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PART 1

Your Leadership Masterclass


Introduction

World events in business and politics reveal the importance of leadership. When it is absent, things fall apart. When it inspires, things improve. The purpose of this book is to encourage good people to become leaders by presenting the basics. Using a step-by-step approach, it shows the way to gain skill through training and effort.

Anyone can be a leader, even if modesty, lack of experience or self-doubt get in the way. This first Part guides readers to identify their strengths and build upon them. It also helps them to focus on their weaknesses in order to manage them better.

The central theme is self-awareness. Its importance underlies every activity, idea and suggestion. People often surprise themselves when they begin to explore their inner resources and discover that they have untapped leadership qualities. The result is personal growth as well as their leadership development.

However, taking charge is never easy. Each chapter in this Part features the challenges as well as the benefits of leadership. Among these is the need to inspire other people and gain their support. Leaders must also set priorities, give direction and make decisions, often under pressure of both time and resources.


CHAPTER 1

Self-awareness



The first step to successful leadership is developing self-awareness. Leaders who lack personal insight are like tone-deaf musicians. Even if they gain technical skills through drill and practice, they begin each performance at a great disadvantage. They don’t know if the notes they play are sweet or sour until their audience reacts.

Leaders need to cut the risk of striking the wrong note by adjusting their actions immediately. Self-awareness shows them how. Four topics support developing awareness:

•  Leadership essentials

•  Assessing strengths and weaknesses

•  Following the leader

•  Personal development.



Leadership essentials

There are three commonly held ideas about leadership:

1  Leadership is hereditary, and leaders are born to their role.

2  Character traits make a leader, including ambition, charisma, confidence, intelligence, initiative and independence, among many others.

3  Leaders emerge when special situations require them to accept leadership responsibility.

For many years, businesses, universities and the military have all debated the true nature of leadership. These ideas are still discussed around the world, and each idea has such firm support that this discussion could go on for ever.

However, everyone does agree on one point. It is clear that leaders must have the support of their followers because only this gives them the authority to act. When leaders lose this support, it is only a matter of time before they also lose their position as leader.

James MacGregor Burns wrote in the 1970s that leaders and followers need each other. He said that, when leaders represent their followers fairly, and followers loyally support their leaders, they create a virtuous circle. Also, if leaders later fail to respect their followers, then this circle breaks down, and the followers withdraw their support.
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The virtuous circle of leadership

Respect is earned, and a leader’s primary task is to convince people that they are worthy of receiving their support. Without followers, leadership exists only in the imagination of the would-be leader. The relationship between leaders and followers is crucial and far more important than birthright, personal qualities, a specific situation or any combination of these.

Any definition of leadership should include the idea of both leaders and followers needing each other. Here is a good definition:

‘Leadership is the ability to present a vision so that others want to achieve it. Leaders need the skill to work with other people as well as the belief that they can make a difference.’

People who have different backgrounds can work well together when they have a common purpose and shared goals. It’s the leader’s task to:

•  focus everyone’s attention on identifying these goals

•  encourage discussion and debate until the goals are fully understood by all

•  inspire action so that the goals are achieved.

All of this takes self-confidence and many would-be leaders have doubts about their abilities. There are many quiet heroes who question their own leadership ability but choose to accept responsibility anyway. This means they face self-doubt and then find the necessary confidence to take action. Therefore a first step towards leadership excellence is to gain confidence.

It’s interesting that those who already believe in themselves and their own inner worth seem naturally to receive respect and recognition from others, while those who need to develop a sense of self-worth often receive little approval from others.

The process of gaining respect can begin in everyday life, when potential leaders make an effort to understand other peoples’ difficulties. Mutual appreciation begins when colleagues notice other people’s problems as well as their own. This is the basis for giving and receiving respect.

There are leaders who gain power through bullying or manipulation. History and news stories about politics and business show repeatedly that this kind of behaviour works for the short term only.

Those leaders who inspire, build, create and encourage others to succeed have long-term success and are remembered well into the future. Those who undermine, destroy, cheat and belittle others are avoided or destroyed as soon as their power weakens – as it always does.

