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THE LEADERSHIP COACH


Tony Buon




To my darling wife Caitlin – it’s a privilege to share my life, truth and love with you. You are my partner, my best friend, my muse.




MEET THE COACH


Tony Buon is a qualified workplace psychologist and behavioural scientist. He is a Certified Employee Assistance Professional (CEAP) and a Certified Mediator. Tony specializes in workplace leadership and communication and has more than 30 years’ experience working with some of the world’s leading organizations.


Tony holds graduate and postgraduate degrees in psychology, behavioural sciences and workplace education. His postgraduate research was into credentialism. Tony has taught Leadership, Psychology and Human Resources Management up to Master’s Level in universities and colleges in Australia and the UK and has also taught on an accredited MBA programme in Scotland.


Born in Scotland, Tony spent many years in Australia where he owned and ran a large workplace consultancy with offices in 16 countries. He also opened one of the first private psychological services in the People’s Republic of China. Tony today lives in the UK and travels widely throughout Europe, Africa and the Middle East delivering training programmes and seminars.


A small sample of Tony’s past clients includes: 3M, Amnesty International, Atos, AXA, Coca-Cola, Diageo, DuPont, Halliburton, ICI, the London Hospital, Marathon Oil, McDonald’s, Microsoft, NHS, Pfizer, the Royal Bank of Scotland, the Scottish Police College, Shell and the Sydney 2000 Olympic Games Organizing Committee.


Tony has also been interviewed in publications as diverse as Rolling Stone and Reader’s Digest. He has appeared on CNN, the BBC, Trans-World Sport and many international television and radio stations.
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OUTCOMES FROM THIS INTRODUCTION






	
•   Know how to use this workbook effectively.





	
•   Consider the problems of defining leadership.





	
•   Evaluate your present leadership skills.








‘As we look ahead into the next century, leaders will be those who empower others.’


Bill Gates, Former CEO, Microsoft, and philanthropist


Welcome to The Leadership Coach. This is not an academic textbook full of interesting but complex theories and ideas (though you will definitely find some interesting ideas). Neither is this a novel, so you don’t need to start at the beginning and read every page in order. If there is a chapter that particularly interests you or is about something you’re experiencing at the moment (such as conflict), then just skip to that chapter. This is, above all, a workbook – that is, a book containing instruction and exercises (called ‘coaching sessions’) relating to a particular subject, in this case leadership.


You will find the following features in each chapter:
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LEARNING OUTCOMES








Each chapter starts with three or four bullet points detailing the main outcomes of the chapter.
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COACHING SESSION








These include:


•  workplace exercises using the discoveries made from completing a self-assessment


•  illustrative charts and tables for you to complete


•  checklists or tick lists


•  forms and worksheets (for recording or challenging beliefs/thoughts)


•  specific direction to achieve an outcome by studying other resources such as methodologies, bodies of knowledge, research papers and standards


•  questions whose aim is to guide your learning.
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COACH’S TIP








The tips are key, ‘snappy’ pieces of advice, often drawn from the author’s own experience.
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ONLINE RESOURCE








These boxes will contain complementary online resources and coaching sessions for you to download free of charge and make use of.
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NEXT STEPS








At the end of each chapter you will find a summary of what you have learned and what you have done in the chapter, as well as what comes next.
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TAKEAWAYS








At the end of each chapter, there are three or four questions to help you reflect on what you have learned from the chapter and carry that learning forward.


You can use this workbook in any way you like, but try to get it messy! Use lots of annotations, highlight stuff and complete the coaching sessions directly on the pages. Think of this as an ‘active’ book. Take a moment to look at the extra material we’ve made available for you online.


Most of all, however, use this workbook to develop your skills as a leader, no matter what type of leader you are and how much you already know.
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COACH’S TIP








A personal journey


When you decided to buy this book, you started on a personal journey of coaching. If you work through the material provided with an open and enquiring mind, you will become a better and more fulfilled leader.
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COACHING SESSION 1








Why did you buy this workbook?


Now that you have read this far, we can assume you have purchased this workbook and have a reason for that purchase. Have a look at the possible reasons below and indicate which are correct for you. Tick all that apply to you.






	I am new to leadership and I want to learn everything I can.
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	I am an experienced leader – but I hope to learn some new things.
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	I want to develop my skills as a leader.
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	I have been promoted and I need to understand my new role.
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	I liked the title.
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	I need to understand twenty-first-century thinking on leadership.
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	A friend/colleague/mentor recommended this book to me.
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	Leadership is an area in which I need coaching.
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	You can never learn too much – so I hope to get some tips on leadership.
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	I try to read everything I can on this topic.
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	I’m not sure.
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Other reasons (write them here):
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So now that you have started, take a few minutes to list all that you expect to learn from this workbook. What areas to you want to develop? Is there something in particular you want to learn about or a skill you particularly want to improve? Now complete Coaching session 2, before you do anything else in the workbook.
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COACHING SESSION 2








What do you want to learn from this workbook?
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Learning is a lifelong practice. Learning about leadership is also about learning about yourself. In the following chapters we will examine leadership in its various forms. We will look at leadership and management and see how they differ. We will look at how to handle conflict and how to manage your time. We will examine practical issues such as how to motivate others and how to lead a team. We will also look at some unique concerns for the twenty-first century, such as how to handle email and how to develop your emotional intelligence.


