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Preface


This book is for those ambitious people who wish to make a massive difference in the wonderful world in which we live – those who wish to inspire and help those around them. It’s for those who want to live a life of passion and to achieve remarkable results along the way. It’s for the people who want to stand out from the crowd and rise to the top of their game. It’s for those that are fed up of weak, dictatorial, self-absorbed leaders or just plain average leaders, and who instead wish to raise the bar and be great themselves.


This book is for both seasoned, experienced leaders who are smart enough to know that learning never stops – that the pursuit of leadership excellence is a lifelong activity – and for newly appointed leaders eager to learn good leadership habits from the start. It’s for those who want their team to achieve exceptional results, not average results, and it’s for leaders of massive companies as well as leaders of tiny (but ambitious) companies.


Essentially, this book is for those people who are hungry (I’m not talking about a desire for cake), who seek to tap into the awesome power that great leadership brings.


If this is you, then I’m honoured to have such a mighty fine person of this world holding this book right now, and I will do my best to exceed your expectations in the pages to come.




Introduction


What do the greatest achievers on the planet do differently? What do world-class CEOs and billion-dollar entrepreneurs do differently? What do the greatest leaders, who inspire intense loyalty within their team, do differently? And what do the world-class organisations, which thrive and win in their market time and time again, do differently? Answering these questions is what this book is all about: sharing those differences – one by one.


There’s nothing like learning from those who have actually succeeded, who have rolled up their sleeves, fought in the battleground of business and won. These are the golden empirical lessons from actually achieving success, not just talking about achieving it. After all, the best teachers are those that have already been where you’re trying to go.


As such, the success habits and principles in this book have been drawn from the hundreds of exclusive interviews I have conducted with i) the world’s most famous CEOs, ii) entrepreneurs who have created multi-million (some even multi-billion) dollar organisations from scratch, and iii) the most recognised and respected business gurus on the planet. The book delves into the themes and repetitive success habits that define all of the leaders I’ve interviewed – those that are common to them all.


The list below, while not exhaustive, includes those who are cited most frequently in this book:



World-class CEOs/C-suite



Sir Stuart Rose, Chairman, Ocado and former CEO, Marks & Spencer


Sir Terry Leahy, former CEO, Tesco


Jacqueline Gold, CEO, Ann Summers


Robert Senior, CEO EMEA, Saatchi & Saatchi


Ronan Dunne, CEO, O2


Allan Leighton, former Chairman, Royal Mail and CEO, Asda


Greg Dyke, Chairman, the Football Association and former Director General, BBC


Olaf Swantee, CEO, EE (Orange and T-Mobile)


Simon Calver, former CEO, LOVEFiLM


Philippa Snare, CMO, Microsoft


Markus Kramer, Global Head of Marketing, Aston Martin


John Studzinski, former Global Head of Investment Banking, HSBC


World-class entrepreneurs


Stelios Haji-Ioannou, Chairman, easyGroup


Michael Birch, Cofounder, Bebo


Richard Reed, Cofounder, Innocent Drinks


Mike Harris, Founder and former CEO, Egg and First Direct Bank


Tim Waterstone, Founder, Waterstones


Aaron Simpson, Cofounder, Quintessentially


Philip Rosedale, Founder, Second Life


Ed Wray, Cofounder, Betfair


Sahar Hashemi, OBE, Cofounder, Coffee Republic


Jon Moulton, Chairman, Better Capital


World-leading business gurus


Tom Peters, US management guru


Brian Tracy, author, How the Best Leaders Lead and Eat That Frog!


Daniel Goleman, author, Emotional Intelligence


Richard Koch, author, The 80/20 Principle


Edward de Bono, author, Six Thinking Hats


Ken Blanchard, author, The One Minute Manager


Professor Philip Kotler, business guru, Kellogg School of Management


Douglas Spence, UK business guru


Professor Richard Scase, author, Living in the Corporate Zoo


Drayton Bird, marketing guru


David Allen CEO, author, Getting Things Done


The book also draws upon insights from other leaders that I have not yet interviewed (forever the optimist, I confess) but have studied, including the likes of Indra Nooyi (Chairman and CEO of PepsiCo), Sheryl Sandberg (COO of Facebook), the late Stephen Covey (internationally bestselling author of The 7 Habits of Highly Effective People), Jack Welch (former CEO of General Electric), Marissa Mayer (CEO of Yahoo!) and Jeff Bezos (founder and CEO of Amazon) to name just a few.


How was I able to secure exclusive interviews with these world-class leaders?


I’ve always had a bit of an obsession about learning what it takes to win and what it takes to succeed. So much so, that, in 2007, I quit the safety of being a Regional CEO, with over 500 people under my management across six different countries (many thought I was crazy, and I probably was), in order to set up LeadersIn, a business that is dedicated to interviewing and sharing wisdom from some of the greatest leaders in their field. Some of the interviews were held in our studios, some in front of massive audiences, but all the interviews were focused on one thing: What leadership wisdom could these trailblazers share? I’m eternally grateful to my guests for sharing their wisdom.


The aim of each interview was to find out first hand what has made these folk stand out from the crowd, enabling them to rise to the top. I figured that if I could find that out, I could share the formula with the world and help everybody get ahead.


That’s the purpose of this book … to share that formula.


Why does this book have three parts – self, team and organisation?


At any point in time, a leader has three roles to play, not just one. Many leadership books focus on the single discipline of leading and motivating teams. However, for leaders to be able to transcend averageness and attain greatness, they must have mastered two other keys roles: leading themselves and leading their organisations.


