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First Things First

When managers and leaders
fail to attend to daily prime

matters, time turns thief. Gone,
with the constant tick-tock of

the clock are the golden
options, closed are winning

windows of opportunity.



INOTE THAT CHIEF EXECUTIVE’S
Best Companies for Leaders

ranking (conducted with Chally
Group) is based on four criteria: 1) having a
formal leadership process; 2) commitment of
the CEO, as measured by the time and qual-
ity of involvement with the process and pro-
gram; 3) depth of the leadership funnel as
measured by the percentage of senior and
middle management positions filled by
internal candidates; and 4) number of other
companies that recruit from the company.

Here are this year’s top five companies:
Rank 1: Procter & Gamble, Bob McDonald,

CEO. “I see my role as the chief talent
officer. Leadership development (LD)
is central to our ability to grow earn-
ings and cash flow.” P&G executives
are considered the Navy SEALs of
management. This results in from a
razor-like focus on internal succes-
sion planning (promotion from within).
You’re expected to develop man-
agers below you. Your boss can’t be
promoted until you are ready to be promot-
ed. LD encompasses formal and informal
training. In P&G’s general manager college,
people are taught values-based leadership, a
curriculum McDonald created. He trains
many of the 250 leaders personally—and he
personally reviews the progress of the top
300 to 400 executives with the board of
directors. Short feedback loops include 360-
degree reviews to prevent derailment.
“Assignments test people, stretch them, but
don’t break them—we often put our best
people in our toughest jobs. Our learning
system prizes flexibility and adaptability and
admits when things go wrong.”

Rank 2: IBM. IBM has a history of innov-
ative LD and cross-discipline mentoring:
Basic Blue for IBM Leaders, Shades of Blue and
Accelerate Executive Leaders program for new
executives, and Executive Insights for newly
hired or acquired executives. These integrated
programs identify, assess, and develop 60,000
high-potential leaders at all levels. The plan-
ning process defines all roles across IBM and
creates Success Profiles for all leadership roles.
This system defines demand for leadership
roles by business unit or market and identi-
fies critical gap roles (requiring accelerated
development and recruitment). The second
process focuses on pipeline development.

The competencies of those in leadership
roles are regularly evaluated to assess the
leadership potential and functional skills of
IBMers globally. Guidance on potential career
paths and personal development plans are pro-
vided and progress tracked through the IBM
management system, including providing
experiences and developmental opportuni-
ties. Placement decisions are made through
5-Minute Drills in annual leadership reviews.
This process moves up to high visibility
Chairman’s Reviews with action follow-ups.

Rank 3: GE. At its training facility in
Crotonville, NY, GE spends $1 billion a year.
GE’s John F. Welch Leadership Center, notes
CLO Susan Peters, features offerings that
develops core leadership skills. These courses
are managed by staff but delivered at GE

businesses worldwide through a
Train the Trainer concept. Staff
ensures that the person teaching the
course is trained and certified. GE
trains about 60,000 people a year
digitally, and an additional 9,000
attend courses at Crotonville.

Rank 4: 3M. 3M practices LD
through assignment rotation; execu-
tives stay in a job for about four

years to experience failure (the best teacher)
and sustained success. 3M also focuses on
leaders two to four levels below the CEO to
develop and transition them into new roles.
It’s mantra: If your people grow, your company
will grow. The key: linking growth in indi-
viduals to things that unlock energy and
activities that customers value. CEO George
Buckley spends 20 percent of his time on talent
and leadership development. He sees what
experiences executives need to advance.
Courage and ethics will take a manager far.

Rank 5: Southwest Airlines. Known for its
low costs and high spirits, Southwest man-
ages largely through its culture. It hires on
attitude and enthusiasm and then uses its
University for People training facility to devel-
op and deliver personal, professional and
leadership curriculum. The Manager-in-Train-
ing (MIT) Program is for Hi-Po leaders who
have long-term interest and prospects in the
company. MIT 1 offers learning experiences
and department visits that emphasize all
aspects of the culture. MIT 2 strengthens man-
agement expectations, develops key leader-
ship skills, and builds relationships with
other managers, directors, and leaders. Visit
www.ChiefExecutive.net. www.chally.com. LE
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Of course, such a workforce requires
inspired leaders who truly put people
first. If the workforce encapsulates
these ideas, adaptivity will follow. Yes,
a soaring vision is desirable; an effec-
tive strategy is important; and super-
processes are necessary. But in the end,
it’s all about THE PEOPLE! It’s
ALWAYS all about THE PEOPLE!

AAtttteenndd  FFiirrsstt  ttoo  FFoouurr  FFiirrsstt  TThhiinnggss
Four First Things factors are the true

differentiators of excellence. You need
to convert them into strategic obsessions.

1. Cultivate the best cadre of front-
line managers (FLMs). The FLM is the
key to employee satisfaction, retention,
and productivity. If employees are sour
on their FLM, their performance will
suffer (or they’ll leave). Yet, most execs
are not obsessed with developing their

FLMs as a primary strategic asset and
engine of enhanced performance!

Let me ask you 10 questions con-
cerning your FLMs: 1. Are you, a stu-
dent of FLM behavioral excellence? 
2. Do you understand and act upon the
fact that the FLM is the key LEADER-
SHIP ROLE? 3. Does HR single out
FLM for tracking purposes and special
developmental attention? 4. Do you
spend gobs of time selecting the FLM
using criteria consistent with the enor-
mity of the impact that they have? 
5. Do you have the absolute best training
and development program in the industry
for first-line supervisors? 6. Do you rig-
orously mentor them? 7. Do you leave a
FLM slot open until you can hire some-
body spectacular? 8. Do you weigh pro-
motion decisions as much for FLM as
you do for a VP? 9. Do you evaluate
the quality of your full set of FLM? 
10. Are your FLMs accorded the respect
that the power of their position merits?

2. Seek cross-functional excellence
(cfx). Poor cross-functional integration

Adaptive Organization

THERE IS A LOT OF TALK
about adaptive orga-

nizations. In perilous
times, adaptivity is arguably skill/
goal #1—and the bones of those who
failed to adapt litter the landscape.

I insist that there is a one-variable
answer to the adaptivity issue—the
success-fail, life-death factor: Adaptiv-
ity is a 100 percent function of the work-
force—how it is recruited and developed
and encouraged and appreciated—or not.

Adaptive organizations have work-
forces that: are hired for attitude and
character and proven teamwork as much
as for skill; are respected and trusted and
appreciated and celebrated; are in on
most things in a culture of information
sharing and transparency; are trained
and re-trained—you can, in effect, never
spend too much time or money on training
and re-training; treat learning new stuff
daily as holy responsibility; believe that
everyone has something worthy to teach
you; are routinely exposed to an insane
variety of outsiders who offer constant
stimulation and direct challenges to
conventional wisdom; are given the
autonomy (with concomitant account-
ability) to and encouragement to try it,
almost any it, at the drop of a hat—
and then try it and try it again and
again; are guaranteed that useful fail-
ures are cheered; are bound by a coda
that shouts good enough is never good
enough; are all dreamers with deadlines,
committed to pursuit of the novel and
disruptive—and equally committed to
flawless and timely execution; laugh a
lot at themselves and their foibles and
pratfalls; are, while civil to a fault,
irreverent about damn near anything
other than integrity and decency; are
responsible for each other’s mentoring
and growth; believe that their role is to
serve, to serve each other and to serve
each member of our family of organi-
zations (vendors, customers, commu-
nities); are diverse to a fault—from
every background imaginable; are
insistent that every one is treated as 
an indispensable member of the
team—no bit players; relentlessly pur-
sue Excellence in all we do, in tough
times and prosperous times.

is often the chief culprit of organization-
al failure. Within an engineering com-
pany, for example, research, marketing
and finance are routinely at each
other’s throats—and the result is that a
critical new product comes to market
12 months late. Or take the local police
and federal police: Each doubtless has
the fight against terrorism as their pre-
eminent goal— but often refuse to
share all their data with one another.

Achieving CFX is not merely about
“removing barriers.” It is about achiev-
ing competitive dominance—for exam-
ple, cut that new-product development
by 50 percent. This is not primarily a
software issue. Rather, it is a softer form
of software—like having lunch with
members of other functions! I call
things like doing lunch the social acceler-
ators of cross-functional excellence.

Such notions as these 20 can lead to
miracles: 1) present small weekly awards
to those in functions who help your
team-function move forward; 2) make
it part of everyone’s job to make friends
in other functions; 3) do lunch with
people in other functions frequently; 
4) ask peers in other functions for refer-
ences to become conversant in their
world; 5) invite counterparts in other
functions to your team meetings and
ask them to present “cool stuff” from
“their world” to your group; 6) seek
examples of tiny acts of cfx to acknowl-
edge; 7) present counterparts in other
functions awards for service to your
group; 8) discuss good and problemat-
ic acts of cross-functional co-operation
at every team meeting; 9) when some-
one in another function asks for assis-
tance, respond with speed as if they
were a key external customer; 10) Do
not bad mouth counterparts in other
functions; 11) co-locate—physical prox-
imity almost guarantees higher co-
operation; 12) form XF teams on the
spot to deal with an urgent issue; 13)
gain early project management experi-
ence by working with folks from other
functions; 14) give as many people as
possible temporary assignments in
other functions; 15) get people out with
customers to gain customer-facing
experience; 16) create a special role or
position such as knowledge transfer facil-
itator to spur integration across barri-
ers; 17) have a XF rating component in
performance evaluation; 18) have strict
and extensive measures of “customer
satisfaction” based on evaluations from
other functions of its usefulness and
effectiveness and value-added to the
enterprise; 19) demand XF experience
for senior jobs; 20) dive down three
levels to fill a senior role with someone

by Tom Peters
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who has been pro-active on adding
value via excellent cross-functional inte-
gration. Aspire to nothing less than cfx.

3. Engage in strategic listening. If you
don’t listen, you don’t sell anything. So,
ask questions and wait for answers.
Make people feel like they are the only
ones in the room. Talk with people, not
at them. Most leaders interrupt people
within 18 seconds. They agree: listening
is important. Yet, for them, effective lis-
tening is not a strategic obsession, pillar
of the culture, or a competitive advantage.

For leaders, listening is the profession.
Treat every encounter with every person as
the most important thing at that moment.
Effective, strategic listening is the heart
and soul of Engagement, Recognition,
Partnering, Learning, Customer Connection,
Kindness, Thoughtfulness, Collaboration,
Community, Cross-functional Communication,
Execution, Sales, Service, Networking,
Learning, Renewal, Creativity, Innovation,
Diversity, Strategy, Differentiation, and
Profitability. The ROI from listening is
higher than from any other single activity.

Listening underpins Commitment to
Excellence. Listening should be a core
value, competence, training priority,
strategy, and top criteria in hiring, eval-
uating, and promoting decisions.

4. Lead through meetings. All bosses
complain about too many meetings. But
meetings are what bosses do—they are the
principal platform for projecting your
leadership skills. Every meeting that
doesn’t stir the imagination and curios-
ity of attendees; increase bonding, co-
operation, engagement, and self-worth;
motivate rapid action; and enhance
enthusiasm is a lost opportunity. Prepare
for every meeting as if your life and
legacy depended on it—since they do.

Plan superb beginnings and inspiring
endings! Every meeting needs an energetic-
exciting start and a blow-out ending which
launches the “To dos” with gusto! Never
begin a meeting with an insipid “Let’s
get started.” Begin with some exciting-
surprising nugget—perhaps a show of
enthusiasm, maybe a 90-second report
on something that went well, maybe a
kudo to someone. Before the meeting
ends, quickly ask people how they FEEL
about the take-aways. Deal with disengage-
ment. Thank EACH person, with a spe-
cific reference for their contribution.

These four First Things are the guts of
effective organizations—and give you a
sustainable competitive advantage. Make
each of them an obsession—and odds
are high that the bottom line will soar. LE

Tom Peters is coauthor of In Search of Excellence and other best-
selling books. Visit www.TomPeters.com.

ACTION: Focus on the first four things.

by Ron Ashkenas

to know all the answers. They depend
on people who are closer to the action
to supplement their knowledge. But
that’s the logical argument. On an emo-
tional level, people in positions of authori-
ty often feel that they should have all the
answers, display strength and confi-
dence, and give clear direction. That’s
what it means to be the boss. So if they
are contradicted or challenged by a
subordinate, they feel threatened, or
worried about looking weak. To avoid
this, they send out signals, sometimes
unintentionally, that they do not want
their people to speak up.

Jack Welch talks about self-confidence
as critical for managerial success. But
self-confidence works in two directions:
The subordinate needs enough self-con-
fidence to speak up, and the boss needs
enough self-confidence to listen. When
either lacks this confidence, communi-
cation is constrained—and deference
becomes a dangerous default position.