Once you have completed this introduction, take a moment to flick through all the following chapters. Remember: you do not have to complete this workbook in order, but, if you are new to leadership, it is a good idea to work through each chapter in turn and make sure that you take the time to complete all the coaching sessions.


WHAT IS LEADERSHIP?


This workbook is about leadership. But what is leadership?


The question ‘What is a leader?’ is actually a more complicated question than it first appears. There are many different definitions of a leader. At the most basic level, a leader is a person who leads or commands a group, team, organization or even a country. Some people say it’s all about having the ‘right’ knowledge, skills and attitude. Possibly – but things are a little more complicated than that.


Great leaders develop through a never-ending process of self-study, self-reflection, education, training and experience. This workbook aims to help you improve as a leader. Warren Bennis is an American scholar and author, widely regarded as a pioneer of the contemporary field of leadership studies. He is quoted as saying: ‘I used to think that running an organization was equivalent to conducting a symphony orchestra. But I don’t think that’s quite it; it’s more like jazz. There is more improvisation.’ He is no doubt correct, and in the modern business environment improvisation, or to use a current popular word, flexibility, is essential. Leadership is complicated and there are no ‘one size fits all’ solutions.


What are the benefits of being a leader? Given that ‘the buck stops’ with you, why would anyone want that responsibility? Why would you spend a lot of money and time studying leadership books or even spend years studying for an MBA?


Being a leader always comes with added responsibility in some form. It also comes with added pressures, added stress and added hours. So why would someone want to be a leader? Is it a need to be important or a need to make a difference?


There could be many reasons why you are in a leadership role. Possibly it’s because it ‘just happened’; possibly you were the only one who volunteered; perhaps you wanted the challenge. Later in this workbook we will look at the psychology of motivation and you may want to consider your personal motivation for being in a leadership role. The reasons why you are now working through this book are probably just as complicated as the question ‘What is leadership?’


There are thousands of quotes about leadership, probably more than on any other subject. Here are several useful ones. What do you think?


‘I must follow the people. Am I not their leader?’


Benjamin Disraeli, British Prime Minister


‘Lead me, follow me, or get out of my way.’


General George Patton, US General in World War II


‘Not the cry, but the flight of a wild duck, leads the flock to fly and follow.’


Chinese proverb


‘Never doubt that a small group of thoughtful, concerned citizens can change the world. Indeed it is the only thing that ever has.’


Margaret Mead, cultural anthropologist


‘Anyone can hold the helm when the sea is calm.’


Publilius Syrus, writer, 1st century BCE


‘Arrogance diminishes wisdom.’


Arabic proverb


Leadership is about many things. It’s about achieving tasks, giving unity to a group, meeting the needs of followers and achieving results. It’s about understanding strategy and understanding oneself. It is about practical skills such as conflict management and philosophical concepts such as ethics and morals. It is about communication and understanding, strength and vision. Leadership is a journey and completing this workbook will be an important part of that journey.
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COACHING SESSION 3








My definition of leadership


Have a go now at defining leadership. Try to keep this to fewer than 25 words if you can.
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Now have a look again at your definition and the quotes above. What is the same, what is different? How did you develop your idea of leadership?
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COACHING SESSION 4








Review of your leadership skills


Have a look at the list of leadership skills below and for each skill evaluate your competence, by ticking the corresponding box. Be as honest as you can. You will also find a link to where each skill is covered in this workbook if the term is new to you or if you want more information on a particular topic. There is also space to add any other skills you think of and evaluate your competence in them.
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What areas do you excel in? What areas need improvement? Ask yourself this question: how would those who follow me rate me on each area?
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NEXT STEPS








The Harvard Business School Professor Rosabeth Moss Kantor said, ‘Leaders are more powerful role models when they learn than when they teach.’ You have started the process of learning. You have completed the Introduction. Now move on to the next chapter (or whichever chapter is attractive to you) and continue the learning process.


In the next chapter we will be looking at leadership theory (the interesting bits, of course!). Are leaders born or made? What are the characteristics of a good leader? We will look at the differences between leadership and management, and at the ideas of transformational and transactional leadership.
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INTRODUCTION TO LEADERSHIP
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OUTCOMES FROM THIS CHAPTER






	
•   Know the various theories and approaches to leadership study.





	
•   Learn about transformational and transactional leadership theory.