Leadership is like a three-legged stool – and like a stool, you need all three legs to be secure in order to be a great leader in business today. The three legs of leadership are:




	
Self-leadership: knowing and managing yourself to achieve exceptional results and ensure that you can coach others to do so too


	
Team leadership: learning how to lead and build world-class teams that deliver outstanding results time and time again


	
Organisational leadership: learning how to lead and build world-class organisations that become the gold standard in your industry





Regarding the organisational leadership component, some people say, ‘That’s the job of the Chief Executive, not me.’ Not true. If you’re a leader of a team, by definition you work in an organisation, not a silo. As such, you should always be aware of the traits of world-class organisations so that you can influence your own organisation to head in the right direction. Furthermore, if you’re a great leader in a poor organisation, then you’re like an emperor in a rowing boat (if this is the case, you should either become the CEO and change things, shout upwards until others change things or get off the rowing boat before it becomes the Titanic). Plus, one day when you become top dog (or more formally, the CEO – if that’s the path you want to take), knowing what great organisations do, as opposed to average ones, is going to be essential knowledge to draw upon.


Makes sense to me. My fingers are crossed that it makes sense to you too. This book will help you succeed at all three legs of leadership:
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The three parts of The Book of Leadership and the three ‘legs’ of a world-class leader


A note on the chapters of this book – why so flipping many?


Each chapter of this book is dedicated to one key habit that will enable you, your team and your organisation to get ahead. Yes, there are a lot of chapters; indeed, I’d love it if we could turn this book into one habit – a kind of panacea, if you will, or even just three habits, eight habits or 12 habits to ensure your leadership success. However, the bottom line is that there are many essential habits and great leaders are aware of all the tools for success available to them.


We could have focused on just Part One, Two or Three. Yet doing so wouldn’t have given you the full picture, and omitting some habits, or even parts thereof, for the sake of reduction is futile. Indeed, this is the first leadership book that aims to provide you with everything that you need to know about all three core aspects of leadership. As such, it’s the all-inclusive and extensive nature of this book that differentiates it from others, and, most importantly, its core value to you. That is why there are 38 chapters – all are important and all will aid you in your journey to great heights.


There are a few ways to read this book


That said, I agree, 38 is quite a big number, so you might decide that one of the three parts of the book (self, team, organisation) is more important for you right now and so start there, or you might look down the list of chapter headings and say to yourself, ‘I’ve mastered this, but I suck at that’ and jump straight to the chapters that interest you (if you can do that, it implies that you know your strengths and weaknesses, so congratulations – that’s one of the first habits of successful leaders), or finally, if you’d like to read this book from start to finish, then that’s one mighty fine way of reading it too.


Inspired scribbling in a book, is a good thing (forget what you were taught at school – well, not everything)


If you’re a fan of the 80/20 Principle (if you’re not, then hopefully you will be after reading chapter 9), then you’ll know that about 20 per cent of any resource brings 80 per cent of the value to you, so, although this book is packed full of wisdom and every word is of critical importance (obviously!), it’s a great habit to always pinpoint the content that really sings to you. Circle it, scribble around it – whatever you do, just highlight it. Then, when you review this book, you can quickly glance at what you previously deemed important. As you may know, repetition equals retention, so reviewing books frequently and finding the key messages (as determined by you) is a phenomenal technique.


At the end of the day, however you read it, I hope, from the bottom of my heart, that you’ll find the content of this book strikes many chords with you and also helps in your (and your team’s) quest for excellence, happiness and success.


Finally, just before we begin – the billion-dollar question: Are leaders born or made?


This book was going to omit this question. However, I have been convinced by Psychology Today to include it. After all, as it says on their website: ‘This is the most frequently asked question about leadership’.


I would have thought that, as this has been debated since the Sun Gods, it would have been definitively answered and put to bed with the lights out by now. But no, I can guarantee that as you read this, in some windowless fluorescent-lit meeting room somewhere in the world, this question is still being hotly debated. So let’s nail it before we even begin.


Who started the born/made debate?


The origins of this debate go way back to Vince Lombardi, who was the Head Coach and General Manager of the Green Bay Packers back in the 1960s (for those whose national team plays football with a round ball, the Green Bay Packers are a US team playing in the National Football League). He declared: ‘Leaders are made, they are not born. They are made by hard effort, which is the price which all of us must pay to achieve any goal that is worthwhile.’ This claim has been hotly debated ever since.


So, is great leadership about skills that can be acquired, or is it really dependent on your inherited genes? I’m going to start with Jack Welch, former CEO of General Electric, who once told American TV channel MSNBC, ‘I am often asked if leaders are born or made. The answer, of course, is both. Some characteristics, like IQ, seem to come with the package. On the other hand … you learn other leadership qualities at work – trying something, getting it wrong and learning from it, or getting it right and gaining the self-confidence to do it again, only better.’



Great leadership is vastly more about habits than your DNA sequence or inherited genes


Warren Buffett, CEO of Berkshire Hathaway, told students at the University of Florida, ‘If you really want to have them [qualities and habits of great leaders] you can have them. They’re qualities of behaviour, temperament and of character that are achievable; they’re not forbidden to anybody.’ You see, Mr or Mrs Average Manager can become Lord or Lady Inspiring Leader. How? By developing leadership habits. As the bigwig Aristotle once said, ‘We are what we repeatedly do, excellence then is not an act, but a habit.’ Like your decisions, your habits define who you are today. The good news is, you can learn how to form better habits, and you can learn how to make better decisions – and therefore you can improve your leadership quotient and ability.