Assessing strengths and weaknesses

Leaders need to know their strengths and weaknesses. This gives them a starting point to improve their leadership performance. One source of information about leadership effectiveness is feedback from other people. Asking colleagues what they think can be a valuable exercise. Occasionally, however, other people’s ideas are biased, imprecise or lack perception.

So how can leaders know which comments are going to be helpful and which are not? Also, how can they avoid being defensive when they hear negative comments? They only make things worse if they try to explain away their behaviour or make excuses for themselves. They can also resent those who risked making a candid remark.

A good solution for dealing with negative comments is for leaders first to assess their own behaviour before asking anyone else for feedback. This self-assessment gives them a baseline against which their colleagues’ comments can be considered carefully.

An honest self-image, clear goals for personal development and newly set performance standards can help a leader to decide whether colleagues’ comments are helpful and appropriate, or signal the need for a further change of behaviour.

Self-assessment requires strict honesty. It is a waste of time and opportunity to create a fictional self-image. It is also self-defeating. Leaders need to see the difference between who they are now and who they want to be. They need to distinguish between their current skills and their future hopes. Honest self-assessment can produce goals for personal development and a plan of action to achieve them. Questions they can ask themselves include:

•  Am I fair?

•  Do I take responsibility?

•  Do I listen?

•  Do I care about other people?

•  Am I honest?

•  Am I willing to debate?

•  Do my colleagues trust me?

Following the leader

Improved leadership is based on a careful study of actual behaviour. The first challenge is to ask: Would I follow a leader like myself? If not, then this is the starting point for discovering how to become the kind of leader that people want to follow.

It helps to think of a recent leadership experience and then focus on its details. Begin the process by listing five positive and five negative examples of your own actual and current leadership behaviour.

If there are fewer than ten examples, or if there are more positive than negative examples, this can signal a need for developing greater self-awareness. Concentrate and try to add one more example to each category before attempting the activity below.

However, fewer than ten examples could also mean a lack of leadership experience. If this is the case, then use the shorter list. After finishing the whole book, return to this section and repeat this activity until there are at least ten items.

After identifying examples of positive and negative leadership behaviour, it’s time to include colleagues’ opinions and beliefs. This new list should include their honest opinions about your leadership behaviour. However, if it really isn’t possible to ask colleagues directly, think about their reactions to you. Try to see yourself through other people’s eyes.

Once again, make two lists. The first should include positive comments made by colleagues about your leadership behaviour or an estimate of their opinion about you. The second should include their negative comments or a best guess for this.

The following activity uses both your self-assessed and colleagues’ lists in order to improve self-awareness.


Activity

Compare the two lists: your self-assessment and your colleagues’ ideas.

•  Are they the same throughout?

•  If not, what are the differences?

•  How can you increase your awareness of how other people see you?

•  How can you increase self-awareness of your own behaviour?



Personal development

Identifying positive and negative leadership behaviour supports self-improvement. However, behavioural change should always build on qualities that a leader already has so that changes enrich natural personality. Everyone has a unique blend of qualities, such as courage, patience, faith, ambition and honesty. It’s the unique mixture of core qualities that are the source of leadership success.

When leaders identify and accept their core qualities, then they can draw on these with greater confidence. It also helps them to discover what other qualities they need but may lack. This self-audit is a good first step to improving their leadership performance in future.

For example, an inability to give clear directions is a negative leadership behaviour. But there are a variety of potential causes for this, including a lack of confidence or decision-making skills, or even a need for clearer thinking or determination.

Therefore the same problem of ‘an inability to give clear directions’ could require a different solution depending upon each person’s blend of qualities and their personal make-up. Improved leadership depends upon discovering what causes the negative leadership behaviour.

Positive behaviour

So how can leaders discover what qualities they already have and what qualities they need to develop? The two lists of positive leadership behaviour you compiled earlier in this chapter offer a way to begin this process. Each item from the two lists can help you to identify personal qualities.

For example, a positive item could read: ‘remained calm during a crisis’. This behaviour could result from a variety of qualities such as courage, steadiness and trust. The task is to identify the quality that is the source of remaining calm during a crisis. When leaders know which qualities they already possess, they can actively draw upon them when the occasion requires it.