	
•   Understand the differences between leadership and management.








‘Before you are a leader, success is all about growing yourself. When you become a leader, success is all about growing others.’


Jack Welch, former Chairman and CEO of General Electric


THEORY – BUT THE INTERESTING STUFF


The debate over whether great leaders are ‘born’ or whether they are ‘made’ has interested social scientists for centuries (and possibly no one else). This inevitably led to the search for the characteristics or traits of leaders. History’s greatest philosophers have examined the question ‘What characteristics distinguish a leader?’ This was explored at length by ancient philosophers. Many styles of leadership were also evident in the Roman Republic and leadership was of great interest to Islamic scholars.


By the nineteenth century most writers concluded that leadership was inherited. In other words, leaders were born, not made. The so-called ‘great man theory’ of leadership became popular during this period and was based on a mythology of famous leaders such as Julius Caesar and Alexander the Great. The historian Thomas Carlyle had a significant impact on this philosophy of leadership. But many scholars also disagreed with this theory; in particular, the new sociologists suggested that leaders were products of society.


In the later parts of the nineteenth century through to the start of the twentieth century, psychology was becoming increasingly influential. This led to the focus on psychological and physical characteristics of traits of leaders. This built on the ‘great man’ theories and suggested that people (normally men) born with characteristics such as ‘height’, ‘self-assurance’ and ‘socio-economic status’ were particularly suited to leadership. These even became selection criteria for leadership roles in the armed forces and even access to university study. Of course, you can probably see how much of this was somewhat self-fulfilling. If someone was from the ruling class, you would be seen as a ‘natural’ leader and you would have lots of confidence and have high socio-economic status.
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COACHING SESSION 5








Leadership traits?


Have a look at the following list and try to guess which ones have not been listed as leadership characteristics at some time by the ‘trait theorists’.














	Height
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	Class

	[image: image]






	Honesty
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	Masculinity
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	Alertness
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	Conservatism
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	Agreeableness
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	Intelligence
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	Extroversion
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	Conscientiousness
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	Confidence
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	Emotional stability
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	Tolerance
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	Openness to experience
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All of these have been listed at some time by trait theorists. So, if particular characteristics are tied to leadership, then how do we explain people who possess these characteristics but are not leaders? This question is one of the further difficulties in using trait theories to explain leadership.


In the mid-twentieth century other theories emerged, including so-called ‘situational theories’ and ‘behavioural theories’. Situational theories (also known as contingency theories) argued that people who are effective leaders in one situation may not be effective in other situations; leadership was therefore about the circumstances in which the person finds himself or herself. This group of theories says that no single psychological profile of a leader exists. Think of a well-respected leader – say Nelson Mandela, Oprah Winfrey or Mahatma Gandhi. Would they still be seen as great leaders if they had been born 20 years earlier or in a different country?
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COACHING SESSION 6








Right place at the right time?


Can you think of examples of leaders you know who were in the right place at the right time? What was it about them and the situation that made them great?


List them here:
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Also in response to the criticisms of the trait approach, theorists began to consider leadership as a set of behaviours, evaluating the behaviour of successful leaders and identifying leadership styles. The principal assumption of these behavioural theories is that the skills of leadership can be acquired, developed and enhanced – therefore leaders are made and are not necessarily genetically predisposed to lead. This is the belief that great leaders are made, not born.


This was closely connected to the ‘behaviourist’ school of psychology founded by John B. Watson in 1913. These behaviourists believed that behaviours could be measured and that people could be trained to change their behaviour. The focus moved from leaders to leadership – and this became the dominant thinking into the 1950s and 1960s, which saw a boom in management training based on the idea that great leaders could be created with the ‘correct’ training or development.


CURRENT APPROACHES TO LEADERSHIP THEORY


Current approaches to leadership theory reflect the highly competitive and turbulent business environment by focusing on the most efficient use of people and how leaders can change and transform organizations. Although previous research on characteristics, behaviour and situational leadership are still relevant, leadership is increasingly being seen as an inspirational process. This has given rise to the terms ‘transactional’ and ‘transformational’ leadership.


Transactional and transformational leadership are often compared. The transactional approach is based on the leader having legitimate authority, for example the title of CEO or Captain. Transactional leaders are concerned with goals and outcomes, tasks, rewards and punishments. Such leadership is said to be more appropriate to stable environments and businesses. Transformational leaders, on the other hand, seek to motivate and gain the commitment of followers. This is achieved by sharing a vision, raising expectations and creating a feeling of trust so that followers will perform to a level exceeding their own expectations of what they had considered possible.


Most of the theories of leadership resurface in different forms, but they all have limitations. In a review of more than 300 scientific papers on leadership theory, Francis Yammarino from Binghamton University and his colleagues concluded that most studies in any of the areas of leadership research have not addressed issues appropriately in theory, data analysis, and inference drawing.