In my interview with Daniel Goleman, author of the internationally bestselling book Emotional Intelligence, he pointed out to me that, because of neuroplasticity (the brain’s ability to change and adapt as a result of experience), habits can be changed at any age – the key is ‘repeated experiences’. An old habit has a strong neural pathway in the brain. The reason the pathway is so wide is that you’ve been strengthening the pathway between your neurons through repeated use. Harry Chugani, MD, Chief, Paediatric Neurology Director, Professor of Paediatrics Neurology and Radiology, Children’s Hospital of Michigan (who might have the longest job title in the US), likens this repeated action to a highway system: ‘Roads with the most traffic get widened. The ones that are rarely useful fall into disrepair.’


So the good news is it’s possible for you to adopt all the habits in this book (optimism, future focus, strategic thinking, catching people doing things right, decisiveness), or any other habits that you wish: you just need to decide to adopt (or drop) a habit and then stick at it until it becomes ingrained in your brain. For example, the ability to focus and not get distracted is a habit. As Daniel Goleman told me: ‘Attention is a mental muscle. It’s like going to the gym: if you go to the gym and you lift weights, every time you do a repetition you strengthen the muscle that you’re working. Attention can be strengthened in the same way.’


After all, if leadership qualities couldn’t be learnt, a) what’s the point of this book, and b) shouldn’t we just wait for the next life and hope that we’re born leaders not followers? (I’d say that’s a risky strategy, although I know a few people who appear to be banking on it!)


The ‘born’ argument isn’t really grounded in reality


Very often, those who believe in ‘born leaders’ have in mind an image of a leader that is based on stereotypes, films or ill-conceived truths – a leadership ‘type’ that is based on fantasy, rather than the careful study of reality (take a look at the Forbes list of the world’s top 100 leaders for photographic evidence of this misconception). Fictional attributes of a leader sometimes include traits like tall, good-looking, extrovert and, even, in some countries, ‘rides a white horse’. If this is what leadership looks like, then, yes, the case would be closed. Genetics, along with horse-riding ability, would rule the day.


But I ask you this: were Gandhi and Mother Teresa great leaders because of their looks, height or any other genetic factor like ‘extroversion’? Nope – it was because they both stood for something; they had a vision and purpose that moved people. Furthermore, if we look back to leaders in history, or the modern era, it’s proven time and time again that great leaders have learnt to become great leaders, or have been moved (by a purpose) to become great leaders. Was Nelson Mandela born with his purpose of correcting inequality in South Africa? No – he found a purpose during his lifetime that lit him up so much inside that he couldn’t help but be a great leader.


Let’s look to you for further evidence. Ask yourself, if you could be led by any leader on the planet (an historical figure or a person who is alive and kicking today), who would it be, and why? I bet on your ‘why-I’dwant-to-follow-them’ list, you’d probably have attributes like integrity, authenticity, intellect, incredible results, strong values, passion, amazing vision, reputation, courage, ability to inspire a great team … You probably wouldn’t have things like height, looks, extroversion (or any other genetic factor). As Warren Buffett said: ‘I could have been better looking; I could have been a much better athlete. So what? … You play the hand you get, and you play it as well as you can.’


The only exception to this, and where the born argument has a case, is a little thing called IQ. However, as Daniel Goleman also pointed out, when it comes to IQ, you just have to be average or slightly above average to reach the very top of your industry. In fact, Daniel says you just need to be ‘one deviation above normal’ on the IQ scale. So don’t worry, you don’t need to be Galileo, Newton, Einstein or Gates to be a great leader, you just have to be ‘smart enough’.


Ultimately, leadership isn’t about your genetic make-up – leadership is about results. Brian Tracy told me once, ‘The number one job of a leader is to get results’ (it’s worth pointing out that many leaders forget this fundamental truism) and the great thing about results is that they are subject to the law of cause and effect: if you do X (habit A) then you can create Y (favourable result) – and results are good-looks blind, age blind, colour blind, loudness blind and everything else blind. The only thing results depend on is what you do – your habits.


I hope I’ve convinced you that the source of world-class leadership is great habits rather than DNA and when babies are born the question should still remain; ‘Is it a boy or girl?’, and not ‘Is it a leader or follower?’ After all, that’s what passion, integrity, lifelong learning, serving others, strategic thinking and hard work are all about. Cultivating those qualities is what will help you to become a great leader, and that’s what this book is all about. I truly hope you greatly enjoy the pages to come.
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PART ONE


SELF Leadership


it all starts with you!
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Why does a book on leadership, which is all about getting results through others, start with you?


In my interview with Daniel Goleman he observed that, ‘Leaders get results through others.’ So, if that’s the case (and it is) then why on planet earth are we starting The Book of Leadership with SELF-leadership?


Well, it’s a universal law that to lead others you need to be able to lead yourself first. The Bible says it beautifully: ‘If the blind lead the blind, both shall fall into the ditch.’ So, if you want to stay out of the ditch and manage and lead a high-performing team and/or organisation, then the first thing that you need to have mastered is yourself (knowing that self-mastery is a life-long pursuit, we’ll forgive you if you haven’t reached ‘mastery’ status yet). Plus, there are some personal habits and characteristics that all leaders have in common, and so it’s worth spending some time to make sure you’ve absolutely brushed up on those. After all, as Indra Nooyi (the Chairman and CEO of PepsiCo and, by the way, one of the best leaders on the planet) pointed out, ‘If you want to improve the organisation, you have to improve yourself.’


The other thing about ‘self’ is the obvious connection with the essential leadership responsibility of setting an example. What you think, feel, say and do will be amplified to your team, and what you do, they’ll have a tendency to do. So, if you have no self-control, or haven’t mastered the basics of self-leadership, then the entire team may as well join Jane’s team down the corridor – they’ll probably fare better there. You don’t want that, in fact you want the best folk in Jane’s team (and probably Jane herself for that matter) knocking at your door. So let’s begin with the most important person in all of this leadership malarkey, and that’s you.
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1


Leadership starts with a love of what you do






‘[Leadership] has to start with a love of what you do – a passion, a commitment to the cause.’


