. All leaders want to change the status quo. If no change is
needed a manager will make sure that things are done well. However if
change is needed, call for a leader.

Management involves using the left hemisphere of the brain to devise
logical processes, project plans, performance indicators and risk
registers. The right hemisphere is needed for effective leadership, to

see the patterns of activity in the sector, imagine how things might be
different and spark an idea in the team. A manager uses the left-hand
side of his brain to build his budget; a leader uses the right-hand side of
her brain to inspire her staff to achieve the budget. In order to persuade
and influence others we need to be able to visualise a future that does not
currently exist, to think up creative solutions to problems and to be able
to sense when others are struggling or feeling low. And to take effective
action we need good management.

The leadership management matrix

Visionaries Stars
Drifters Busy bees
Low High

Management efficiency

Source: Manfred Kets de Vries, The leadership mystique

19
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Leaders can only achieve what their followers want them to achieve.
Managers can sack staff who disagree with them and so shut up the rest
for a time. However, successful leadership is dependent on the wishes
of the constituents. Leaders can only achieve what they persuade their
followers to want to achieve. If the leader tells the right story, tells the
story in the right way, nominates a purpose in tune with those of the
followers and gets the timing of the story right, he or she will succeed.

Margaret Thatcher was ousted from the prime ministerial chair in 1990
because she failed to absorb the public mood about the poll tax. She was
in a position where she was telling the wrong story at the wrong time. She
was out of tune with her constituents. In spite of her notable successes

in the past, her constituents (in this case her fellow Conservative MPs)
rejected her as aleader.

Is leadership temporary?

Leadership is a transient and temporary condition. It floats around and
moves like the magnetic North Pole. A leader only gets so many chances
to succeed before followers look somewhere else for a new leader.

Leadership is to do with engaging the emotions of others. This emotional
attachment of followers cannot be commanded. Managers can manage
until they retire but leaders can only lead as long as they can get people
to go along with them. If a leader destroys the trust of a follower, that
follower may well remain at work for economic or security reasons, but
will not be led, they will submit to a managed relationship only.

A management relationship can be perfectly satisfactory if it is brisk

and businesslike with cool attention paid to tasks and results. It can be
unemotional with a job-orientated approach on both sides. In contrast, a
leadership relationship will not succeed through coolness. There must be
emotion, warmth, enthusiasm and a stirring of the blood.

Leadership is temporary for two reasons. Firstly, the situation that
requires leadership may come to an end. Leadership is about helping
teams reach goals. When the goal is reached, there may be no further
need for leadership.

Winston Churchill led the United Kingdom successfully through the
Second World War, but the electorate rejected him in the 1945 election.



Secondly, today’s respected leader may be out of touch with the reality
of tomorrow. The goals that once called forth all of the leader’s skills
and attributes may have changed. Tomorrow’s struggle may, in fact, be
diametrically opposed to everything that aleader stood for yesterday.

Mikhail Gorbachev led the transformation of the Soviet Union and that
led to the dismantling of the Berlin Wall. However, once into the brave
new world he had envisioned, his constituents, the Russian people,
rejected him.

A good leader must recognise that there is a time to lead and a time to
manage — a time to lead and a time to follow.

Is leadership a good thing?

What these
experiments told
us was that there
is something
bizarre about all
human beings, not
just Germans and
Russians.

Keith Grint, Reader

in organisational
behaviour, Oxford Said
Business School

The concept of leadership embraces Churchill, who roused the British
nation to go to war when perhaps a majority of the population did not
want to fight. Most would agree that he changed the world of his time for
the better. It also embraces Jim Jones, the founder of the People’s Temple
cultin Guyana. In 1974 Jones led 914 of his followers in an act of mass
suicide. Influenced by his leadership, followers fed cyanide to 240 of their
own children. Most would agree that he changed the world of his time for
the worse.

Famous people with memorable leadership gifts include Nelson Mandela,
Mahatma Ghandiand Abraham Lincoln. They embody our highest

sense of what it means to be human. However it is irrefutable that others
who persuaded their followers to indulge in mass murder, such as Adolf
Hitler, Saddam Hussein and Joseph Stalin, also possessed considerable
leadership attributes. They serve to warn us how low leaders can cause
their followers to sink.

After the horrors of the gas chambers and the mass burial pits
orchestrated by Hitler and Stalin in the Second World War became
common knowledge, leadership was viewed as dangerous. Two chilling
psychological experiments in the United States provided devastating
evidence of the dangers involved.
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