TTaakkee  TThheessee  TTwwoo  SStteeppss
Breaking free of a deferential culture

is not easy, but here are two steps that
encourage the practice of pushing back:

With your people: Give them
encouragement and make it
easy. Ask your people for
their opinions. Draw them
out and recognize when
they help push your think-
ing forward. Tell them that
your positions are tentative
first thoughts and that you
want them to help you
flesh them out. Recognize
and reinforce people who
do speak up. Start your

meetings by saying that this is “safe
space” where you can challenge each
other. And most importantly, if you do
start feeling defensive and threatened,
try not to react immediately in a way
that might shut down the discussion.

With your boss: If you’re concerned
that your boss is unproductively hid-
ing behind a shield of authority, try to
make her more aware of it. Talk in pri-
vate about the deference dynamics and
what information isn’t getting through.
Discuss the benefits of more candid
dialogue and the risks of its absence.
Join with some peers to constructively
increase the power of your voice. Suggest
ground rules for meetings that encour-
age healthy criticism. And if none of
these tactics work, talk with your HR
partner for additional help. LE

Ron Ashkenas is a senior partner of Schaffer Consulting and the
author of the book Simply Effective: How to Cut Through Com-
plexity and Get Things Done. Visit www.schafferresults.com.

ACTION: Free yourself from deferential culture.

WHAT’S YOUR EXPERI-
ence with defer-

ence? Rarely does
passive and pervasive deference to
leadership end with a positive result.

For example, once I sat in on a meet-
ing of the leadership team for a global
technology company. At the start, the
CEO flashed a couple of slides on the
screen that summarized key aspects of
the firm’s strategy, saying, “You’ve all
seen these charts before, so we don’t
have to dwell on them.” The meeting
then proceeded. There was only one
problem: None of the other executives had
seen those slides before! They had been
created by the CEO’s strategy director
two days before the meeting. Yet not a
single person in the room spoke up.

The fact that the executive team had-
n’t seen the charts before
doesn’t matter. What mat-
ters is the behavior in the room:
If executives can’t correct
the CEO on a relatively triv-
ial issue, will they speak up
on something substantial?

And if C-suite executives
defer to their boss to this
extent, they likely replicate
the pattern with their people.
In fact, later that day one
colleague tried to encourage a project
leader to clarify the goals for a critical
initiative with her C-suite sponsor and
was told: “He’s busy; I’m sure he would
prefer that we figure this out ourselves.”

Deference to authority is deeply
engrained in most cultures and organi-
zations. We honor our parents and are
taught to obey them. We’re encouraged
to respect our teachers, elders, commu-
nity, and religious leaders. Given this
cultural reinforcement, pushing back
against hierarchical authority often goes
against the grain. It’s even more difficult
in organizations when such push-back
is implicitly (or explicitly) discouraged
—either by an unwillingness of senior
people to receive feedback or subtle
punishment for people who speak up.

The problem is that all managers need
their people to add ideas, provide different
perspectives, and challenge them. Being
further from the teams’ problems, man-
agers lack the visceral or technical data

Danger of Deference
Learn to dance with the stars.

PERFORMANCE DEFERENCE
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sions. Using available data or scientific
evidence leads to better decisions than
intuition alone. Some organizations are
competing on analytics, while others are
simply using them as an occasional aid.
• Using IT not to create better judgment

directly, but to enable the other changes.
While early applications of IT have pri-
marily been about better transactions,
over the last decade they’ve entered
the realms of knowledge, insight, and
judgment. Technology makes possible
the changes of increased participation
and analytical decision support. It also
allows for the capture and distribution
of many forms of knowledge.

These changes come at a time when
external conditions have made getting
decisions right imperative. Businesses
face stiff competition, and in a climate
of economic uncertainty and volatility,
markets and customers move faster. The
same technologies that make it easier
to tap collective wisdom internally also
create more transparency in them—
and so the punishment for getting big
decisions wrong is swift and stern.

Good judgment and decision making
require such verities as good leadership,
strong culture and values, accountability,
and good decision processes. However,
rarely are these verities emphasized in
combination with the four new factors.

In response to these changes, some
leaders simply insist that only their
judgment and decisions count. Instead of
seeing how social technologies can
facilitate collaboration and group judg-
ment, many firms still ban their use.

But many leaders are moving with,
or even ahead of, the patterns of change.
They embrace a new approach to building
judgment and applying it to important
decisions. They consult more people
and draw from their expertise, adopt-
ing some form of collective leadership,
applying data and analysis to decisions,
and supporting it with new technology.
They focus on either big strategic decisions
or the daily tactical decisions critical to
execution of strategy. They still exercise
their responsibilities, but do so in more
participative and humble ways.

We find a framework—four themes

Judgment Calls

EVEN IN THIS AGE OF ABUNDANT DATA
and rocket-science analytics, many

decisions force people to draw on their
accumulated wisdom to make the right
call. Sometimes that’s because the abso-
lute right answer can’t be known—the
question at hand relates to a future too
full of uncertainty. Other times, the
optimal solution could be determined
based on accessible information, but
the urgency of the situation means it
can’t be assembled in time. In other
cases, conflicting values come into play
and trade-offs defy easy quantification.

As we experience accelerating change,
these conditions will apply more often,
and more decisions will come down to
judgment calls. How can we ensure
those calls are made well? Is it enough
to choose smart leaders who seem to
have their people’s interest at heart,
and trust their wisdom?

We see four trends shaping a new
pattern that defines good decision making:
• Recognizing that “none of us is as

smart as all of us.” Social media, pre-
diction markets, involving customers
in product development—all of these
are evidence that leading organiza-
tions want to tap the wisdom of the
crowd, as Jim Surowiecki put it in his
seminal book. While involving multi-
ple people in decisions can be unwieldy
and doesn’t always yield a better out-
come, it is often both possible and like-
ly to yield a better result.
• Tapping not just the wisdom of the

crowd, but the leadership of the crowd.
While hierarchy and leadership from
CEOs and presidents won’t go away,
there are increasing settings in which
collective leadership is being employed.
These dimensions open up multiple
ways for many to work as one, and for
organizations to benefit from leader-
ship and decision making by multiple
contributors (any organization would
benefit from improving the decision-
making capabilities of its leaders).
• Using data and analytics to support

—and sometimes actually make—deci-

define a new paradigm for judgment:
• Decision making as a participative

problem-solving process. At its core,
judgment depends on a disciplined (if not
always highly structured) process that
includes: framing the problem to be
solved, pursuing the problem through
iterative steps that progressively refine
the questions that must be answered,
engaging diversity of opinion, using
fact-based analysis to weigh benefits
and risks and generate and test hypo-
theses, and pursuing all appropriate
options based on deliberation and
learning until the best answer emerges.
When making key decisions, engage a
broader group than just a few top exec-
utives; seek multiple points of view,
including contrarian ones; include peo-
ple with the best knowledge and expe-
rience, regardless of status or hierarchy;
embrace the perspective of the front line
or key stakeholders (including partners,
suppliers, and customers) who must
implement and live with the decisions.
• The opportunities of new technology

and analytics. As more companies rec-
ognize the power and value of technol-
ogy-enabled analysis and analytics for
defining their strategy, marketing, or
making other key decisions, a new stan-
dard is emerging about the integration
of data analysis into the front office. No
longer the rarified provenance of the
geeks downstairs, technology is now inte-
gral to decision making, and the judg-
ment exercised by the organization.
• The power of culture. Organizations

that practice great judgment have many
key attributes and values embedded in
their culture (respect for the problem-solv-
ing process; inclusiveness; leaders as facili-
tators of decisions, not monarchs). Some
organizations come by the new values
and behaviors more naturally; in some
cases, as the need for better decision
making and new patterns emerges, cul-
tural change evolves with more democ-
ratic and analytical approaches.
• Leaders doing the right thing and

establishing the right context. The role
of the leader in creating judgment is
often first about reframing decisions as
not their own exclusively. Great leaders
also ensure that the processes and mind-
sets of more distributed, problem-solv-
ing approaches to better judgment are
part of the norms of the culture.

No organization has all of these
ideas complete, but all can benefit from
the ideas of this new approach. LE

Thomas Davenport and Brook Manville are coauthors of
Judgment Calls: 12 Stories of Big Decisions and the Teams 
That Got Them Right (Harvard Business Review Press). 
Visit www.tomdavenport.com.

ACTION: Adopt the four themes framework.
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that define a successful CEO? Having
met hundreds of CEOs in recent years,
I see six defining traits:

1. Vision—the ability to push your
company, employees and your business
beyond where it could go without you.

2. Empathy—the emotional intelli-
gence associated with recognizing and
understanding others’ feelings.

3. Authority—power to determine,
or settle issues within your company,
controlling or commanding a situation.

4. Self-Assessment—the ability to
recognize and acknowledge the posi-
tive and negative attributes of your
personality and actions.

5. Motivation—giving encourage-
ment and providing fellow employees
with the incentive to improve, excel
and exceed their performances.

6. Authenticity—having a genuine
disposition, and allowing employees
to recognize this human attribute,
even if it shows flaws.

RRiisskk  ttoo  GGrrooww
A CEO needs to take personal risks;

without this ability, growth from a per-
sonal and organizational standpoint
will be stunted. Even if you happen to
fail, at least you’ll learn from the

error—or who knows, there
could be a disruptive oppor-
tunity that arises out of your
blunder. How else do you
think computer drives have
continued to shrink since the
‘80s? Many innovations were
initially considered errors.

We need to recognize
these opportunities—even
the unsettling ones that are

rejected because they seem too outra-
geous for today’s market—whereas
tomorrow, they’ll most likely not only
be accepted, but may already be in 
the process of reevaluation and mod-
ernization.

The late Steve Jobs, one of the great
businessmen of our lifetime, altered
society but he did not exhibit many of
the qualities of the typical CEO, yet his
achievements are unparalleled and his
innovations unrivaled. Like many
“techies” he was a rebel, an artist and
a master of imagination and invention.

Like Jobs—and other great leaders
who came before and those who will
follow—be a change agent, adjust, and
remember to step back to see what
others can’t. Opportunity is to be
found in the margins, the unseen
details, even in your own mistakes. LE

Kate Benson is a founding member of executive consultancy
Martens & Heads! Visit www.maxinemartens.com.

ACTION: Develop the six defining attributes.

Anatomy of CEOs

ALL LEARNING INCLUDES
asking and answer-

ing four questions that
form a cycle of learning. You followed
this cycle when you learned to ride a
bike, studied a second language, or fig-
ured out that new software.

When we take in and make mean-
ing of information, we travel a four-
part learning cycle—4MAT®. Think of
something that you learned recently
and ask yourself how you moved
through this learning cycle:

Step 1: Engage. Something happened
and your attention is gained. You
explore the question “Why?” Why
should I pay attention to this? Why is it
important? meaningful? relevant?

Step 2: Share. You watch, reflect and
think about this new information. You
seek out expert thinking. You explore
the question, “What?” What should I
know about this? What do the experts
have to say? What data exists?

Step 3: Practice. You move into action.
You practice. You explore the question,
“How?” How is this useful? How will I
apply it? How does it work?

Step 4: Perform. You assess results of
your action and adjust. You do it your
way. You explore the question, “If?” If I
apply this, what new results will be
generated? If I am to be successful in
applying this, what accommodations
or adaptations will I have to make for
my real-world environment?

When we skip any step, learning suf-
fers; and yet most formal learning tends
to emphasize only two parts of this
cycle: Share and Practice. The most
missed steps of the learning cycle are
Engage and Perform—and yet these two
steps are the keys to learner (employ-
ee) engagement.

Without focus on what has to hap-
pen in all four steps, the learner is not
engaged nor are they equipped to
adapt learning to the real world. While
learners might know what to do and
how to do it, there may well be little to
no actual “doing” happening.

Shelley Barnes, Executive Director
of Aveda Field Education and Program
Development, shares, “4MAT enables
learners to not just absorb information,
but interact with it and apply it imme-

They share six attributes.

THE IMAGE OF THE
model CEO has

changed greatly in the
past decade. No longer is there an
exact formula to describe the anato-
my of perfection in a leader.

The archetype of a CEO isn’t nec-
essarily a man occupying the corner
office, with decades of experience
under his belt. Look at Facebook’s
Mark Zuckerberg, David Karp of
Tumblr, or Twitter’s Jack Dorsey—
three CEOs and founders under age
35 (Zuckerberg is under 30, Karp is 25
years-old). Anyone who discounts this
new CEO model, must adjust their
thinking. As of Sept. 2011, Zuckerberg
was worth $17.5 Billion—not a bad
figure to associate with your company.

In addition to youth leaders, more
women hold CEO titles in several
Fortune 500 companies—
including Yahoo, PepsiCo,
Kraft Foods, Zerox and, Avon.

TToopp  LLeeaaddeerr  AAttttrriibbuutteess
The attributes of a top

leader or executive are often
hard to define, as leadership
is situational. Depending on
our world’s variant position
politically, economically or
socially, your skills as a leader will be
tested, and will evolve, based on the
times you live in. As the context of
your business changes, the role of the
CEO will alter under this framework,
while still remaining genuine in ability.

CEOs have the authority to lead,
but also need the emotional intelli-
gence to be self-aware. Not every
highly skilled or erudite individual
can lead effectively once promoted to
high position. Many individuals who
are less than extraordinary excel in
positions of leadership because they
not only have the intelligence and
skill required for the roles, but they
also have emotional intelligence.
Social skills, empathy, motivation,
and the ability to be aware and to
regulate yourself, will drive you for-
ward as a leader.