This insight has the direct benefit of improving self-confidence. ‘I am calm in a crisis because I have courage’ is a thought that obviously enhances self-image. Once a quality is identified for each item on the list, this can be written next to the item. Some qualities may be repeated and some may offer a surprise. The point of this activity is to discover qualities that underlie each example of positive behaviour.

This can be challenging if any qualities on the list are not normally associated with leadership, such as gentleness or humility. As a result, it can be tempting to ignore these qualities. However, many great leaders are guided by qualities like these and they are valuable features of any leader’s personality. The challenge is learning how and when to express the less obvious leadership qualities so that they enhance leadership behaviour.

This is always possible, and the process begins with self-acceptance and the wish to discover how to express each quality in a strong and positive way. Personal development means building on existing strengths and managing any weaknesses. Masking or hiding personal qualities creates good actors, not good leaders.

Negative behaviour

The two lists of negative leadership behaviour you compiled earlier also offer learning opportunities. For example, if a comment on the list refers to using humour when presenting official company business, this creates an opportunity for choice, including:

•  deciding that humour is an inappropriate leadership quality

•  ignoring any criticism by showing increased clowning behaviour

•  learning from the comment and deciding when, where and how a leader should use humour.

Rather than react blindly to negative comments, the leader can analyse them instead. On hearing a negative comment, a leader should ask the following questions.

•  Did I really do what this person says I did?

•  Does this person have all the facts?

•  On reflection, do I truly believe that my behaviour was appropriate to all three essentials: time, place and audience?

•  If not, when, where and how is it appropriate to express this quality in this way?

Changing behaviour

Both positive and negative feedback helps leaders see how their behaviour has an impact on other people. Positive comments are useful for identifying personal qualities. Negative feedback offers an opportunity to change behaviour.

In general, personal development can be organized into three areas: skills, knowledge and experience. Both positive and negative behaviour can offer ideas for improvement. It may help to review the lists of behaviour you compiled once again, both positive and negative. Choose just one item and decide three goals for that item:

1  a goal for developing a new skill

2  a goal for gaining new knowledge

3  a goal for having new experience.

After achieving all of the goals for that item, proceed to choose another item from the lists. Set three goals for that item to improve skills, knowledge and experience.

Solutions for self-doubt

Self-awareness supports leadership because it shows what skills and qualities can be developed. Here are examples of issues, both physical and emotional, that many people argue make them unfit to lead. If this is what they truly believe, then so be it. But if they feel even a small flicker of a wish to lead and to make a difference as a leader, then they should explore this.

They may discover that there is an antidote to resolve the issue that they believe is holding them back. In fact, there is always an antidote. There is always a way forward. There is always a solution. Always. The leader’s job is to find it.



	Issue
	Solution



	High, squeaky voice

	Singing lessons




	Confused thinking

	Learn to play chess




	Weak physical presence

	Martial arts or fencing




	Poor stamina

	Swimming




	Fear of public speaking

	Join Toastmasters™




	Indecisiveness

	Video gaming






Summary

Self-awareness is the single most important leadership quality. Leaders need to examine their behaviour regularly to continue their growth and improve their self-knowledge.

Here is a checklist to help you review your leadership performance during any work week.

1 What qualities did you express consistently throughout the week?

2 What attention did you give to creating positive relationships with your colleagues?

3 List three strengths in the way you dealt with your colleagues.

4 How can you build on these strengths next week?

5 List three weaknesses in the way you dealt with your colleagues.

6 What quality or qualities do you need to develop in order to improve on these weaknesses?


Fact-check (answers at the back)

  1.   How should leaders react to negative comments?



	a)   By changing behaviour
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	b)   By ignoring them
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	c)   By analysing them
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	d)   By defending themselves
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  2.   What should be key to any definition of leadership?



	a)   Dignity
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	b)   Status

	[image: image]




	c)   Charisma
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	d)   Supporters
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  3.   What is the first step to assessing your strengths and weak-nesses?



	a)   Ask a close friend
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	b)   Study yourself
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	c)   Ask your boss
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	d)   List future goals
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  4.   How is leadership improved?



	a)   With new skills
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	b)   With hope