Robert Senior








As a leader your first responsibility is to find a job, an industry, a profession, an environment, a team, anything, that you love. When you love what you do, you’ll quite naturally adopt great leadership attributes; you won’t have to force them through conscious effort – you’ll just acquire them unconsciously.


You have to be inspired by what you’re doing and where you’re going, otherwise you won’t be able to bring people with you on the journey. Nobody’s going to want to follow you to Nonchalant Land. If you love what you do, then you’ll have passion. This passion fuels great leaders, enabling them to speak with conviction, and thus appeal to the heart of their followers. (Great leaders appeal to the heart and the head, not just the head.)


Daniel Goleman pointed out to me, ‘The word “motivation” shares its root with the word “emotion”: both come from the Latin word motere, which means “to move”.’ The most inspiring leaders do move us. How? With their emotion and passion. It’s this passion that makes them unstoppable and makes their teams unstoppable too. It’s this passion that has fuelled them to achieve remarkable results, inspire their teams and annihilate any obstacle that might get in their way.


Frankly, if you don’t care, you won’t bother: on encountering your first obstacle you’ll put your speedos on and go to the beach – probably not the sign of an engaged leader. As Steve Jobs said, ‘The only way to do great work is to love the work you do.’


Leaders who love what they do work harder, but don’t see it as work


Donald Trump’s son, Donald Trump Jr, told CNBC that his father said after hiring him: ‘Love what you do; if you don’t, you’ll never do it well … so if you don’t put in that extra time because you don’t really enjoy it, I’ll know, and I’ll fire you like a dog.’


That’s a pretty harsh way of making the point, but it’s 100 per cent right. The greatest leaders do put in the hours, they do work hard – and hard work is needed for great success, but here’s the key difference: they don’t see it as work – they see it as a passionate hobby, so why wouldn’t they put in the hours, if that’s what they get out of bed for?


In my interview with Jon Moulton (one of the greatest private equity guys in the world), he said: ‘I have absolutely no problem knocking out 15 hours a day when I’m enjoying myself, which is most days!’ Please note, he said ‘most’ days! As Tom Peters, author of In Search of Excellence, said to me, we all have some ‘shitty days at the office’ … but it’s the majority that count – the balance. This love for what they do is why übersuccessful people who ‘make it’ financially, continue to work. Why else do you think both Warren Buffett and Bill Gates are still working? It’s a pretty sure bet it’s not because they need the money to keep the heating on this winter. Conversely, if they hated it, they would stop immediately – just like the lottery winners, perhaps! They’d be gone from their offices, without a trace …


This reminds me – if you’re trying to find out what you’d love to do, then ask yourself: if you won the lottery tomorrow, then what job, despite your millions, would you still turn up to do? (Okay, yes, you’d be able to take a month or two off work, and, yes, you can arrive to work in whatever car, plane or helicopter you wish.)


If your answer is ‘Umm, I’d stick with my day job, but rather than drive to work, I’d land on my company’s roof,’ then congratulations, you’re one of the 13 per cent of us who might want to begin their leadership journey with chapter 2. Conversely, if it’s not your current job, then commit to beginning your search today.


Love and charismatic leadership go hand in hand


I know this lovely guy called James. James normally speaks in a monotone voice that is guaranteed to send you off on the wildest daydreams. James couldn’t excite a Labrador puppy. Six months ago I sat next to James at a dinner party and James was different – very different. When I asked James, ‘How are things going?’, he was undeniably radiant in his response. His answer engaged the entire table (due to remarkable unconscious vocal variety and projection) and he even caught the eye of a few ladies in the room (a first, I believe). What was the difference? He’d launched a business that he loved. The passion came through and he’d stumbled across this thing called charisma.


Charisma (when used properly) is a great asset in leadership (we have a chapter on it), but anybody can acquire it through a single discovery: finding out what they are passionately drawn to do. This, more than any other factor, turns average folk into inspiring leaders.


As Mike Harris, the founder and CEO of Egg and First Direct Bank, said to me, ‘Enrolling other people in your own enthusiasm is the essence of charisma in my mind. You have to be able to do that in good circumstances and in bad. People have to listen to you and be energised by you, not listen to you and be depressed by you!’


Let’s park leadership for a second; there’s something much more important to consider: your life!


There’s another reason that finding what you love to do is so important – and it’s a somewhat important thing called your life! When I interviewed the management guru Tom Peters, he didn’t beat around the bush when he said: ‘If you piss away the work hours, you have quantifiably pissed away your life.’


Over a lifetime, you’ll spend more waking hours at your workplace than you will anywhere else (unless you’re in the habit of nodding off at work). In fact, as Brian Tracy, the US success guru, reminded me in our interview: ‘The average executive spends about 2,000 hours a year at work.’ That’s a lot of hours, so why would you spend it on something you don’t enjoy doing? Indeed, what Confucius said a while ago (well, about 2,500 years ago in around 490 BC) has become a cliché, but still holds true: ‘If you find a job you love, you’ll never have to work a day in your life.’ It’s really worth bearing this in mind. I don’t mean to be alarmist, but the stakes really are quite high.


Yet how many people do you think have actually listened to our man Confucius?