SSiixx  DDeeffiinniinngg  DDiiffffeerreenncceess
What are the inherent differences
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prevent employees from taking actions
that are in the best interests of the com-
pany and thwart leaders in their quest
to transform their organizations.

Are there 10 things your company
could do better? If so, why haven’t they
been done? It’s the hidden barriers at work.

BBrreeaakkiinngg  DDoowwnn  BBaarrrriieerrss
Understanding the barriers is only

the first step in breaking them down—
you also need a process. My process is
governed by 12 principles. This combi-
nation of process and principles helps
you achieve great results by generating
thousands of ideas to simplify the way
the company works and improve its
profits. A good process for change breaks
down the barriers and allows those
brilliant employees’ ideas to bubble up—
resulting in a profit boost of 25 percent.

To break down barriers, apply these
12 principles: 1) the process is personally
led by the CEO and supported by
senior management; 2) the organiza-
tion is engaged—not merely involved—
in the change process; 3) the process is
guided by a few internal superstars
who challenge the status quo; 4) there
are no targets for the company as a

whole or for individual
groups within it; 5) the ideas
are owned by the people
responsible for implement-
ing them; 6) ideas are easy
to put into the process but
hard to remove; 7) consider-
ation of ideas is based on
facts and analysis, not opin-
ion; 8) consensus is built so
that everyone affected by a
change must agree with it before

it is made; 9) there is a focus on increas-
ing revenue, not only reducing expens-
es; 10) the process of removing barriers
will not disrupt normal business; 11)
anything less than 100 percent imple-
mentation is unacceptable; and 12) the
change process is about culture change—
not completing a project.

Without consensus, there’s no com-
mitment to or investment in bringing
an idea to fruition. Consensus is only
possible when someone is open-mind-
ed enough to consider another perspec-
tive and exhibit genuine leadership.

When leaders ask employees what
the company can do better—and
remove the barriers to change—the
results are staggering. Isn’t it time you
mined the gold in your company? LE

Neil Smith is CEO of Promontory Growth and Innovation and
author of How Excellent Companies Avoid Dumb Things:
Breaking the 8 Hidden Barriers That Plague Even the Best
Businesses. Visit www.promgrowth.com.

ACTION: Remove the barriers to change.

YOUR COMPANY IS SIT-
ting on a goldmine.

You can do what you do
even better and you have the resources
in-house to do it. You can reduce com-
plexity, increase efficiency, and boost
profitability—and you are unaware of
this potential or how to unleash it.

How do I know this? Because every
company I work with—many of them
among the best—have two things in
common: 1) employees who are brim-
ming with positive, constructive ideas
for change, and 2) hidden barriers that
keep these ideas from surfacing.

Great leaders are men and women
with vision who know the direction the
organization should strive toward and
have the skills to take it there. They are
positive and passionate, decisive and
direct. They’re genuinely
interested in and motivate
and inspire those around
them. They often lead orga-
nizations that are large and
complex, yet strive for sim-
plicity and efficiency. They
want to become as simple
and efficient as possible in a
way that is fast, doesn’t dis-
tract from the prime focus,
produces impressive results,
and has buy-in—it’s a worthy goal,
and achievable with proper guidance.

Solutions don’t lie in outside consul-
tants but in highly intelligent employees.

EEiigghhtt  BBaarrrriieerrss  ttoo  CChhaannggee
Every company is plagued with eight

barriers: 1) Avoiding controversy; 
2) Poor use of time; 3) Reluctance to
change; 4) Organizational silos; 5) Man-
agement blockers; 6) Incorrect informa-
tion and bad assumptions; 7) Size
matters; and 8) Existing processes.

These barriers are the reasons com-
panies keep making the same mistakes,
and why ideas for improvement remain
hidden or not implemented. Unless the
barriers get broken, companies can’t
achieve sustainable, lasting improve-
ment. Of the eight, some exist because
of the way companies are organized
and operate—they’re structural barriers.
Other—behavioral barriers—have their
roots in human nature. All the barriers

Mining for Gold
It’s hidden in your company.

by Neil Smith

PERFORMANCE BARRIERSdiately to reach their professional and
personal potential.” By including the
steps you might otherwise miss, you
engage the learner at a personal level,
leading to higher commitment to action.

IImmpprroovvee  LLeeaarrnniinngg  IImmppaacctt
When we use the word learning, we’re

talking about the taking in and making
meaning of new information. Meetings,
emails, product launches, conference
calls, sales conversations and one-on-
ones are examples of learning. Leaders
can do three things to improve learning:

1. Be aware of your own learning
preferences. Your preferred way of tak-
ing in information and making mean-
ing of new information is your learning
style. You likely emphasize the parts of
the learning cycle you value the most.
Overemphasizing one at the deficit of
another can damage communication,
teaming and performance. The 4MAT
Learning Type Measure® assessment tool
identifies these preferences and may be
used to start a conversation about how
these preferences impact performance.

2. Assess which parts of the cycle
you are addressing and what is missing.
By focusing on the four questions, you
can dramatically improve learning impact
in meetings, communication and train-
ing. Lead through the four questions
by asking: Why is this important?, What
is known?, How will this work? and If we
are to succeed, what will we need to commit,
to refine, to measure, to adapt?

3. Focus on the learner. Practice mov-
ing through this four-part cycle in
learning design, coaching, leading and
managing. Engagement is an internal
process that begins and ends with the
learner. Telling and showing are insuf-
ficient. Learning begins with asking and
answering questions such as “How do I
solve . . .” or “What’s the best way to . . .”
These engage the learner in discover-
ing the answer. Learning must be centered
on the learner’s experiences and questions.
Leaders and trainers must be highly
skilled in eliciting personal experiences
and questions to engage commitment
and deliver performance results.

Today, the ability to learn faster than
your competitors may be the only sustain-
able competitive advantage. Shifting the
way learning happens in your culture
may require a new set of leadership and
training skills. Given the potential gain,
leading the learning process should be
a high priority for every leader. LE

Jeanine O’Neill-Blackwell is President/CEO of 4MAT
4Business®, a global learning and leadership development 
company, and author of Engage, The Trainer’s Guide to
Learning Styles (Wiley). Visit www.4mat4business.com.

ACTION: Attend to all parts of the learning cycle.
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enables them to convert challenges into
opportunities through which they can
make a difference, innovate, and dis-
cover adaptive capacities in themselves
and their people. They inspire, engage,
and educate everyone to take responsi-
bility and to act—from the board to
senior leadership and middle managers,
from associates who interface with cus-
tomers to workers on the shop floor.

In this context, I introduce 3.0 leader-
ship development—a new approach to
building the requisite bench strength in
rising leaders (talented members—who
may come from any function and any
level—who exhibit potential to meet
unforeseen challenges and manifest the
capacity to transform present-day suc-
cess for a very different future).

Focus your energies on people who
can lead the organization into the future.

Examine how you train, support, and
mentor emerging 3.0 leaders and ask:
Are we simply feeding them best prac-
tices for a fading world or providing
them with LD for a shifting landscape?
Those being groomed for leadership must
be equipped to lead in a triple-bottom-
line world to ensure the organization
survives today and thrives tomorrow.

LLeett  GGoo  ooff  WWhhaatt  WWee  KKnnooww  ooff  LLDD
We can’t build bridges to the future

while tethered to the past. We’re expe-
riencing unprecedented global economic
problems, social unrest, and environmental
disasters. These interconnected upheavals
create complexity and presage opportun-
ities and threats that challenge business
—technologically, socially, economical-
ly, geopolitically, and environmentally.

Succeeding in this world economic
marketplace will require more of lead-
ers. Since the future will be vastly different
from the present, getting better at what
you’re doing puts you at a disadvantage.

We need to prepare tomorrow’s

Triple-Bottom-Line

SUSTAINABILITY AND
the green economy

present great challenges
and opportunities—and sustainable
leadership is what will turn the tide. We
must bring about sustainable business
models that enable companies, people,
and our planet to flourish and thrive
now and in the future. How do we do
this? We start by inspiring, motivating,
and developing leaders and managers
to succeed in a triple-bottom-line world.

This shift represents a profound trans-
formation in our mind-sets, practices,
competencies, skill-sets, and ways of
leading and managing people. While
much attention is paid to the technical
and operational aspects of sustainabili-
ty, we must act with great urgency to
add the human side of sustainability by
taking a triple-bottom-line approach—
integrating people, planet, and profits
into all we do, into every decision.

Companies that adopt a sustainable
perspective and organize around it do
better, even in downturns. Sacrificing
long-term vision for short-term gains
is ineffective and has huge negative ram-
ifications for business and our planet.

For example, when corporations
choose to ignore so-called externalities
(pollution and other environmental
impacts), they do so at their peril—
despite a possible brief financial uptick.
It is unreasonable and unwise to remain
wedded to an economic model with a
single-bottom-line focus in which the
responsibilities and costs for the well-
being of people and the planet are not
included or are assigned elsewhere.

Sustainability is both a strategy
and a mind-set. It includes the adher-
ence to deep-seated values that inform
all aspects of doing business. 3.0 lead-
ers do not think in terms of trading off
sustainability and profitability—they
seamlessly integrate people, planet,
and profits. The triple bottom line is
not an exotic leadership approach or
new management gimmick—it is a way
of doing everyday business in a new world.
Sustainable practices embody the way
3.0 leaders assess and solve myriad
problems and challenges. These lead-
ers see business through a lens that

leaders using approaches that reflect
the kinds of technologies, virtual and
global relationships, rapid and unantic-
ipated changes, and problems and
opportunities that will challenge 3.0
leaders to develop insights and skills in
realtime. LD 3.0 provides a practice
ground for learning what leaders will
be called on to do in a crunch: develop-
ing strategies, building relationships,
surfacing ideas, negotiating and rene-
gotiating resolutions, assessing oppor-
tunities and threats, creating new
approaches, and innovating on the fly.
It will hone their ability to see the big
picture and anticipate the consequences
of their choices in multiple dimensions.

HHooww  DDoo  WWee  DDoo  IItt??
We need to present a practical, easily

understood, applied guide to success-
fully building a culture for sustainability.

The lessons learned and best practices
of market leaders and early adopters of
sustainability can help others. For exam-
ple, in Alcatel-Lucent we see how 3.0
leaders are integrating sustainability
into the strategy, transforming global
telecommunications networks to address
the digital divide, and motivating
employees to engage in sustainable ini-
tiatives with tangible environmental,
societal, and business benefits.

Pfizer provides an example of 3.0 LD
with its flagship Global Health Fellows
Program (GHF). This international vol-
unteer program offers Pfizer employees
3-to-6-month assignments with interna-
tional development organizations work-
ing on global health issues.

Triple-bottom-line LD processes must
include the building blocks for the green
economy—skill sets such as new kinds
and levels of collaboration, co-opetition,
networking, navigating ambiguity, agil-
ity, and resilience. Vital to LD 3.0 is the
development of team- and group-level
competencies, self-organizing, and shared
leadership (involving group learning, team
creativity, and behavioral skills for identi-
fying and working together toward
shared goals). Participating in LD pro-
grams that incorporate group or team
play and games boosts mutual learn-
ing, knowledge sharing, and creativity
—elements of a culture for sustainability.

Leaders can play a game-changing
role in making the shift to a sustainable
world by creating a generation of lead-
ers who will energize everyone to be
fully engaged and productive, finding
meaning, and purpose in their work. LE

Jeana Wirtenberg, Ph.D., is CEO of Transitioning to Green, a
global consulting firm and author of Building a Culture for
Sustainability (Praeger). Visit www.transitioningtogreen.com.

ACTION: Engage in Leadership Development 3.0.

by Jeana Wirtenberg
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petrol. Meanwhile, our production of
natural gas continues to grow. Natural
gas emits between 50 and 70 percent
less CO2 than coal-fired plants, and is
one of the least expensive energy sources
to produce electricity. Among fossil
fuels, natural gas will play a vital role.
It is the cleanest burning and the best
ally of wind and solar power, which
need a highly flexible backup supply
when the wind stops and sun sets. Even
if the global energy mix gets to 30 per-
cent renewables, all forms of energy will
need to be developed to meet future demand.

We estimate by 2020, the world will
need to produce 40 million
barrels of oil a day from fields
that haven’t been developed
yet, due to increased
demand and production
lost through the decline of
today’s fields (that’s four
times what Saudi Arabia
produces today, or 10 times
the UK and Norwegian
production in the North
Sea). And imagine all the
jobs, know-how, invest-
ment, steel and other resources this
production will require.

Besides population growth, two more
trends will propel future energy demand:
rising wealth in developing economies
and increased urbanization. With these
trends come major energy implications,
as people buy their first refrigerators,
computers, and cars.

At Shell, we’re identifying how such
trends will affect the global energy system
and how water, energy and food are inter-
connected. Water is used to produce
most forms of energy; energy is used to
move and treat water; and energy and
water are used to produce food. The path
to a more sustainable energy future will
require us to consider all three systems
and how they relate to one another.