	[image: image]




	c)   With ambition
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	d)   By adventures
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  5.   What is the most important thing leaders need?



	a)   Mentors
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	b)   Self-awareness
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	c)   Allies
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	d)   Risks
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  6.   What use is negative feedback?



	a)   To reveal enemies
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	b)   No use: it should be ignored
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	c)   To support development
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	d)   To punish people
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  7.   If someone feels unfit to lead, what should they do?



	a)   Find an antidote
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	b)   Give up
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	c)   Blame their boss
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	d)   Change jobs
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  8.   Confidence can be what?



	a)   Faked
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	b)   Developed
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	c)   Trouble
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	d)   The same as arrogance
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  9.   Which of their qualities should leaders know and build on?



	a)   The interesting ones
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	b)   The funny ones
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	c)   The worthy ones
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	d)   The core ones
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10.   What kind of relationships do leaders need with their supporters?



	a)   Positive
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	b)   Temporary
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	c)   Complex
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	d)   Difficult
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CHAPTER 2

Understanding people



Leaders can use a one-size-fits-all approach only if everyone is actually the same size, and this is never going to be the case. There are as many different personalities in the world as there are people.

It’s this diversity that makes life interesting. It generates new ideas and lively debate. Leaders who can attract a wide range of people enrich their business. However, they also need to understand people and be able to allow them to be different.

And it’s an acceptance of differences that makes relationships strong. This chapter includes three topics that help leaders understand people better. They are:

•  motivation and drives

•  what people need

•  rewards and values.



Motivation and drives

Leaders who recognize that everyone is different can encourage other people to be themselves and express their individual skills and qualities. This produces better work in the long term, although it may cause short-term frustration and frazzled tempers. It takes time to develop understanding when people are very different, but it is well worth the effort.

Fearful leaders try to squash individual difference, often because they are either unwilling or unable to understand those who are unlike themselves. This behaviour is unfortunate because these leaders lose an opportunity to see the world through other people’s eyes. This insight could draw new customers or create new products or innovative services.

Although everyone is different, everyone is also the same. Scientific research says that, around the world and across cultures, people are motivated by the same things and in the same way. Motivation is like an internal engine driving people to get up in the morning, have breakfast and start their day’s activities.

However, motivation works in two different ways. Some people are motivated only when they feel pressure from outside themselves to take action. An example would be a person who dislikes their job but needs the money that work provides. This is called external motivation, and the need for money is one example of an external motivator.

Other people get satisfaction from their jobs and enjoy going to work. Of course, they want and need to be paid, but their motivation comes from inside themselves. This is called internal motivation. Getting things done takes much less energy when motivation comes from within.

There will always be occasions when the pressure to achieve a goal or do a task comes from outside. When this happens, there’s the risk of unwilling workers needing to be prodded and pushed, or reluctant leaders who grouch at everyone and are very difficult to follow.

However, each person can choose to control how they react to bad news or unpleasant work. People who make a habit of being internally motivated also give themselves the option of seeing unpleasant work as part of their own bigger plan. They will see themselves as the choosers, even when circumstances seemingly force them to accept.


Activity

1  Make a list of all the things you really enjoy doing. Include hobbies, social and sports events, experiences of art, religion or nature and more. Very likely, you are internally motivated to do these things.

2  Make a list of all the things you do not like doing but know you must do anyway. Identify why you feel you must do these. Very likely, you are externally motivated to do these things.



At times, pressure from outside increases so gradually that leaders fail to see it happening. To avoid a sudden feeling of being overwhelmed or burned out, it’s best to check daily on personal reactions to work and to colleagues. The outside pressure will still be there, but taking its measure allows people to pace themselves.

Leaders have to ask what other people need, and not assume that they know what is best for them without asking. Everyone needs different things at each stage of their lives. For example, a young person of 20 has different priorities and family needs from someone of 50. Also, what a middle-aged boss needs in terms of working hours, salary or holiday time may be very different from the junior manager who wants to travel or have a busy social life.