How many people do you know whose eyes light up when they talk about what they do at work? Unfortunately, most people’s eyes don’t light up when they talk about their jobs. In fact, I was recently at an engagement party where I met a guy called Zac (not his real name to protect his only income stream) who, when talking about his work, looked me straight in the eye and said, ‘There are two things I like about my job: leaving at the end of the day and the paid holiday.’ I thought he was joking – unfortunately he wasn’t. To give you an idea of the scale of the problem – according to a 2013 Gallup study, 74 per cent of employees in the US are actually ‘unhappy’ at work. In fact, only 13 per cent of people are actively ‘engaged’ in their jobs, emotionally invested in their work, or helping their organisations improve (leaving a whopping 87 per cent who aren’t engaged, let alone loving what they do). Eek!


In many countries, companies use the word ‘compensation’ for the money they pay their staff at the end of the month. The word ‘compensation’ is defined by Oxford dictionaries as: ‘Something, typically money, awarded to someone in recognition of loss, suffering, or injury.’ Sheesh – how miserable is that? Work sounds as painful as chewing a wasp!


One of the reasons so many people are so miserable is that they’re overmanaged (told what to do) and under-led (inspired to do it). It’s certainly a contributing factor. Gallup also did a study which revealed that the number one reason great people leave organisations is their boss. So yes, leadership really does matter. (As the author of a leadership book, I would say that, but remember: there are not enough great leaders in this world. By being one, you can change the stats above.)


With so many miserable people about, some of whom get promoted to leadership positions, no wonder we have so many nonchalant leaders hanging around. If you’re a grumpy, unhappy git who sees their pay as ‘compensation’, you might have a shot at barking orders and ‘managing’ others, but you’ll be an awe-inspiringly rubbish leader. Why? Because you’re missing a vital component: inspiration.


Let’s check you out for a second


When you’re at a dinner party and somebody asks you that inevitable question: ‘So what do you do?’, do you answer it with rhapsodic enthusiasm and excitement? Or do you answer it with dread, or, even worse, with apathy and indifference, eager to get on to the next subject even if that subject is waste management systems in Angola or something equally as unappealing (at least to most of us)? If you’re impassioned and animated when you answer, then that same energy is coming across to your team, your new hires and your customers but if you’re not, then your weariness also comes across to all. You see, it’s really hard to be a great leader if you just don’t really give a ‘shoe’.


Warren Buffett once said, ‘I tap-dance to work’ and it’s this passion for his specialism that explains why great people line up to be led by him. That said, I admit that that’s the gold standard. But if you don’t tap-dance to work, but rather take reluctant steps filled with drudgery and regret, then what? How do you turn that on its head and start loving what you do? Here are a few proven ways to find your passion if it’s eluded you so far.


Get into the habit of trying new things


It’s simple. You learn through trial and error. In fact, as we’ll discuss later in this book, everything, when it comes to success in business and life, is achieved through trial and error.


Let me explain using the example of music. Imagine for a moment that you’d never listened to music before and that you’ve been tasked to find out what music you love. Would you a) speak to friends about what music they love, b) read about music and the history of music, or c) put on the radio and try listening to lots of different music, until you found some that you loved? (Answer = c).


It’s exactly the same with your career. Throughout your career you should try to move around a lot and try lots of things, speak to a lot of people and research – until you find what you love. Sir Stuart Rose, former CEO of Marks & Spencer, told me that when it comes to searching, ‘Because now we do live in a global world … a fast-moving world, it is important for people to go and get different experiences.’


Ask yourself the right questions


When I asked Brian Tracy how people can find their ideal career, he shared with me an exercise that he does with all his audiences: ‘I get them to idealise, to imagine they have no limitations – to imagine that they can wave a magic wand and make their future perfect in every way.’


So if you had a magic wand and could do anything, or £100 million already in the bank but you had to do some form of work, what would you do? Make a list, but don’t let your mind edit your thoughts. Don’t let Captain Inner Sensible say: ‘What? … you’ve got no experience in that, you’ve got to be having a laugh!’ or ‘What? … Don’t even think about it, bozo’, or ‘You’re a total muppet, you can’t become the CEO one day – you’ll do well if you just don’t get fired and people don’t laugh at you’. The purpose of this list is to find your heart’s desires, not to find out how persuasive your inner critic is (like most, I’m sure they’re exceptionally talented, but once in a while tell them to go bother someone else).


Armed with this list, commit to researching the top items on it as soon as you can. Try to do something every day: read an article, call a knowledgeable friend, sign up to an evening class – just do something. With momentum, you’ll be amazed at the results you’ll see in just a few weeks and months. Other searching questions (if that didn’t really cut the mustard for you) include:




	
What job would I love to tell people I’m doing at a dinner party?


	If I could become the world authority on one subject, what would that be?


	Is there any department I’d like to try out?


	What job would stop me hitting the snooze button in the morning?


	What environment do I love being in? (For example, do you love working on your own or in a team? Do you love or hate travel? Matching up your environment with that which brings you pleasure is another great transformational tactic for happiness.)


	Which 10 companies would I love to work for?


	Which industry sector, cause or purpose do I really care passionately about?


	At the end of my life, what would I love to be remembered for?





The answers to any of these questions provide clues as to which way you should start looking.


If you’re saying, ‘Yes that’s all very well but I’ve got bills to pay, Sunshine, I can’t just quit and follow my love!’, then what?


Indeed, I empathise – we’ve all got bills to pay. Things these days are pretty expensive – housing, commuting, schooling – in fact everything ending in ‘ing’ seems to cost a flipping fortune.