At the same time, we can’t lose sight
of carbon emissions and other resource
stresses. So Shell has brought together
specialists from various fields to map
the links and understand the tradeoffs.

Our early findings have identified
two key factors that could help avoid a
water-energy-food crisis: smart urban
development and greenhouse gas reg-
ulation and pricing. Cities today hold
half of the world’s population and are
responsible for up to 80 percent of its
CO2 emissions. The proportion of peo-
ple in cities will grow to 75 percent by
2050. How our cities develop will have
a major impact on energy and water
demand. Smart city technology includes
more efficient public transport, energy-
efficient buildings and designs that uti-

Energy Challenge

OUR EARTH HAS
reached a major

milestone: 7 billion
inhabitants. This milestone reinforces
why we must address our future ener-
gy needs now. As a result of longer life
expectancy and high birth rates in our
most populous countries, five more
people are added to the global popula-
tion every second (300 every minute).

At that rate, Earth will be home to 9
billion people by 2050. Planning wisely
for their energy needs is challenging
because energy issues, solutions, and
implications cross traditional political,
geographic and industry boundaries.
Indeed, we face far more than just an
energy issue. Our future energy chal-
lenge is a security issue, environmental
issue, economic issue, and jobs issue.

The future will see expanded use of
renewables and cleaner fossil fuels.
With more energy choices, we must be
smarter about using energy efficiently.

Despite the huge challenge, I’m
confident human ingenuity and tech-
nology will make it happen. What’s
lacking today is the common will to act.
Getting there will require a new level
of leadership and global collaboration.

Unfortunately, the leadership trian-
gle of government, business, and soci-
ety seems unable to address it. We
need to rekindle the spirit of global
cooperation that was evident in dealing
with past challenges. Our challenge is
to produce far more energy for a
world with far more people. At the
same time, we need to reduce CO2
emissions and get smarter about how
we extract and use our resources. And
we need to do this against a backdrop
of constant volatility and change.

A big part of a global energy mix is the
expanding contribution of renewable
energy resources—up to 30 percent of the
energy mix could come from renewables
by 2050 (assuming rapid growth, a huge
effort, and sustained investment).

Shell is helping to meet this challenge
by focusing on biofuels and cleaner-
burning natural gas. With our Raízen
joint venture in Brazil, Shell has become
a leading producer of ethanol from
sugar cane, which cuts CO2 emissions
by 70 percent compared with standard

lize waste heat and efficient energy
sources. By upgrading infra-structure,
we can offset some growth in energy
demand while creating new jobs.

Fortunately, the world has the tools
and knowledge to address this issue.
And there are many examples of indi-
viduals, companies and communities
making a difference. At Shell, we con-
sider sustainability in our decision-mak-
ing. For example, in determining the
annual bonuses for our senior execu-
tives, 20 percent of our scorecard is
based on our sustainability performance.
The key indicators include safety perfor-

mance, energy efficiency and
water use. We also factor in a
price for CO2 when making
major investment decisions.

This brings me back to
the need for leadership and
global collaboration. The
absence of coherent energy
policies among some of our
largest energy-consuming
nations and regions is a
direct result of the lack of
leadership. More broadly,

there is a troubling lack of basic trust
between business, government and
society. A few nations, like China, have
sharpened their energy policies and are
implementing them aggressively,
which will give them a clear competitive
advantage. Eventually, our political
leaders and society will have to face
this truth: Energy will get more costly. We
need to decide how we are going to
manage it to ensure our children and
their children can avoid paying a far
higher price down the road.

All types of energy need to be devel-
oped to meet the needs of our growing
population. At the same time, we need
to invest in mitigation techniques such
as carbon capture and storage, we need
a price on CO2, and an unprecedented
long-range investment in energy efficiency.

Government should set the end goals
and rules, spur investment in new tech-
nologies, and provide incentives that let
the market determine the best solutions.

Business can harness its human tal-
ent and creativity to apply innovation,
technology and investment capital to
the challenge. Now is when we should
be addressing our future energy chal-
lenge. But we first need to be clear about
the work required: Overcoming our ener-
gy challenge will take decades of focus-
ed effort, long-range thinking, political
discipline and strong leadership. LE

Peter Voser is CEO of Royal Dutch Shell. This article is adapted
from his address at the Singapore Energy Summit last October.
Visit www.vitalspeeches.com.

ACTION: Help meet the energy challenge.

by Peter Voser
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SSaammee  PPllaanneett,, DDiiffffeerreenntt  FFooccuuss
Both men and women are very busi-

ness-focused, and both understand the
strategic issues that confront their orga-
nizations. Whatever our gender, we are all
business people first. We know our com-
panies’ strategies, markets, value
propositions and competitive advan-
tages. At work, we are more alike than
the stereotypes would lead us to believe.

But there are some intriguing differ-
ences. Women are more concerned
with these six areas: 1) seizing oppor-
tunities with managed risk; 2) internal
customer satisfaction; 3) external cus-
tomer focus; 4) employee wellness; 5)
inability to resolve conflict; and 6) ver-
tical and horizontal process alignment.

Executive women are more inclined
to see and take strategic opportunities
with managed risk. This tends to go
against gender stereotypes,
but it fits nicely with the
finding that women tend to
be more focused on external
customers. Paying close
attention to customers
means seeing new areas of
opportunity in which man-
aged risk can lead to
growth. This helps explain
why Fortune 500 companies
with a higher representation
of women board directors attain higher
financial performance.

But getting their companies to share
their customer focus and risk tolerance
may be an uphill battle, since women
report less agreement with their com-
pany’s operating philosophies, and
they’re more likely work around their
companies’ bureaucracies.

Men and women are, first and fore-
most, business people, and they tend to
focus on six areas. 1) creating new
products or services for the market; 
2) increasing market share by attracting
and retaining customers; 3) designing
effective structures and systems; 4)
improving work processes for greater
financial return; 5) developing employ-
ee skills and a high performing culture;
and 6) discovering future opportunities
by examining assumptions and trends.

However, within these six priorities,
women tend to concentrate on three: 
1) meeting customer and market require-
ments; 2) examining assumptions and scan-
ning the environment to leverage trends;
and 3) developing systems and structures.

Women are more likely than men to
promote change to meet evolving
opportunities, and more interested in
aligning systems, resolving internal
conflicts, and making structures and
systems more effective. Women seem

Women Leaders

TIMES HAVE CHANGED, BUT MINDSETS
regarding leadership and gender

have been slow to follow. Twenty years
ago, the genders were divided into
two groups from different planets (Men
are From Mars, Women are From Venus
helped many couples understand each
other, but today such metaphors do
more harm than good, especially when
applied to leadership).

Too often, we see leaders lean on
stereotypes that inaccurately explain
gender differences. It’s still common,
for example, for them to believe that,
by their nature, men focus on the key
components of business such as financial
projections and strategy creation while
women manage the less critical aspects
such as interpersonal relationships.

Such stereotypes harm both gen-
ders and their businesses. Not only are
men and women from the same planet,
they share most of the same business
values. To the degree there are differ-
ences, they are less predictable than
conventions would have us believe.

NNeeww  VViieeww  ooff  GGeennddeerr//LLeeaaddeerrsshhiipp
The traditional lens for viewing men’s

and women’s leadership qualities has
been traits and competencies.
• Traits tend to be more subjective and

rely on stereotypes (men are more deci-
sive; women are more compassionate).
• Competencies—knowledge base and

skill sets—represent a more valid lens,
since a competency framework tells us
a great deal about a person’s educa-
tion, functional or discipline experi-
ence, and on-the-job training. What
competencies fail to indicate, however,
is how effectively skills are leveraged
in the work itself.

In our research, we analyze the
business priorities and attitudes of men
and women in regard to organizational
goals, actions, and decision making.
Our results challenge the notion that
women and men view their organizations
in different ways, though some fascinat-
ing differences emerge.

more likely to be systems thinkers.
Women tend to target two externally

focused priorities—meeting customer
needs and scanning the environment—men
tend to target one external priority:
developing new products and services. This
offers a new interpretation of male deci-
siveness: women may take longer to
arrive at a decision because they are
considering more priorities. A decision
based on three priorities may also be
more difficult to sell since it includes the
presentation and thinking through of
more variables. These findings relate to
all levels, including the executive level.

NNeeeedd  ffoorr  aa  NNeeww  PPaarraaddiiggmm
The conventional gender-and-leader-

ship perspective provides us with stereo-
types about how men and women think
and operate: Men are externally-focused

business drivers and risk takers;
women are internally-focused
nurturers and risk avoidant. In
contrast, we find that women
and men operate from essen-
tially the same mind-set but
with different emphasis.
Their mindsets are not polar
opposites but potentially com-
plementary. By having more
areas of emphases, blind
spots and unintended con-

sequences are less likely to derail initia-
tives. Men tend to focus on internal
efficiencies; women focus on internal
customer satisfaction, external cus-
tomers and new products. Both focus
on improving processes and developing cul-
ture and people.

The best change efforts, the best exe-
cuted initiatives, are led by teams of
men and women that use the different
male and female perspectives as the
foundation for executing strategy.

Since male and female leaders are
more alike than different (and the real
differences often go against stereotypes), we
suggest that women and men recog-
nize that we are all business people first.
Examine the business priorities. Forge
linkages among concepts such as inter-
nal efficiencies, process improvements, and
external customer satisfaction. Take advan-
tage of multiple points of view. Managed
correctly, diversity of thinking leads to
better and more innovative decision-
making. Ensure such decision-making
values are common, and eliminate glass
ceilings based on gender stereotypes. LE

Mary Burner Lippitt, Ph.D., is president of Enterprise Manage-
ment, consultant, researcher, speaker, and author of The
Leadership Spectrum. Miles H. Overholt, Ph.D., is Principal of
Riverton Management Consulting Group, executive coach, and
author of Building Flexible Organizations.

ACTION: Benefit from different perspectives.
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skill for CEOs. Here’s a proven strategy
for getting desired results from change
efforts, while gaining the involvement
and commitment of your talent. Use
five key actions to guide your strategy:

CEO Change Action 1: Determine
which strategic change to implement—
the next big thing. CEOs ahead of change
are pushed by urgency while pulled by
the future. To make the right decisions
at the right time, decisively, consider: 
1) Information—get the right people in
the room; 2) Strategic thinking—focus on
the big picture; 3) Risks and opportunities—
noodle multiple scenarios; 4) Unfulfilled
customer needs—identify expressed and
potential needs; and 5) Leadership courage
—have the hutzpah to think differently.

CEO Change Action 2: Ensure excel-
lent execution with the right leaders,
planning, resources and accountability.

If choosing the right changes is critical,
how we get there becomes equally
important. CEOs who are smart about
change know the importance of PPRA:
• People—change leaders have the right

competence, connections, and challenge
• Planning—change planning builds in

actions, timing and communication
• Resources—success requires ade-

quate funding, technology, and staffing
• Accountability—all levels need collab-

oration, stamina for the change, results
CEO Change Action 3: Define high

aspirations—make clear the specific
targets and desired results. The CEO
ahead of change breaks the strategies
into understandable challenges, then
clarifies the targets for results so every-
one can grasp them. Key success indi-
cators for the change will represent a
balance of targets: financial measures,
customer satisfaction, operational effi-
ciencies, and employee satisfaction.

CEO Change Action 4: Require an
engaging workforce change process—
use or hire an experienced change
agent/strategist. Top CEOs know that,

Chief Change Agent

AS CEO, YOU ARE THE
starter of change—

and stopper of change.
Nothing significant in your organization
happens that you don’t allow, includ-
ing atrophy. Failure with change is easy.
Leading change is hard. Leading change
that works is harder still. Smart CEOs, as
Chief Change Agent, stay ahead of change
to achieve the intended results.

Since 2009, the U.S. has seen unprec-
edented releases of CEOs who were held
accountable for failures with change
inside their organizations—either by
omission or commission. Why does
change cause so many failures?

EEaassyy  FFaaiilluurreess  wwiitthh  CChhaannggee
Here are five easy failures with change:
Easy Failure 1—Bad Decisions. The

CEO who makes flawed strategic decisions
destines failure from the get-go. Too
easily, CEOs get sidetracked by com-
placency, pet projects, executive ego,
managing for outside opinions, or fol-
lowing an unanalyzed industry trend.

Easy Failure 2—Poor leadership. If
half of organizational changes fail due
to bad decisions of WHAT to change,
then the other half of failures are
caused by HOW the changes were
executed. A bad change process or bad
timing will ruin even good decisions.

Easy Failure 3—Unclear results. When
the CEO hasn’t clarified where the orga-
nization needs to go, any path managers/
employees choose will get them there.

Easy Failure 4—Unengaged workers.
Micro-management is the fastest way
to kill employee engagement. When a top
executive over-directs organizational
change, participation of other levels of
employees is quickly squashed.

Easy Failure 5—Invisible CEO. Under-
involvement of the CEO and top lead-
ers is as damaging as over-involvement.
Low CEO commitment or visible sup-
port throughout the change effort is
taken as a sure sign that the change is
not important and no one is watching.