What people need

Abraham Maslow, a leading psychologist in the twentieth century, pioneered the study of healthy motivation. He said that people have five levels of need. The first level is the need to survive, the second level is the need to feel safe and secure, the third is the need to belong, the fourth is the need to be respected, and at the top is the need to have a sense of purpose.
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The ‘Hierarchy of Needs’, according to Abraham Maslow

Maslow defined each need as follows:

•  survival – the drive to stay alive

•  security – the need for stability, health and safety

•  belonging – the wish to feel part of the social group

•  respect – the need to be valued and respected

•  growth – the need for purpose and meaning in life.

He said that satisfaction at each level allows a person to move naturally to the next level. For example, an infant is entirely dependent upon others for food, warmth and protection – that is, its survival. When this need is fulfilled, the infant must ensure that its next level of need is also fulfilled – that is, that its survival carries forward to the next day and then the next.

Babies learn at an early age how to get the attention they need: some scream while others smile and babble. Whatever tactic they use, their aim is first for survival and then security. When these needs are met, they are then able to relax into caring relationships. This is the level of belonging, and it is here that they discover who deserves their affection and how this should be shown.

Children who in their early years are denied safety and security may get stuck at this level. Their lack of family life, a secure home or a caring group may block their ability to fulfil their need to belong. If this happens, then in later life they will rarely feel fully relaxed in a social group. They are always on the lookout for danger and as a result question other people’s motives.

This is because their attention is still on their need to satisfy survival and security needs. Even when they already have enough money, a home and a good job, they feel that something is missing and that they never have enough. Their pursuit of security can even get in the way of happy and healthy relationships.

Alternatively, when people are able to satisfy the first two levels of need, survival and security, they naturally focus on finding their place in the group. Even when rejected, their sense of security helps them to accept this so that they either find another group or try again to join the same group. They tend to see social rejection as a relatively minor issue.

According to Dr Maslow, healthy growth is based on satisfying each level of need in turn. Therefore, when the first three levels of need are satisfied, people naturally move to the two higher needs – that is, gaining respect and having a purpose and meaning in life.

Essentially, this means that people who are hungry and homeless always want to satisfy survival and safety needs before they feel ready to discuss philosophy. This also means that unsatisfied needs dominate behaviour. People who are under stress about money or are in poor health have less energy for team relationships.

Although business leaders are not expected to be psychologists, the Hierarchy of Needs is a valuable tool for understanding what motivates other people as well as themselves. They can ask if there are special circumstances influencing their colleagues. Even if they cannot help, their interest will have a positive effect.

Leaders should recognize the impact of needs on motivation and performance. This is the key to playing to people’s strengths and also helping them to overcome their weaknesses. Motivation is never uniform or consistent within a group of people. Leaders can discover each person’s starting point and build on this.

Leaders who want to support motivation can start by learning more about where their colleagues are blocked on the hierarchy. Whenever someone shows consistent frustration or anger about a level of need, this may mean they are fixed on satisfying the needs of the level below it.

That level may have trapped them so that they just can’t understand the level above. Understanding people’s frustration and limitations shows a leader how to present a vision so that others want to achieve it.


Activity

Think of a colleague at work.

What does this person talk about most often:

•  physical comforts?

•  job security?

•  money and spending habits?

•  friends, family, social events?

•  job satisfaction, status, recognition?

•  values, principles, quality work?

Are there any needs that they never discuss? What are they?

Are there any needs that cause them to show impatience or anger when mentioned?



For example, when presenting an idea for a quality improvement programme – this is a level-four or -five need – to people who fear losing their jobs, it is less effective to talk about quality for its own sake. Describe instead what is in it for them and their job security.

Rewards and values

Some scientists say there are three basic personality types that result in three different kinds of behaviour. These can be summarized as:

1  ambitious and assertive

2  analytical and cautious

3  caring and supportive.

However, a person who is ambitious and assertive can also be caring, supportive, analytical or cautious whenever they make that choice or when the occasion requires it. Leaders with self-awareness widen their range of choice. When people think clearly about what they are doing, they will be more effective at achieving their goals.

These personality types are like habits. For example, when people are faced with similar choices every day, they develop a routine and habitual way of choosing what they do. Leaders can improve their performance by:

•  identifying their personality type

•  becoming aware of any habits and routines that limit their choices.