Many critics of the ‘do what you love’ advice point out that it’s all very well, but (and it’s a big but) your passion must pay. This is obviously true – in the same way that Cuba Gooding Jr shouts, ‘Show me the money’ to his agent in the film Jerry Maguire. We do all need money as well as a job that brings about a state of Nirvana, so keep looking until you find something you love to do but that also covers the bills (or, even better, far exceeds covering the bills). For example, if your first real passion is looking after Tweetie, your pet budgie, then this might not get you on the Forbes Rich List, or any list, other than welfare.


This isn’t to say you shouldn’t follow unpaid passions too. If you do what you love and there’s no money there, you’ll have a hobby and potentially an unpaid leadership position (nothing wrong with being a leader of the local gardening club), but you need one that pays you well too (assuming you haven’t just won big on Red 28).


With this in mind, when looking for a leadership career you are passionate about, there are two questions to ask yourself:




i) Is what I do (or am about to do) something that I could love and passionately enjoy and passionately lead others in too?


ii) Does what I do (or am about to do) reward me financially for the lifestyle that I seek for me and my family (and/or pet budgie)? And what are the chances that following this pursuit will lead to necessary financial reward?





If the answer to the first question is a resounding ‘yes’, but the answer to the second is a resounding, ‘the chances are a one-in-a-million’, then don’t take the bet. You’ve found your career when you can tick both of these boxes, not one or the other.


But back to the bills: if you are very apprehensive about the potential financial implications of following your passion, there are ways to explore what you would really love to do, without giving up the safety net of a monthly pay cheque (for now, at least). Here are a few suggestions:


Get a hobby


If your list from the exercise on p. 11 includes something like, ‘I want to become a photographer’, then hold your horses. Before you quit your day job, I’d encourage you to try photography outside of your primary job. You might find you suck at it, or that you can’t make a dime from it. Or you might find the opposite. This is why hobbies are so damn important – and also why they’re so crucial to finding a way out of your current situation (if you’re in this predicament).


So, do you have any hobbies right now? Remember, hobbies can lead to careers. The problem with hobbies is that they can sometimes get pushed aside as non-urgent and get buried under normal operational stuff. The key, like everything important, is to segment time for them and be strict at honouring the time you’re willing to commit to pursuing them.


Experiment within your organisation


If your list includes something like ‘I want to try marketing’, then, again, hold your horses before you quit your day job. If you like your company, but are bored in your position, then what about trying a secondment in the marketing department, or signing up for a marketing project?


Far too many people think that a lateral move (i.e. into a different function) is not ‘career progression’. This is career folly. Experience in different functions gives you a wider perspective and a wider experiential base to draw upon. So, not only could you find your new passion, but it will help you in the future, whichever team, department or organisation you lead. The greatest organisations (like Facebook) encourage interdepartmental moves and even inter-company moves and the vast majority of the CEOs that I interviewed have spent time in many different departments. In addition to giving them the opportunity to find the department that suits them best, when they get to the top, they’ll know quite a few of the departments they lead, inside out.


Do your research


If your list includes something like ‘I want to try the media sector’ or ‘I want to work for Google’, then, once more, don’t be hasty. Before you leave your current job, spend some time in the evenings to network your way into finding out more and go for informational interviews with people you might know in the sector.


Finally, as with all goals, apply the strategic-thinking exercises discussed in chapter 28. By applying extraordinary thinking to get what you want, you will stand out from the crowd – and standing out matters.


When you test a role, give it some time and put your whole heart into it


Brian Tracy told me: ‘Whatever job you have to do … throw your whole heart into what you’re doing and you will find out very quickly if this is the right work for you. If it’s not, you won’t get any excitement or happiness from it, so then change.’ This is true, but you should also remember to work at what you’re doing long enough to give it a proper shot; after all, things get more enjoyable when you get better at them. Indeed, Brian Tracy went on to remind me of the truism, ‘Work is never fun until you’re good at it.’


Going even further: don’t forget that mastery can lead to passion


Aiming to become a specialist and expert at what you do is a noble and rewarding pursuit. By following this path you’ll create great value, you’ll demand the respect of those around you (important as a leader) and the professionals in your industry (good for hiring), your pay will go through the roof (good for holidays and nice things) and guess what? You’ll probably start falling in love with what you do (good for your leadership career). So don’t forget that putting your head down and becoming very, very good at something often leads to developing a love and passion for it, so whilst you’re on your journey it’s worth just becoming very good at what you do.


To expand this idea further, ask, ‘If I could be the world authority in one thing then what would that be?’ At some point the greatest leaders on the planet either consciously (or unconsciously) have declared their area of expertise and made it so. Declaring a niche and owning it can lead to great fulfilment.


Failing all of the above, just take the leap – you won’t know until you actually try it


Again, until you try the things on your list, you’ll never know a) if you actually enjoy it, b) if in fact you’re any good at it (another rather important ingredient for success), c) if you can get paid for it (also rather key for a fulfilling career). Before you quit your day job you might want to establish this, or have a bit of an idea … it’s not always possible, but if it is, that’s best.


If it’s not possible, but you’re really being pulled to something, then you might want to take Sahar Hashemi’s advice to ‘leap and the net shall appear’. Life’s too short not to take a few risks – it’s like walking down a corridor of closed doors: you’ll never really know what doors are there for you to open until you’ve gone down the path – you just have to trust that doors of opportunity will open.



Let’s take the pressure off: you have to love what you do, not necessarily love your product or industry


Don’t forget that many of the greatest business leaders are in businesses that are widely perceived as ‘blank stare industries’ (i.e when you tell people what you do, you get a blank stare), such as chemicals, logistics, cement, or information management. They might not love their product (it might be odd falling in love with widgets and screws, or cement itself), but are in love with the whatever it is that they do in their specific role. For example, a marketing director might be passionate about the art of marketing (or indeed the leadership opportunities that come with the role) rather than the particular product they’re marketing. Sure, the ideal scenario would be to match passion with the product or wider industry, but it’s not absolutely necessary.