FFiivvee  KKeeyy  CChhaannggee  AAccttiioonnss
CEOs who are ahead of change know

how to avoid these failures. Staying
ahead of change is the make-or-break

above all, successful change is a people
process. They know too much is at
stake to leave the workforce change
process to amateurs. The many vari-
ables involved require a facilitator
experienced in workforce change. If
you have that experience inside,
great—assign them full-time to lead
the change process. If you don’t or
can’t do that, you need outside experi-
ence (an independent consultant) to
lead the workforce process.

When hiring a change consultant to
organize and coach VPs through the
change process, consider these factors:
• Does your organization have a poor

track record with communication?
• Is there rivalry in the mid- and

senior- management level?
• Are you dealing with entrenched

mindsets and temperamental employees?
• Are there some persistent perfor-

mance problems in the workforce and
is teamwork inconsistent?
• Are multiple types of change being

introduced at the same time?
CEO Change Action 5: Stay highly

engaged—personally and visibly. Inspect
what you expect. The CEO’s presence
alone makes the change mandatory if
his/her message is consistently deliv-
ered at all levels. CEOs can do eight
things to be highly engaged: 1) tell the
compelling change story often; 2) create
clear executive sponsorship (if it’s not
You, then Who?); 3) recognize short-
term wins and celebrate successes; 
4) personally role model desired changes
and mobilize the senior team to do so; 
5) provide incentives for reaching high
targets of performance; 6) listen to
employees in focus groups to get their
perspective; 7) check progress with
leaders often; and 8) hold people
accountable for results.

Bad leaders give change a bad name.
Using these five actions, you can devel-
op your own strategy for change as the
Chief Change Agent. You’ll lead people to
reduce the chaos, confusion, and cyni-
cism that too often accompany, abort,
or annihilate change. Fulfill your pow-
erful change role: jumpstart your orga-
nization to success rather than doom it
to failure. When you create strategy for
change that accelerates the involvement
and commitment of the workforce, you
gain the satisfaction of accomplishing
great results on top of producing delight-
ed customers and motivated employees.
Isn’t that what we’re all here for? LE

Charlyne Meinhard is a speaker, trainer and Chief Results Officer
of Next Level Consulting and author of Change Agents to the
Rescue! and Ahead of Change. Visit www.NextLevelForYou.com,
email Charlyne@NextLevelForYou.com or call 804-382-5054.

ACTION: Use the five keys to drive change.

by Charlyne Meinhard
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choosing candidates at random. And
choosing a strategy at random has an
equal chance at success as choosing a
strategy after your strategic planning
off-site retreat. And providing financial
incentive for performance can actually
reduce effectiveness for jobs that require
complex thinking. Yet you likely hire
people using standard processes, do
strategic planning every few years, and
offer some kind of bonus plan.

The evidence says it doesn’t work,
but we do it anyway (insanity). So we
have problems that never go away. We
complain that our organiza-
tions are not agile enough,
and stuck in their ways.
We’re frustrated with our
inability to do the right
thing at the right time, stay
focused on the key tasks,
and effectively engage our
employees, customers, and
external stakeholders. These
problems can all be traced
back to ineffective leader-
ship and management.

Social media is experiencing immense
growth and success. Facebook added 200
million users in nine months. Google Plus
secured 25 million users in its first two
months. The growth of social media is
exponential—with only one-third of the
world’s population having access to the
internet. Amazing growth will continue.

Why has social media been success-
ful? Social media lets us be human.
Social media has enabled us to create
and share on a massive scale, without
relying on organizations. Through our
networks, we can produce our own
news, create our own entertainment,
collaborate and solve problems, and go
places that are meaningful to us. That
is the essence of being human. We
were born to collaborate and solve
problems. That’s why social media is
so popular—it lets us be more human.

Some problems we experience (lack
of agility, poor focus and accuracy, and
inability to engage stakeholders) are
precisely the areas where social media
excels. Social media has redefined our
understanding of engagement, proving
it can be more nimble than imagined.
By being more human, social media is
solving some basic problems that plague
our current system of management.

Social Leadership

MOST OF US ARE ON
the social media

bandwagon by now. We
see that the strategic use of tools like
Facebook, Twitter, LinkedIn, and blogs
can contribute positive business results.
But with all the talk of a social media
revolution, the conversation rarely ven-
tures outside of marketing and com-
munications. Mass broadcasting to
target audiences is insufficient—we
need to engage through social media.
Controlling our brand with finely craft-
ed messages is out—consumers look
to each other to help define our brand.
PR crises won’t wait—you need to
have people monitoring social media.

While social media is revolutionizing
marketing and communications, what
about leadership and management?
How is social media affecting our
management styles? How is it chang-
ing the way we collaborate across
silos, or develop strategy internally?

Leaders should be having these con-
versations. Social media is shining a
light on a new way of leading and
managing—one that is more human and
more powerful—yet we miss the point.
To see this potential, we have to make
some connections between the current
failures of management and the
remarkable success of social media.

Management is failing. The first step
to solving a problem is admitting you
have one—to be more honest about
the failure of management. It’s not a
complete failure—management helped
us through revolutionary growth in
productivity over the last century. But
the ubiquitous Dilbert cartoons should
alert us to a deeper problem.

Management seems resistant to inno-
vation. Management (the way we do
strategic planning, hiring, performance
reviews) has remained largely the same
for 50 years! Unfortunately we can’t
rely on the if it’s not broken then don’t fix
it excuse, as many management best
practices have been refuted by research.
For example, the way we hire people
(reviewing resumes, a series of inter-
views with key staff, and then a hiring
decision by a single manager or team
of mangers) is no more effective than

HHuummaann  OOrrggaanniizzaattiioonnss  AArree  OOuurr  FFuuttuurree
This is where we can connect social

media with leadership and management.
While social media’s success can be
traced to the way it lets us access power,
our organizations (and management and
leadership practices) fail us since they’ve
been designed like machines for decades.
Organizations thrive on predictability,
consistency, and order. They like cause
and effect to be easily identified. Our
job descriptions, departmental silos,
procedure manuals, and strategic plans
all come from a machine mindset—that
you can turn a crank and get a result. It
is true that machines themselves and
machine-like thinking have enhanced
productivity over the last 100 years or
so. But we’re hitting the limits. What got
us here won’t take us to the next level.
Social media is proving that.

What does a more human organiza-
tion look like? It will be
more open, embracing
decentralization. Machine-
based organizations are
overly centralized, focus-
ing control and power in
the center. This improves
productivity, but impedes
agility and engagement.

Embracing decentraliza-
tion means shifting control
and power away from the

center and toward the periphery. Some
people will still be in charge of things.
But how do you create a culture that
allows greater decision-making at the
edges? Google has done this through
its famous 20 percent time policy. All
Google employees are allowed to
spend 20 percent of their time working
on anything they want. They decide
what they work on, for that 20 percent
chunk. By giving them a focused area
where they have control, Google feeds
their need for autonomy. The results
have been impressive.

Identify areas where you can let peo-
ple in the periphery make more decisions,
have more visibility and voice, or take
more action to solve the problems they
face. Explore ways to embrace transpar-
ency, support truth and authenticity, and
build your capacity for experimentation,
failure, and learning. As you become
more human, your frustrations with
management will dissipate. You may
discover ways to implement social media
more effectively. You’ll be on the path
toward the organization of the future. LE

Jamie Notter is VP of consulting at Management Solutions
Plus, adjunct faculty at Georgetown University, coauthor of
Humanize: How People-Centric Organizations Succeed in a
Social World. Visit www.humanizebook.com.

ACTION: Embrace social media in leadership.

by Jamie Notter
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profit center by having one-on-one vis-
its with hundreds of employees. She
asked them what they would do if they
ran the business and if they were the com-
petitors, what would they do to put us out
of business. She needed people to step
up, become more productive and
improve customer service, but she
began by listening. By giving them a
seat at the table, they turned the cul-
ture around and change was executed.

GGiivvee  TThheemm  RReessppoonnssiibbiilliittyy
People act responsibly when given

responsibility. One way to
create a culture where people
step up is to give them
responsibility. Treat people like
children, they act like children.
Treat them like leaders, and
they’ll step up as leaders.

At Ritz Carlton and the
Four Seasons—two of the
best customer service hotel
chains—associates routinely
have much money at their
disposal to create memorable guest
experiences. At the Ritz, even associ-
ates with front-line jobs like bellhops,
have up to $1,000 at their discretion to
use to create a great experience. This
may seem risky, but with positive rein-
forcement and trust, people act responsibly.

Leaders must watch their reaction
when people make well-intended errors
of judgment. At WestJet, customer-facing
employees have guidelines not rules in
terms of what they can provide for cus-
tomers. In one case, a new gate agent
gave out free tickets to an entire flight for
a minor inconvenience. Instead of being
reamed out, she was hailed as a hero. Yes,
the company coached her through the
impact of such compensation so that
next time she would think differently.
But by praising effort not merely result,
she’s more likely to step up next time.

Dismissing ideas before exploring
them is a second factor keeping people
from stepping up. Leaders often dismiss
ideas from associates without intend-
ing to do so. They might say “we have
tried that before” or “you don’t see the
whole picture” or defend when employ-
ees challenge them. Don Schroeder, for-
mer CEO at Tim Hortons says, “If you
have a place where everyone is afraid
to make a mistake, people won’t step

Step-Up Initiative

LEADERS WANT THEIR
people to step up and

take initiative. If employ-
ees act like owners, bring up ideas, and
adopt an it’s my job attitude, the effects
can be a powerful game changer. When
people feel their opinion matters, they’ll
go the extra mile for the business and
customers. Yet many organizations are
filled with people who are afraid to step
up, speak up, or take initiative. Rather than
act like owners, they act like victims.

How can leaders create a climate for
step-up ownership? A classic example
of this is the Canadian airline, WestJet.
Their culture is built on the premise
“because owners care.” In an industry
known for its toxic relationships with
employees, and its unrelenting punish-
ment of shareholder’s wealth, WestJet
has created a place where people at all
levels regularly step up. Pilots often
pitch in to clean airplanes, pack up
bags, and do whatever it takes to get a
plane out on time. Hence, they have
grown from zero to 33 percent market
share in one decade.

GGiivvee  TThheemm  aa  SSeeaatt  aatt  tthhee  TTaabbllee
When we ask people why they don’t

step up more at work, we find that the
main reason is: “Leaders make deci-
sions without seeking our opinion.”

Don Knauss CEO of Clorox, notes:
“People won’t step up if they don’t
have a seat at the table.”

Early in his career, Knauss took over
the worst-performing region at Frito-
Lay. In every metric, they were perform-
ing poorly. In his first three months,
Knauss visited with hundreds of truck
drivers in the region, asking them
what they thought needed to be done
to make things better. Then he started
implementing many of the ideas he
had heard from his people: weekly
route scorecards and meetings where
drivers shared their results with peers.
Within a year, they went from the
worst to the best performing region.

Many leaders refuse to give people
a seat at the table, fearing they’ll make
the wrong decisions. Not so. Joanne
Beaton of TELUS turned a dying oper-
ator services business into a major

up. You need a climate where people
can speak up and challenge things.
That’s why we have so many town hall
meetings and opportunities for people
to weigh in. And you have to watch
your reaction. Unless people know you
want to hear it, they‘ll hang back. If
you get defensive, they shut down.”

IIddeeaa  tthhaatt  AAllmmoosstt  NNeevveerr  HHaappppeenneedd
Having a culture where people can

step up can have a huge payoff. The
Starbucks Frappucinno is a billion-dol-
lar business that almost never happen-
ed according to Howard Behar, former
president of Starbucks. In the mid 1990s
in Santa Monica, California, a local cof-
fee shop was serving a cold dessert
drink that was taking away customers
from local Starbuck’s stores. Staff and
the local manager felt they needed to
get some blenders and create a drink to

compete. The idea went to
senior leaders at Starbucks
who decided the experi-
ment wasn’t a good idea.

It was not in the store
manager’s job description
to come up with new prod-
ucts (Starbucks has a team
of people tasked with creat-
ing new menu items). But
the folks in Santa Monica
kept bugging Howard

Behar, even when the answer came
back as no. They started experimenting
in spite of the corporate decision not to
do so and sales skyrocketed. The rest is
history. This happened because a few
people stepped up where they were
not supposed to be leaders. They did not
let position get in the way of choosing
to lead. It also happened because one
leader let people challenge things and
rewarded them for breaking the rules.

WWaayyss  ttoo  HHeellpp  PPeeooppllee  SStteepp  UUpp
If your people act like victims, try

treating them like owners.
• Build a seat at the table into your lea-

dership style—do one-on-one rounding,
have a make it better meeting monthly.
• Ask for input before making big deci-

sions; listen; don’t dismiss ideas carelessly.
• Go overboard to praise effort as well

as results, especially if someone goes
beyond their role and steps out there.
• Coach rather than correct. One slap

on the wrist can stop initiative.
• Promote constructive irritants (people

who challenge things in a positive way.
• Treat people like adults and give

them responsibility. LE

John Izzo, Ph.D., is author of Stepping Up: How Taking
Responsibility Changes Everything. Visit www.drjohnizzo.com.