Ambitious and assertive

Ambitious and assertive types often have more ideas than there are hours in the day to achieve them. They are driven by a need to make their mark on the world and to influence other people. They very much dislike being ignored or refused access to important events and people.

Unsurprisingly, they like to be rewarded for their efforts. They want to be paid well, but primarily because this symbolizes their status. They also feel well rewarded by a large workspace or if they are praised often in public.

Although this type of person is very challenging for leaders, nothing stops this type when they are motivated to complete a task. It’s also interesting that ambitious and assertive types don’t mind being criticized. They have a rhinoceros hide. Instead of being hurt or embarrassed, they very likely will defend themselves or treat the criticism as a joke. Confident leaders who can accept debate are able to draw the best out of this kind of person.

Analytical and cautious

This personality type is committed to problem solving for its own sake. They are happiest when working alone and enjoy the solitude, the opportunity to concentrate, and the independence this gives them. Completing a task for them is very rewarding. For example, this kind of person genuinely feels burdened when expected to attend an office party because it interferes with their work.

Keeping their eyes down, they focus exclusively on what they are doing. They can be a big asset to the group because they bring depth to problem solving and enjoy studying complex issues.

However, the leader must be aware of this type’s need for privacy. They are not shy; they just like to be alone and dislike offers of help from a caring and supportive type. They also resent the demanding behaviour of the ambitious and assertive type.

Caring and supportive

This personality type is happiest when offering care and support, and is naturally warm and friendly to all. Such people are a positive force in any group because they consider the needs of others and are generous and kind.

They feel most rewarded when their help is accepted. These are genuine virtues, but occasionally their support arises from a desire to please and be liked.

The leader’s task is to guide this kind of person towards greater independence because too much people-focus can create deference to others when they should take more initiative.

Caring and supportive types can be intimidated by outspoken ambitious and assertive types because they interpret direct and bold feedback as harsh criticism. They also will need reassurance when analytical and cautious types, the loners in the group, refuse their support or even tell them to go away.


Activity

1  Using the list that follows, create a ‘bank’ of positive and negative words that you believe apply to yourself.

Also, create another list of any words you’ve heard others say more than twice in relation to yourself.

Do the words you circled show an obvious preference for one of the three kinds of behaviour?

2  Look at the descriptions of the three personality types. Do any of these descriptions match your behaviour?

Do you have any habits that could get in the way of your ability to lead? What are they?

Can you imagine what it would be like to be a different personality type?





	Ambitious and assertive



	Positive features
	Negative features



	• confident

	• arrogant




	• dynamic

	• pushy




	• risk-taking

	• gambling




	• spontaneous

	• impulsive




	• directing

	• dictatorial




	• entrepreneurial

	• unco-operative




	• resourceful

	• calculating




	Caring and supportive



	Positive features
	Negative features



	• sensitive

	• highly strung




	• devoted

	• doormat




	• idealistic

	• deluded




	• friendly

	• naive




	• tolerant

	• blind




	• patient

	• passive




	• understanding

	• submissive




	Analytical and cautious



	Positive features
	Negative features



	• practical

	• narrow-minded




	• independent

	• self-serving




	• fair

	• impersonal




	• thorough

	• obsessive




	• reserved

	• isolated




	• methodical

	• slow




	• principled

	• rigid





There are leaders who believe they need to appear special, more brilliant and somehow better than others. Even 50 years ago this would have been considered conventional leadership behaviour. However, this approach doesn’t really work any more. People are better educated and more confident about asking questions and checking facts. The Internet, social networking, Twitter-type communication and blogging make information instantly available. As a result, leaders need real skill to inspire others.

Leaders who are willing to ask people what they value and then listen to the answers are likely to gain their attention. Understanding other people can lead to being better understood in turn.


Activity

Think of one occasion during the day when you took the lead.

Describe this occasion in one or two sentences. Then answer the following questions:

•  What did you want to achieve as leader?

•  What personal needs did you satisfy by leading?

•  Were you aware of what motivated the people you were leading?

•  Did you consider their needs?

•  Was your behaviour ‘ambitious and assertive’, ‘analytical and cautious’ or ‘caring and supportive’?
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