When I interviewed Stelios Haji-Ioannou (the Founder of easyJet and Chairman of easyGroup) he told me, ‘Taking on the big boys is what I do for a living’. Stelios is driven by the love of the David and Goliath fight, not necessarily the aeroplanes (easyJet), offices (easyOffice), vans (easyVan) or any other product that he has in his portfolio of companies. He loves business and, of course, leading his companies to success.


I’m not saying that it’s goodbye to everything that you don’t enjoy


Some people take this advice of ‘I must do what I love’ a little too far, and they refuse to do anything that doesn’t make them ecstatically happy. This makes you remarkably unemployable – and a pain in the derrière. For example, you might not enjoy doing performance reviews, but as a leader that’s still part of your job. The key, though, is to make sure that the vast majority of your time is spent on the things you really enjoy, otherwise, what’s the point?


At the end of the day, if you’re not inspired, then do something about it … anything, but do something



The bottom line is, if you turn up to work day after day nonchalant and apathetic about what you do, you’re going to be one heck of a nonchalant and apathetic leader. Conversely, if you’re inspired, you’ll be inspiring. So if you don’t love what you do, it’s not too late to do something about it. All you need to do is take action. As Sir Stuart Rose told me: ‘If you tell me 87 per cent of people are unhappy at work, I say 99 per cent of [those people] do bugger all about it. Do something about it.’ So, if you haven’t found what you love yet, then this single goal should become a priority until you have found it. It’s never too late. It doesn’t matter if you’re 25, 45, 55 or 75 – start searching now. Plus, as we have shown, leaders are made when they find their love, not when they settle for what they don’t – so if you haven’t found what you love yet, keep looking. As the legendary Steve Jobs said in his commencement speech at Stanford University, ‘Whatever you do, don’t settle.’


The idea in brief:




	If you want to be inspiring, it helps to be inspired in the first place


	Great leaders work hard, but see their jobs as more of a passion/hobby than work – how passionate are you when describing what you do?


	Impactful leaders appeal to their followers’ hearts, not just their heads, so passion helps


	Don’t waste your life on anything other than what you love


	If you don’t love what you do, find your passion through trial and error – there’s no other way


	When you do what you love, charisma and charismatic leadership will follow
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Exude energy – know what lights your fire






‘Every successful company, every successful team, and every successful project runs on one thing: energy. It’s the leader’s job to be the energy source that others feed from.’


Tom Peters








One thing that all the business leaders and CEOs I’ve interviewed have in common (and all great leaders throughout the ages) is that they have remarkable energy and drive. As the leader, you’re the source of positivity and energy for your team; somebody has to instil an abundance of positive energy and create a can-do attitude – and if you’re the leader, that’s high up on your job description.


We all know that we catch bugs and colds off people – that’s a given – but we also catch energy off people too. Think back to a time when your whole team was feeling low or flat, and then somebody walked in, challenged the team or just exuded energy – and suddenly everybody was infected by this enthusiasm. Upbeat, or downbeat, mood is very contagious. This is why energy and enthusiasm are so important in leadership. It’s another reason (one of many) why grumpy-git leaders are usually woefully ineffective. Why? We catch their mood.


In my interview with Daniel Goleman, he echoed this idea:






A number of studies … show that if a leader of a team is in an upbeat mood, people in that team catch that mood, and performance goes up, decision-making gets better, creativity improves. If the leader is in a downbeat mood – critical, angry, frustrated – people pick that up and performance goes down. So there’s a direct relationship between leaders’ moods, teams’ moods, and performance. Once you understand that, you see that a leader must start leading by managing himself or herself first, because it’s going to affect everybody else.








But where does this energy come from? Having spoken to some of the most driven CEOs and entrepreneurs in the world, it has become apparent that, as well as having a positive disposition (covered in chapter 19), there are eight key drivers fuelling them all. Some have one dominant driver, others have a blend of some or all of the eight and you’ll be exactly the same. The key is to know which your core drivers are, and then keep them in the front of your mind to fuel you forward.


Driver One – to help and enable others (usually your customers or individuals in your team)


The drive to help and enable others is, thank goodness, quite common. Many people feel most alive when helping those around them, or fighting to correct an injustice in the world that causes suffering to others. History is scattered with folk like Mahatma Gandhi, Mother Teresa and Marie Curie – hats off to them.


If you have this driver, however, it doesn’t mean you have to solve a global injustice or run a nationwide charity (although hats off to you too if that’s your calling) – it’s also a primary driver behind many of the world’s greatest business legends. This driver manifests itself in two ways in a leader: the first is a genuine desire to help your customers by meeting their needs, and the second is a genuine desire to help the team you lead; both are equally powerful and lucrative business drivers.


Talking of some of the higher profile leaders with this driver, each year Forbes publishes a list of the world’s billionaires. I hope your name is on there one day (along with mine, of course!). Recently, Steve Forbes wrote an article alongside the list, entitled ‘They Succeed by Meeting Your Needs’. In the article Steve points out that many of these leaders became billionaires because of an obsession about putting their customers’ needs first and doing whatever they could to serve them (see chapter 30 for more on customer love).


For example, Facebook founder Mark Zuckerberg (who according to Forbes is worth $19 billion, as of September 2013 (that’s not enough to live on, of course, but it’s a very good start)) is obsessed by enabling his users to stay in contact with friends and loved ones. Similarly, Niklas Zennström founded Skype because he wanted to help millions of people around the world speak to their friends, family, colleagues and loved ones via video, for free.