ACTION: Create a culture of initiators.

by John Izzo
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where far greater transparency is all but
unavoidable and surely expected.

In the brave new world that these
changes have spawned, a conventional
9 to 5, transactional approach (a quid
pro quo based on an exchange of mutu-
al self interest—”I’ll pay you a salary
and you’ll give me your labor”) won’t
work (not for those who want to do
more than merely survive). What is
required is a brand of leadership that
reaches into and nourishes the soul of
the follower—a brand of
leadership that recognizes
the people and their growth
as the primary product, irre-
spective of the product or
service. Yes, things like
innovation, responsiveness,
and efficiency remain para-
mount, but they become
natural, inevitable byprod-
ucts of this distinctive, 
edgy culture.

For this leader, the only thing that
merits the same imperative status as the
development of people is the achieve-
ment of excellence at all levels of the
organization. The realization of excel-
lence and achievement of the extraordi-
nary, go hand in glove with the growth
imperative: the production of com-
pelling results becomes the concrete
measure of the extent of the leader’s
success in developing the people and
instilling top-to-bottom excellence.

Oh, and the sticky matter of profit—
shareholder value, which we’ve been
taught to see as the only value—doesn’t
go away. Rather, it becomes an organic by-
product of the culture of systematic growth
and achievement. The suggestion that
the only responsibility of business is to
make a profit will no longer do. These
aren’t just the sentiments of some occu-
py-Wall-Street radicals, but rather
those of committed free-market capitalists.

Those who will show us the way out
of our dogged economic malaise are lea-
ders of imagination and courage, who
grasp the complexity of our tumul-
tuous era, pregnant with both peril and
possibility. They realize and accept the
fact that the world has changed and
continues to change. Above all they are
leaders who see that business is a human
enterprise, intended to serve the people,
not the other way around.

Remaking Leadership

THE WORLD HAS FOR-
ever changed—in

ways that tax even the
best leaders. These dramatic, seismic
shifts require a fresh, even radical, take
on how we work and live together and
how we lead people and organizations.

Gone are the days when simply being
a decent person with sufficient business
experience, sound social skills, and
some technical leadership skill would
do. Today younger employees expect
(even demand) more than stability and a
pay check. To lead us out of the Great
Recession, leaders must see their charge as
something greater—and see themselves
as catalytic agents in the lives of their
people, enabling them to realize their
talents, find purpose in their work,
and experience meaningful contribu-
tion to something larger than themselves.

The global recession served to mag-
nify the impact of two basic realities
contributing to this new reality.

First is the social ferment of the 1960s
and its continuing social impact. The
subversive sixties were the root cause of
a cultural sea change. The Boomers
who were at its center were part of a
broader moral advance, a shift that
would ultimately result in a more
expansive understanding of democra-
cy and individual rights. Over the
years, many of the ideals that fueled
that turbulent time have become a part
of mainstream contemporary attitudes.

Those Boomers and their children
have a different understanding of what
professional or work life should be. Their
expectations for what is and should be
a normal employment experience go far
beyond those of their parents and grand-
parents. What they want and need
from their leaders is more involved—
particularly when it comes to matters
of collaboration, contribution, personal
growth, self-expression, and meaning.

The second aspect of the irrevocable
change is the technological explosion.
The digital age has permanently altered
the nature and speed of communica-
tion and information. And it has given
a new meaning to the idea of network-
ing (via the hyper-networked world of
social media), creating a situation

This growth-focused, people-centric
approach to leadership is not for the
faint of heart. It requires courage and
toughness to demand and expect the
best from yourself and those you lead.
It’s the antithesis of the every-child-gets-
a-trophy syndrome of the self-esteem
movement. Self-esteem is a function of
having the guts to take yourself on, to
push yourself and your followers to
expand and realize excellence, realize
the untapped talents that still exist
within. For this leader and the organi-
zation he leads, accountability goes up,
not down; expectation goes up, not
down, and the top and bottom line go
up (and to right, as it were), not down.

Why do leaders of this stripe gener-
ate exceptional results? When reason-
ably talented people of good faith and

sufficient smarts have the
chance to satisfy some of
the basic, higher needs and
do so at work, good things
invariably follow. That is,
when they are given the
systematic opportunity for
meaningful professional and
personal growth, consistently
contribute in a way that
counts, are cared for, have
a sense of belonging, and

have the chance to create real meaning
(even if they’re only building widgets),
they show up very differently. They feel
better about themselves, and hence are
better parents, friends, lovers, and
church or synagogue members. And
when they come back the next morn-
ing, they are better employees: better
leaders, followers, and workers, who
are more committed and willing to go
the extra mile without being asked to
do so. Results naturally improve, and,
with reasonably savvy leaders at the
helm, can go through the roof.

Thirty years ago leaders who operat-
ed from this point of view did so as a
matter of choice—it wasn’t necessary
(they knew they could still succeed via
conventional measures), but they liked
the idea of growing their people as the
means to success. Today, given the dra-
matic and irreversible changes in our
world, the smartest leaders have real-
ized that habitual success requires a
radically different take on the meaning
and objective of the business organiza-
tion. Profits—bold, explosive profits—
matter, but people are the endgame. LE

Cleve W. Stevens, Ph.D., is a social ethicist, president of Owl Sight
Intentions, expert on the psychology of leadership, and author of
The Best in Us: People, Profit and the Remaking of Modern
Leadership (Beaufort Books). Visit www.owlsightintentions.com
or email cs@owlsightintentions.com.

ACTION: Lead growth in a people-centric way.

by Cleve W. Stevens
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vate matters and problems are discussed.
These people want to be close to the
leader. Shared values are associated with
people who want to serve as a repre-
sentative of the leader, and they are
interested in the leader’s ideas. Their
purpose is to accomplish a goal regard-
less of what happens to the leader.

So, if a leader confuses the two, he
won’t understand what may seem like
strange behavior because he has improp-
erly assigned necessary tasks. Insecure
leaders have difficulty with shared val-
ues; people with shared values often re-
cognize their leadership limitations while
understanding their ability to make big
contributions to achieving goals.

Liability Leaders…
• are about wins and losses or whether

they succeed; they win at all costs and
have no respect for people who have no

power or ability to help them succeed.
• have no interest in what employees

want out of the relationship. They don’t
see the relationship as mutually beneficial.
• discard people who no longer mat-

ter to them. They burn bridges and
close doors in their relationships.
• are not generous or honest in giving

credit to others, and don’t pay authen-
tic compliments. They are insecure.
• micromanage. They show control-

ling and bullying behaviors, feel that
they need to control information.
• do not invest in developing others.
• make rules to accommodate friends.
• their actions often result in confusion.

EEtthhiiccaall  LLeeaaddeerrss
Ethical leaders are free of leadership

liability. They see ethics as part of man-
agement and embrace these 10 values:
• Honesty deals with trust. People do

business with the people they trust. Cus-
tomers trust businesses to provide the
highest quality services; communities
where businesses operate trust them to

Leadership Liability

FACING UNMERITED
expectations, leaders

need a strong commit-
ment to ethical values to withstand the
perceived obligation to reward those
who help them obtain their positions
of leadership (leadership liability).

How can leaders overcome this
obligation, which can lead to manipula-
tive behavior by others to promote their
self-interests at the expense of the
leader and the organization?

Leadership liability manifests itself
in appointments. These should always be
based on competence: 1) core competence
—key skills necessary to perform; 2)
proven competence—the ability to per-
form; and 3) adaptive competence—the
ability to perform with limited super-
vision. However, appointments are
often made on the basis of politics. In
politics, people support candidates for
leadership positions seeking ROI on
their money and time. In such cases,
the possibility of receiving a favorable
ROI depends on the extent to which
the new leader has unofficially agreed
to reward his or her supporters.

Leaders with leadership liability are
often incompetent and insecure. They’re
opposed to full disclosure, lack a sense
of mission-mindedness, and are money-
centered, distrustful, fearful, and intim-
idating. When leaders are insecure in
their knowledge, capabilities, and
experience, they do whatever it takes
to prove they are the boss and in con-
trol—anything to bolster self-esteem.

Common character traits of Liability
Leaders include: 1) controlling person-
ality, 2) hard-charging and overly
aggressive behavior; 3) charismatic
and charming disposition, 4) lack of
transparency in dealing with clients, 
5) revenge, 6) greed, 7) hunger for
power, 8) feeling of intellectual superi-
ority. These traits often lead to a deci-
sion-making process that spells death
for the leader and organization.

Liability leaders rarely see the dif-
ference between shared interests and
shared values. The notion of shared inter-
ests is usually the connection between
a close friend or an associate in whom
secrets are confided or with whom pri-

be good corporate citizens; employees
trust businesses to create a collabora-
tive, honest, and innovative workplace;
and shareholders trust businesses to
create value. Strong governance process-
es enable businesses to build trust and
a culture of integrity and accountability.
• Responsibility is accountability to

someone for one’s action, answerable
or accountable for something within
one’s power, control, or management.
Responsible people make choices even
when unsure of what the right choice
is and then stand by the choice despite
criticism from others. They realize that
they are in charge of the direction lives take
and that they choose the responses to the
people, actions, and events in their lives.
• Respect is acknowledging the power

of something other than oneself to
demand, command, or make claims on
attention and consideration. Respect
requires openness and transparency.
• Cooperation is the attempt by all in-

volved to harmonize their contributions
and work toward a common goal.
• Due Process is the right of expression

within the constraints of organizational
goals. For due process to work, rules
need to be formed, followed, and con-
sistently applied; infractions need to be
properly classified; goals and expecta-
tions should be outlined, training pro-
vided, and consequences documented.

Justice is the application of the morals
of the group, fair treatment and due re-
ward in accordance to honor, standards,
law, policy, and procedures. It’s the ad-
ministration of reward and punishment; it
is right thinking, fair play, shared sacrifice.
• Professional judgment includes exer-

cising reasonable care and skepticism—
an attitude that includes a questioning
mind and critical assessment of evidence.
• Perseverance is bearing difficulty calm-

ly and without complaint, the mental
strength to survive. It is commitment,
hard work, patience, and endurance.
• Courage is the internal strength to

attempt what seems impossible; it is
from the heart; it’s what drives the in-
dividual (www.moralcourage.org/mc).
• Compassion is the response to suf-

fering, the right interaction with fellow
human beings. Compassion is what
connects individuals to each other.
Compassion is giving a second chance.

Viewing ethics as a core management
principle starts with the board. Members
need to assess their ethical prepared-
ness to serve on the board and increase
dialogue with management by asking
questions they want answered. They
should ask questions that challenge man-
agement’s conclusions and review manage-
ment decisions with healthy skepticism.

by Richard Pitre
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The implementation of these values
requires a code of ethics that negates
the argument, “I didn’t know”; removes
ambiguity; clarifies what is acceptable;
saves time and money; reduces mis-
conduct; and provides an affirmative
defense in the administration of justice.
The entire company must abide by the code,
believe in it, and see it in action regularly.

Leaders free of leadership liability
create cultures based on ethical values
that impact how business is conducted. In
a culture based on strong values, questions
of right or wrong seldom even arise.

Strong ethical cultures lead to better
outcomes and less misconduct. Ethical
leaders hire people who . . .
• Fit the core values. Those who do not

share the values are surrounded by
anti-bodies and ejected like viruses.
• Don’t need to be tightly managed.

The right people are self-motivated,
self-disciplined, and driven to excel.
• Know that they have responsibilities,

not jobs. They distinguish between their
task list and true responsibilities. They can
complete the statement, “I am the one
person ultimately responsible for . . .”
• Fulfill their commitments. In a cul-

ture of discipline, people view commit-
ments as sacred—they do what they say
they will do, without complaint. They
are careful never to over-commit or to
promise what they cannot deliver.
• Are passionate about the company

and its work. Nothing great happens
without passion. The right people dis-
play remarkable intensity.
• Display window-and-mirror maturi-

ty. When things go well, they point out
the window, giving credit to others.
When things go awry, they don’t blame
circumstances or people; they look in
the mirror and say, I’m responsible.

Leaders free of leadership liability
lead with a sense of what connects us:
honesty, courage, compassion, respect,
and integrity. They know that doing
business the right way will be most benefi-
cial in the long run. Their commitment to
ethical values enables them to with-
stand the real or perceived obligation
to reward those who assist them in
obtaining a position of leadership. This
connection is what guides leaders to
become servant leaders because service
is the cornerstone of a real leader’s life.

The key trait of a great leader is love
that is not based on how other people
behave toward them. The greatest cure
for leadership liability is love since life is
bigger than any leader. LE

Richard Pitre, Ph.D., CPA, is Professor of Accounting, Texas
Southern University. Visit www.richardpitrecpa.com.

ACTION: Become a servant leader who loves.

by Alan Shelton

behavior is created. I asked him to remem-
ber the first day that he drove a car: You
are handed keys and sit behind the wheel.
Knobs, dials, buttons and levers surround
you inside the car. Outside, there are lines
painted on the pavement, signs on the cor-
ner, and various colors and symbols each
with their meaning. Then, there’s an entire
set of traffic laws. All this is daunting to
you; in fact, you might wonder if driving
is an impossible proposition. But fast-for-
ward a few weeks and you become one with
the car. All that seemed overwhelming weeks
earlier is distilled into a single activity.

How does that happen? We have an
amazing ability to take an overwhelm-
ing collection of detail and reduce it
into a self-managed container within
the unconscious mind. Once there, all
activity happens seemingly by itself.
Our ability to drive a car is developed
in the same way that our behavioral
patterns are taken on-board. While this
makes life much easier to navigate, it
does not include a self-correcting fea-
ture once the behavior is unconscious.
So, any triggering event creates an auto-
matic behavioral response—perhaps
one that is unwanted in the situation.

Awakening is the felt sense that your
actions seamlessly reside in
who you really are and move
in a perfect flow. In leader-
ship, the goal is to take
people and combine them
into teams directed at a sin-
gular outcome. But invari-
ably, while pursuing the
outcome, one team mem-
ber reverts to personal ego
behavior. This behavior is
usually triggered in the

heat of the game and emerges by itself.
So, we must ask ourselves whether

we wish to play the game of corporate
leadership while risking our outcomes
to personal fouls (yellow flags). If so,
we know our objectives will occasion-
ally be derailed. We can then go back
to the real goals of our company. But
what happens when the outcome of such a
behavioral detour is not tolerable? The pos-
sible outcome of unconscious behavior
could be a plane crash. Most companies
can’t tolerate unconscious outcomes.

I now know that I can stand in any
conference room and point to the first
decision point in the journey to devel-
op leadership excellence. The superstruc-
ture can be built on the foundation of
the first right decision—since it always
leads to more right decisions. LE

Alan E. Shelton, is a leadership coach, seminar leader, speaker,
blogger, and author of Awakened Leadership: Beyond Self-
Mastery. Visit www.AlanShelton.com.

ACTION: Awake to your reactive behaviors.

AS A SEASONED EXECU-
tive, I’ve long known

that leadership, as a com-
pany initiative, is difficult to embrace.
In my early years I struggled with all
the leadership concepts, models, and
approaches. While much of it seemed
wonderful, it didn’t help me see where
to start and where to go from there. It
was like trying to nail Jell-O to a wall.

In mergers and acquisitions, I was
trained to follow a blueprint for engag-
ing in any process. Every good manag-
er wants a map with clearly marked
forks in the road. Leadership initiatives
seldom come with a blueprint; hence,
executives often make bad decisions
and drag the effects around for years,
wasting considerable time and money.

One day, as I sat in a conference room
at the Orange County (Cal-
ifornia) airport, meeting
with McDonnell Douglas
(soon to be acquired by
Boeing), I pondered this
leadership gap. The Chief
Safety Officer commented
that he was looking for a
different kind of leadership.
What worried him was that
safety was a set of rules and
regulations printed on paper.
As he motioned toward the planes tak-
ing off and landing, he said, “No piece
of paper will keep those planes in the air. It
has to emerge from within our people.”

I then told this management team:
To avoid the death sentence of leader-
ship, you must begin with the personal
development of each leader. The first aim
of a developmental leadership approach is
to identify the unconscious and reactive
characteristics of the leaders. These are
self-triggered: some event triggers the per-
sonality structure of an individual and a
personal reaction ensues. We’ve all wit-
nessed stupefying management behav-
iors that seem to defy all logic.

I informed the senior managers that
trying to manage the unconscious was like
trying to manage the unmanageable. If they
ignored the reactive characteristics of
company leaders, they were, by default,
choosing to manage the unmanageable.

After the meeting, one manager
asked me how unconscious or reactive

Awakened Leaders
Avoiding the death sentence.

LEADERSHIP AWARENESS
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tainability is not concerned simply with
demonstrating responsibility, satisfying
external expectations, or controlling risk—
it’s about continually asking yourself (and
colleagues) how to improve the status quo.
Sustainability issues are evaluated in
terms of not only risk and liability expo-
sure but also new opportunities to grow and
thrive. Finding and pursuing such oppor-
tunities requires intellectual curiosity and
impatience—traits often absent or sup-
pressed except in R&D and a few creative
pockets. Discovery is often enlightening
and empowering. CSOs should be
expected to bring the intellectual fire-
power needed to drive discovery and
deploy and support others who can.
• Personal integrity. Working effectively

with colleagues and exter-
nal stakeholders is far easier
and more productive if you
display honesty, integrity,
and fair dealing with others.
People willingly follow a
leader who upholds their
personal values (or aspira-
tions), even if the work is
difficult and the outcomes
are uncertain. People also
will, under certain condi-
tions, follow a leader who is unscrupu-
lous, dishonest, or overly self-serving,
especially if they believe their employ-
ment or personal well-being are at
stake. In the context of sustainability,
however, such people are poorly suited
for leadership roles. And, putting some-
one who lacks personal integrity in charge
of (or in a prominent role in) the firm’s
sustainability program(s) or initiatives
puts at risk the company’s public image
and brand strength. Anyone who might
become the face of the firm must embody
its highest virtues and core values.
• Courage of convictions. Making sus-

tainable behavior happen is difficult.
Those who lead such efforts will face
skepticism from some stakeholders.
Since people resist change, sustainabili-
ty leaders will encounter both active
and passive resistance. To be effective
in their roles, they need to believe
earnestly in what they are doing, take a
stand on important issues that may be
unpopular, defy long-standing compa-
ny custom, threaten the personal inter-
ests of internally powerful people, or
otherwise upset the status quo and
push people out of their comfort zones.
Doing so involves taking on personal
risk. Only those who face up to the pos-
sible consequences of taking an unpop-
ular stand will prevail. The CSO is an
unsuitable position for wallflowers,
yes-men (or women), and those seeking
tranquility, security, or popularity.

Sustainability

WITH THE EMERGENCE
of sustainability as

a key issue, more lead-
ers are closely examining concepts such
as corporate social responsibility (CSR)
and sustainable development. Such terms
imply a responsibility to consider the
environmental, social, governance, and
economic impacts (positive and nega-
tive) and to manage operations in such
a way that its success does not come at
the expense of environmental quality
or of particular groups or society.
Leaders are embracing sustainability as
a cross-cutting concept that enables
them to frame and act upon diverse
issues raised by customers, employees,
host communities, and investors.

Taking on sustainability in all of its
dimensions involves maintaining or
improving the traditional core of man-
aging environmental, health, and safety
(EHS) issues, including regulatory com-
pliance; understanding the roles and
import of the company’s stakeholders,
what they care about, and maintaining
effective relationships with them;
addressing social issues and concerns
raised by the firm’s operations and
business practices, particularly in inter-
national markets; and, in my formula-
tion, identifying and capturing oppor-
tunities to create new financial value
by adroitly anticipating and managing
the company’s EHS, social, and gover-
nance issues while improving its pos-
ture and performance over time. Those
who would lead such an effort require
both sophisticated expertise and many
leadership qualities.

In response, many companies have
appointed Chief Sustainability Officers
(CSOs). Certain leadership qualities are
needed in this position—these include
particular skills and personal attributes.

Key skills include strategic thinking,
technical expertise, cross-functional
understanding, critical thinking, analyt-
ical skills, team building ability, and top
management and communication skills.

FFiivvee  PPeerrssoonnaall  AAttttrriibbuutteess
Five personal attributes distinguish

those who succeed in the CSO role:
• Intellectual curiosity. Pursuing sus-

• Open-mindedness and flexibility. A
coherent program or initiative focused
on sustainable practices will bring to
light new issues and concerns, as well
as possible solutions, ideas, and ways
of doing things that are outside of nor-
mal operating practices. These efforts
will be helped if new ideas and ways of
thinking are encouraged. Leaders must
model the desired behavior by demon-
strating open-mindedness and promot-
ing experimentation and discovery.
This may require them to set aside
existing biases and beliefs, comfortable
and widely accepted ways of looking at
issues, and communication channels
that provide only limited access from
all employees to senior decision-mak-

ers. They also must show
open-mindedness regard-
ing the sources and types
of ideas that are received
and evaluated and make
clear that good ideas are
sought from all stakehold-
ers. Similarly, leaders must
evaluate suggested im-
provements using criteria
that are clear, reasonable, and
consistently applied.

• Empathy. Managing sustainability
issues provides exposure to many dif-
ferent viewpoints, priorities, biases,
and interests. Often it isn’t possible to
reconcile or harmonize all stakeholder
positions on some issues. Still, CSOs
and other leaders must understand
where others are coming from. Empathy
is the ability to see an issue through anoth-
er’s eyes. Even if you disagree with the
person’s position, you understand why
the other party sees the issue in the
way he or she does. CSOs must under-
stand sustainability issues in this way so
that the firm can make decisions in its
long-term interests. This includes main-
taining productive relationships with all key
stakeholders. Otherwise, the firm may
make decisions that do not recognize
or address legitimate stakeholder con-
cerns (risking alienation or resistance),
don’t produce the desired and expect-
ed outcomes, or don’t seize potential
win-win situations.

Sustainability offers a new way to
create lasting value for all stakeholders.
To succeed, it must be led by people who
enable others to do their best work, de-
velop and unleash their talents, moti-
vate them, and catalyze collaborative
efforts to perform at a higher level. Lea-
dership is the one essential ingredient. LE

Peter A. Soyka is author of Creating a Sustainable
Organization. Visit www.soykaandcompany.com.

ACTION: Cultivate the five personal attributes.

by Peter A. Soyka
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—including the degree of engagement
they experience, their comfort and fit
with the culture, the quality of leader-
ship, the rewards they experience, etc.
A great SMVP always encompasses the
ways in which an organization fulfills
the needs, expectations, and dreams of
leaders. A great SMVP clearly connects
winning succession management prac-
tices to business and operating metrics.
There’s no better way to create belief in
the value of human capital assets than by
demonstrating the connectedness between
winning succession practices and operation-
al success. We see enterprise financial,
operational, and process payoffs from
talent management (TM). Companies
with the most mature TM capabilities
(the 4 D’s) have much greater EBITDA,
net profit, return on assets and return
on equity results. Also, they have lead-
ers who believe in the value of human
capital assets; passionately invest in build-
ing and growing talent; relentlessly
assess leaders, individuals and teams;
and share their human capital respon-
sibilities with line managers and HR.

Organizations that excel operational-
ly excel initially in their human capital/
succession management practices. They select
and promote leaders/future leaders

who demonstrate (as a result
of performance and objective
assessments) they have the
best chance to succeed; they
benchmark and certify (as a
result of assessments) that
leaders/future leaders have
the capability, commitment and
alignment required to execute
strategy; they provide a rich,

engaging and dynamic learning and
performance support environment that
motivates leaders/future leaders to
become the best they can be; and they
reward and recognize those who execute.

A strong SMVP foundation leads to:
1) capability (can do); 2) commitment
(will do; and 3) alignment (must do).
Create the belief that your leaders and
future leaders have the can do (skills, tal-
ents, behaviors) to execute; the will do
(passion, motivation, drive) to execute;
and must do (a sense of connectedness
to the culture, mission, strategy and val-
ues) to execute. A strong SMVP helps
build a culture where leaders/future
leaders become more capable, committed
and aligned. Organizations that excel in
developing leaders—with unwavering
commitment to optimizing these lead-
ing indicators achieve impressive results. LE

John Mattone is President of John Mattone Partners, Inc. 
and author of Talent Leadership (AMACOM). Contact 
johnmattonepartners@gmail.com.

ACTION: Develop Stealth Leaders.

Leadership Greatness

EVERYBODY IS TALKING
about and investing

in executive presence. Why
are HR executives and corporate lead-
ers so keen to find leaders with execu-
tive presence? It’s a matter of trust.

As we lurch forward, we are desper-
ately in need of people who make us
feel calm, confident and safe. Ironically,
as we hand over more of our work to
technology, and remove ourselves from
each other, the need for authentic, human
interaction increases. We rely on email,
phone, videoconference, and automa-
tion to take care of our colleagues and
our clients. So if we only have once or
twice a year to interact with these peo-
ple, we long for that experience to be
professional, meaningful and authen-
tic. We want to trust someone again
and know we won’t be disappointed.

We also long to be inspired. Dynam-
ic personalities and the self-help market
are cashing in on that need, but we
can’t underestimate the importance of
motivation and inspiration. When
someone with executive presence sets a
higher standard and gets people excit-
ed about their work, corporations reap
the benefits. Engaged employees pro-
vide lavish discretionary effort—and
it’s often that extra tip that puts a com-
pany ahead of its competition.

Beyond trust and motivation, I see
three situational reasons behind the
stress around executive presence:

Changing standards. There’s a great
deal of conflicting emotions around the
new workplace. Wearing suits and work-
ing 9 to 5 is still part of our definition
of work. Definition creates comfort.
The new wave of flexibility in where,
when and how we work creates anxiety
in many people. Although a professional
may seem inspiring, we may feel
uncomfortable if they are young, work
in a new way or communicate outside
the realm of generally accepted modes.