Like all great business leaders, both Mark and Niklas are always asking how they can help us reach our unmet needs and how they can better serve us as their customers or users. As a result they’re wildly successful (as leaders, business people and as philanthropists).


If you have this driver you’re more likely to be a Servant Leader. In my interview with Ken Blanchard, the author of One Minute Manager, Ken pointed out that some of the greatest leaders in the world are what he calls ‘Servant Leaders’. They see themselves as servants to their team and their customers – as such, over time, they become great leaders.


If you have this driver you’re also more likely to genuinely care about your team – and they will feel it. Sir Richard Branson echoes Ken’s point: ‘Having a personality of caring about people is important. You can’t be a good leader unless you generally like people. That is how you bring out the best in them.’ For example, over at Facebook they survey their team by simply asking: ‘Does Facebook care about you?’ It’s a really powerful question. If the answer to that question is ‘no’ too many times, then, guess what, people won’t feel cherished or an important part of the community/ecosystem and, bang, they’re gone to a new shiny start-up, or New Competitor Inc.


If you want to use this driver to energise you as a leader, two very useful questions to ask are:




	How can I help my customers, delight them, and answer their needs?


	
How can I help the individuals on my team be the best they can be? After all that’s my job.





If you frequently think of these two questions (arguably the two most important questions a leader can ask themselves), and respond accordingly, then you will take the focus off yourself and onto serving others. As Stevenson Willis said, ‘It is only when you serve others without regard for self, will honour, respect and lasting success be found.’


Driver Two – a core purpose/an ideal vision of the future


Some leaders source their energy from a meaningful mission (a core purpose which moves them), an ideal vision of the future or the goals that will lead to the fulfilment of the aforementioned two. Let’s look at them:


Mission


Many maintain that before World War II, Winston Churchill had been just an average political leader, arguing that it wasn’t until he found the purpose to ‘defend Britain and win the war’ that he became great. The purpose became his driving force and awakened the dormant leadership talent within him. So ask yourself: is there any umbrella purpose that you passionately care about – and can fight for? (Hopefully not a war, but something bigger than you – see chapter 16 for more on the awesome power of having a clear mission.)


Vision


Some leaders (Steve Jobs, for example) spend time picturing an ideal vision of the future, and this vision becomes so captivating that they become obsessed with turning it into a reality. These are the visionary leaders who love innovation and the opportunities that the future has in store. They have a compelling vision and create a map to get there, then get buzzed by seeing it manifest itself as reality.


As Brian Tracy told me: ‘The key to success is future orientation. That means top people – the top 10 per cent of people – think about the future most of the time – and they use a concept called “idealisation” (another blisteringly powerful energy source).’


Goals


Some leaders adopt the very powerful habit of goal-setting: they visualise the ideal future, write down their goals (both personal and professional) and commit to doing whatever it takes to achieve them. Great leaders often get addicted to this habit and the success and endorphin rush that comes from goal attainment (if you’re going to have an addiction this is up there with the best). As goal-setting is so important, I have dedicated a whole chapter to it (chapter 26), so for further reading, head there.


Driver Three – proving the (ignorant and annoying) naysayers wrong


Some leaders love to set ‘stretch goals’ or a lofty vision of the future, and then wait to hear the words: ‘You can’t do that …’ Then, blast off, they have to prove the naysayers wrong. People without this driver might say, ‘Phew, thank goodness you told me before I wasted my time trying’.


Sir Richard Branson is a perfect example of someone with this driver. In an interview for Esquire he said: ‘My interest in life comes from setting myself huge, apparently unachievable, challenges and trying to rise above them.’


Believe it or not, back in the 1990s Donald Trump was heavily in debt and close to bankruptcy. Talking to CNBC about his fall from grace, he said, ‘It’s a very bad feeling when you’re the hot boy in town, and all of a sudden you’re reading stories on front pages that maybe you’re not going to make it. I think that, more than anything, fuelled my enthusiasm or my energy to get up and prove people wrong.’


Back to you: so, have you recently been told ‘it won’t work’ or ‘you’re not good enough’, or not been given finance for an idea because it would never work (Ed Wray when launching Betfair, which was valued at over £1 billion when the company floated in 2010), or even been fired from a job (Tim Waterstone was fired from WHSmith before launching Waterstones and selling it back to his former employer for a fortune)? They say ‘success is the best revenge’ – it’s a great feeling when you prove the naysayers wrong.


Driver Four – a love for what you do


Some leaders just love leading so much, or love what they do so much, that it’s enough for them to be driven forward tirelessly. However, as this has already been discussed in chapter 1, I won’t spend any more of your valuable time on it here, other than a reminder, borrowed from George Eliot: ‘It is never too late to be what you might have been.’


Driver Five – the love of working out a strategy to beat a competitor and then winning the race (the gamification of business)


Some leaders get their buzz out of naming a competitor (often one that’s much, much bigger than they are, or dominant in a market) and then setting out to make sure that their (sometimes tiny) company goes about out-thinking, out-manoeuvring or, in fact, out-anything them – just to ensure that they overtake and rule the day (these leaders can be lovely, cuddly folk; it’s just that winning is what they love). These folk often love being the David in the David and Goliath story, and their eyes light up when they say, ‘My job is to work out how to lead this company to become number one in our industry, right now we’re one-hundred-and-fifty-third [or whatever]’. They love the thrill of winning (or developing the strategy to get them there) so much that this is what fuels them, and as Simon Calver, former CEO of LOVEFiLM, reminded me; ‘There’s nothing wrong with a bit of gladiatorial spirit.’
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