Succession. As generational differ-
ences become apparent and long-time
leaders age, they look over their shoul-
ders wondering “Who is going to fill
my shoes if I move up or on?” As we
turn to diverse populations for leader-
ship, organizations and individuals
need to deal with their discomfort

Propel people toward the target.

THE STEALTH FIGHTER
model offers a com-

pelling, symbolic way
to understand the predictive relation-
ships between critical human capital/
succession management processes (the 4
Ds), critical leading indicators (capabili-
ty, commitment and alignment), inter-
mediate outcomes and ultimate outcomes.
The 4 Ds act as four turbo-charged
engines that propel the Stealth Fighter
towards its target—the Future Desired
State and required leadership compe-
tencies to execute current and future
business strategy. As the four engines
function at a high level (optimized)
and work together (integrated), they
propel the Stealth towards its goal.

The Succession Management Value
Proposition (SMVP) is the sum of 4 D
practices: 1) Demarcation—performance
management; 2) Diagnostic—
objectively assessing leaders
and potential leaders; 3) De-
ployment—structured meetings
to integrate performance and
potential assessments, cali-
brate capability, determine
development options, and
identify potential replace-
ment scenarios; and 4) Develop-
ment—coaching, on-the-job develop-
ment and training programs—and
their relative impact on multiple lev-
els of business outcome—such as cap-
ability, commitment and alignment
(leading indicators), intermediate out-
comes such as individual and team
performance, bench strength, percent-
age of women and minorities promo-
tions versus percentage in pool, per-
centage of women and minority suc-
cessors, retention rate of successors,
percentage of key positions filed in-
ternally, promotion rate of successors,
success rates of those promoted and
cost to fill key roles (lagging indicators),
and ultimate outcomes such as rev-
enue, profits and operating ratios.

The elements identified in the Stealth
need to be well thought out, believed
in, communicated, executed, and mea-
sured (assessed)—continuously. At its
core, a great SMVP encompasses
everything leaders and future leaders
experience and receive as employees
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have a strong sense of direction and an
understanding of how their contribu-
tions can advance the organization. To
ensure consistent alignment, progress
should be reviewed regularly so correc-
tive actions can be taken as necessary
to ensure that goals remain attainable.

Strong leadership is needed to create a
performance management strategy that
ensures alignment. Effective leaders get
to know the entire operation inside and
out, making them more likely to devel-
op plans that resonate with all stake-
holders. A lack of leadership and the
absence of common goals create uncer-
tainty about the objectives needed to
advance the company, and such confu-
sion can lead to paralysis. By develop-
ing a three-year plan that is open to
frequent revision, leaders can facilitate
the progress of a common vision and
communicate it to attain alignment.

To ensure continuous alignment,
leaders need to include regular progress
reviews, discuss achievements, empha-
size goal attainment for individuals
and teams, and encourage all employees,
especially top performers.

With an appropriate performance
management strategy, employee engage-

ment and performance can be
measured. When employees
have opportunities for ongo-
ing learning and develop-
ment, they can expand their
skill sets in line with the
clear strategy.

Continuous learning and
development go hand in hand
with performance manage-
ment, and integrating these

processes with business goals leads to
improved alignment.

To improve performance manage-
ment, companies often rely on talent
management software, but that can’t cre-
ate a desired performance-driven culture.
Creating alignment in performance
management is a people-focused problem
that needs a people-focused solution.

The goal of any company is to attract,
develop and retain the talent needed to
meet current and future business demands.
To develop a successful TM strategy,
leaders must align goals with employ-
ee performance management. With the
proper leadership and plans in place,
and TM software used to compliment
such strategies, alignment can be achieved.
Then the organization can benefit from
a high-performing workforce well posi-
tioned to reach business goals. LE

Marcel Messier is President/COO of Technomedia, and 
Chairman of the Center of Entrepreneurship, University of
Montreal. Visit www.technomedia.com.

ACTION: Create a high performance culture.

JUST AS THE WHEELS OF A
car need to be aligned

in order to move forward
efficiently, employees need to be aligned
with business strategy, working with
positive energy channeled in the same
direction to achieve common goals.
Alignment leads to motivated, high-per-
forming, cohesive, and engaged people.

With alignment, leaders can see when
something is off or someone is under-
performing and where improvements
can be made. Without alignment, they
can’t identify successes and challenges.

One big cause of misalignment is
shifting priorities. These make goals
more difficult to achieve and prevent
people from coalescing. During crises,
companies often achieve better align-
ment of their operations. When every-
one sees the urgency of the
situation and joins together,
they’re more likely to work
together to help the company
survive. But leaders need not
wait for a crisis to improve
alignment. With consistent
communications and clear
direction and focus, they can
ensure alignment at all times.

I see a clear correlation
between employee performance and orga-
nizational wellbeing. Organizations with
exceptional human capital practices often
enjoy strong financial health; and solid
financial performance suggests better
alignment in performance management.

Compensation alone is insufficient
to create and sustain enterprise-wide
alignment or spur productivity. That is
why organizations invest so much in
finding, training, developing, and
engaging the right talent. Leaders need
to help employees understand how they
fit in and how they can best contribute
to strategic goals. Also, as companies
invest to build online communities with
their external audiences, they should
focus the same intensity on nurturing
the internal community of their employ-
ees to foster greater engagement.

By taking a well-defined approach
to performance management, such as
identifying and cascading attainable
and well-aligned goals, leaders ensure
everyone is on the same page. Employees

High Performance
Align to reach business goals.

by Marcel Messier

PEOPLE ALIGNMENTaround different leaders. Great leaders
don’t have to look or act like the lead-
ers of the past to be highly effective.

Economic difficulty. When your org-
anization was glutted with eager talent,
and development budgets were huge,
you assumed that leaders would emerge
or be molded out of many choices. Now
teams are lean, resources are scarce,
and we’re expecting leaders to handle
everyday work in addition to leader-
ship. With less money and people to do
more work, how deep is the bench?

BBiigg  TThhrreeee  AAttttrriibbuutteess
The best leaders share three attributes

that create a trusted executive presence
and a unique persona. Executive pres-
ence can look different from leader to
leader, but the sense that employees
trust an executive is the constant.

1. Willing to be real and vulnerable.
There’s nothing more powerful than a
leader who is human, accessible and
real; and yet most believe you must
hide your weaknesses. The real secret
is to own them—then they can’t be
used against you. If you readily show
your weaknesses, try to improve them,
and continue to lean on your strengths,
people feel all the more loyal.

2. Empathetic communicator. A leader
needs to be an excellent communicator—
clear, impactful, and consistent. However,
empathy insists on listening, thinking
and putting yourself in the shoes of
others. When leaders consider view-
points other than their own, and think
about alternatives that may seem risky,
unusual, or unacceptable on first blush, it
forces him/her to ask Why? What is the
motivation behind this? What’s driving
this person/idea?” The ability to put the
ego on hold enables you to connect to
your employees and expands the world
of possible answers and solutions from
which your enterprise can benefit.

3. Calm in chaos. Almost anybody
can lead in good times, but those who
are calm, thoughtful and action-oriented
during crises embody executive presence.
Whether they are losing a big client or
facing a natural disaster, those who
keep their wits and take action are the
exemplary leaders we turn to when
everything calms down.

Real, empathetic and calm—someone I
would follow and trust to deliver tough
news or for whom I’d go above and be-
yond. Where do you stand? If you want
to know, ask a few trusted people who’ll
be honest and help you improve. LE

Karen Hough is CEO of ImprovEdge and the Amazon 
#1 bestselling author of The Improvisation Edge. 
Visit www.ImprovEdge.com.

ACTION: Develop the three attributes of presence.
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Once we see how out of sync we are
and how much we need to improve
our performance, we can engage in the
sort of development that inspires peo-
ple to follow us and rely on us. Our
strategies for success and recovery from
failures inspire people to trust us and
give us the moral authority to lead well.

I’ve identified 10 qualities that reflect
the health and vitality of our character
and odds of achieving long-term success.

1. Effective leaders lead
from a foundation of
integrity. Webster defines
integrity as “Fidelity to
moral principles, honesty,
soundness, completeness.”
This means being true to our
word and avoiding false
appearances. As leaders, our
lives are always on display.
Hence, everything we do
has to be above board and
beyond reproach.

2. Effective leaders display wisdom
and judgment. This inspires the trust
and confidence of our board, associ-
ates and clients. As leaders, we spend
more time achieving results through
other people. Technical competence gets
us the job, but relational competence
helps us advance. We’re hired for our
abilities, but we advance because of
our attitudes, behaviors and conduct.

3. Effective leaders absorb and undo
the evil of others. This requires maturity.
Making a gracious response to an ungra-
cious person is a hallmark of character.
Over time, an organization can devel-
op dysfunctional interpersonal dynamics.
Leaders bear the brunt of attacks tar-
geted at the organization. Responding
well requires skill and insight. Reflection
and discipline equip leaders to discern
the real problem and the best response.

4. Effective leaders work with under-
standing and respect for each member.
The ability to identify, develop and cel-
ebrate the gifts of those who work for
us shows integrity. To achieve quality,
we must gain our employees’ goodwill
by enabling them to fully develop their
capacities. Confidence in our gifts and
abilities help us develop those we
lead.

5. Effective leaders also work for the
greater good, developing others. Some
leaders use their positions to promote

Character Formation

I’VE SEEN MANY LEAD-
ers ruin their oppor-

tunities because of a
moral failing. Sometimes indiscretions,
embezzling money or corrupt political
practices undermine confidence in a
leader. But often, lesser evils cause the
problem. The capacity to develop char-
acter will determine how well leaders
achieve long-term, sustainable success.

Peter Drucker worked from a moral
vision using the mirror test: Whom do
you want to see in the mirror when
you wake up in the morning—a
morally upright and respected person
or an individual devoid of a soul?

Drucker said there is no such thing
as business ethics—we are either ethical
or unethical regardless of the situa-
tion. He insisted that bedrock integrity
is necessary for effective leadership.

Drucker believed the greatest test of
our integrity and character is the way we
treat other people. In Management, he
writes, “They may forgive a man a
great deal: incompetence, ignorance,
insecurity or bad manners. But they
will not forgive his lack of integrity.”
He thought a lack of integrity should
disqualify anyone from leadership.

The formation of our character cre-
ates predictability, dependability and
consistency. These qualities ensure that
our leadership is reliable and moti-
vates people to place confidence in us.
Our effectiveness as leaders is built on
trust. Although 75 percent of Americans
admit they would lie, cheat or steal if
they thought they could get away with
it, leaders are on constant display and
can’t escape the spotlight and scrutiny.

Character is the foundation of great
leadership success; when absent, it charts
the path for colossal failure. Our beliefs,
actions, self-reflections and corrective
behaviors form our character. Leaders
must develop moral self-reflection and
self-correction. Our moral awakening
often results from realizing we’re out of
sync with our deepest convictions and
then getting back on course by elevating
those convictions and pursuing our
principles from a new perspective. We
experience a moral reorientation by see-
ing present reality in a new light.

themselves, but those who work for the
greater good look out for the interests of
the organization. Our most satisfying
work will serve purposes greater than
ourselves. This is work for the greater good.
Yet most cultural messages today are
self-centered and self-focused. Through
character formation, we can sublimate
our own interests for the greater good
and seek results that benefit the company.

6. Effective leaders are temperate in
all matters. Leaders who show modera-
tion in all things, including responses to
renegade employees, don’t overreact
or create unnecessary crises. Restraints
must be established—including policies,
guidelines and plans that define reality
and channel priorities and decisions.
Temperance also includes a spirit of tol-

eration that keeps leaders
from retaliating and gain-
ing a reputation for acting
with contempt and disre-
gard for people.

7. Effective leaders bal-
ance a confidence in their
ability with humility in
their approach. In Good to
Great, Collins notes that the
most effective leaders have low
ego needs and find their
greatest satisfaction in lead-

ing organizations to success. Being con-
fident in our ability but humble in our
approach requires us to celebrate the
gifts of those around us and recognize
that our fortunes could change anytime.

8. Effective leaders are calm, loyal,
prudent and discerning. Excitable lead-
ers often lack restraint. Associates lose
confidence in leaders who can’t control
their emotions, knowing they could
become targets of unprovoked attacks.

9. Effective leaders hire well, commu-
nicate clearly and trust the people they
hire to achieve results. We trust leaders
who trust us, communicate a compell-
ing mission and vision, define measures
of performance and tactics and strategies
needed to achieve desired results.

10. Effective leaders balance concern
for the overall welfare of their employ-
ees with the need to achieve positive
results. Companies that go from good to
great achieve sustainable success by bal-
ancing the need to achieve long-term
results with care of their people.

As our leadership responsibilities
increase, our character is tested in new
and more intense ways. By engaging in
the disciplines of the moral life, we can
cultivate integrity that never wanes. LE

Gayle D. Beebe, Ph.D., is President of Westmont College and author
of The Shaping of an Effective Leader. Visit www.westmont.edu.

ACTION: Cultivate these 10 qualities of character.

by Gayle D. Beebe
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