THE IMPORTANCE OF FOLLOWERS


Lao Tzu is an often-quoted ancient Chinese philosopher. His dates are disputed, as Chinese tradition places him as living in the sixth century BCE, where historians believe he was alive during the fourth century BCE. In this quote, we can see that he is suggesting that leadership is not about being the centre of attention, but about getting things done:


‘To lead people, walk beside them […]. As for the best leaders, the people do not notice their existence. The next best, the people honour and praise. The next, the people fear; and the next, the people hate […]. When the best leader’s work is done the people say, “We did it ourselves!”’


And it is clear that you cannot be a leader without at least one follower (and preferably more). So any good definition of leadership must at least mention followers. Without followers there can be no leadership, as leadership is essentially a social phenomenon. The leader through their knowledge, personality, position or influence engages the followers in a common purpose and goal. The famous British Army officer Field Marshal Bernard Law Montgomery (Monty), who commanded the Eighth Army in World War II, said that his definition of leadership was:


‘The capacity and the will to rally men and women to a common purpose and the character which inspires confidence.’


MORE ABOUT TRANSFORMATIONAL LEADERSHIP


The most popular theory of leadership today is transformational leadership. The idea of transformational theory (also sometimes called relationship theory) is all about the close connections formed between a leader and their followers. Transformational leaders motivate and inspire people through their vision and high ethical and moral standards.


Research suggests that organizations led by transformational leaders have higher levels of performance than those led by other types of leaders. Transformational leaders’ high expectations give their subordinates the self-confidence to persist in the face of setbacks, often resulting in exceptional performance. Executives described as transformational leaders pay attention to their followers’ personal interests, express confidence in their abilities, and share a vision that is clear and engaging to all.


The concept of transformational leadership was initially introduced by leadership expert and American presidential biographer James MacGregor Burns. Researcher Bernard Bass expanded upon Burns’ original ideas to develop what is often referred to as Bass’s Transformational Leadership Theory. Bass described four factors of transformational leadership. This can be seen in Figure 1.1 below.
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Figure 1.1   Transformational Leadership model


  1.  Intellectual Stimulation Leaders not only challenge the status quo; they also encourage this in followers.


  2.  Individualized Consideration The leader acts as a mentor or coach to the follower and listens to the follower’s concerns and meets their needs.


  3.  Inspirational Motivation Leaders have a clear vision that they are able to articulate to followers.


  4.  Idealized Influence Followers trust and respect the leader so they emulate and internalize the leader’s values and beliefs.


Transformational leaders can come in various forms. But what they have in common is that they:


•  enhance their followers’ self-esteem


•  display high levels of ethical behaviour


•  empower others


•  increase commitment and loyalty


•  act as a positive role model


•  motivate others


•  communicate effectively


•  stimulate creativity


•  challenge the status quo


•  embrace change


•  develop others through coaching and mentoring.


MORE ABOUT TRANSACTIONAL LEADERSHIP


Transactional leadership style can be contrasted with transformational styles. Transactional leadership is all about ‘you scratch my back and l’ll scratch yours’. Transactional leadership is concerned with maintaining the normal flow of operations. Transactional leaders use disciplinary power and an array of incentives to motivate employees to perform. The term ‘transactional’ refers to the fact that this type of leader essentially motivates subordinates by exchanging rewards for performance.


A transactional leader usually does not look ahead; instead, transactional managers are concerned with making sure that everything operates smoothly today. Rules, procedures and standards are essential in transactional leadership.


While transactional leadership can be effective in some situations, it is usually not as effective as transformational leadership, particularly when it comes to followers achieving their full potential.
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COACHING SESSION 7








Transformational leadership


Think of a leader whom you would categorize as transformational. Write down their name and then list the qualities (both personal and professional) they have/had.
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COACHING SESSION 8








Are you a transformational leader?


Do you have transformational leadership qualities? Here are various statements related to transformational leadership. Read each statement and indicate whether you agree or disagree with it. Be as honest as you can when answering – remember that this is how you presently are, not how you want to be.
















	STATEMENT

	Agree

	Disagree






	Inspiring others has always come easy to me.


	     


	     







	I am a good delegator.


	     


	     







	I see change as a good idea.


	     


	     







	I enjoy coaching or mentoring others.


	     


	     







	I would not ask a follower to do something that I wouldn’t do myself.


	     


	     







	Making people feel good about themselves is important to me.


	     


	     







	Doing good is more important than doing what works.


	     


	     







	Sharing power is important.


	     


	     







	My followers often ‘go the extra mile’ for me.


	     


	     







	Loyalty is more important than efficiency.


	     


	     







	Creativity and innovation are the keys to success.


	     


	     







	Listening is more important than talking.


	     


	     







	I take time to learn what people need from me so that they can be successful.


	     


	     







	I have a clear vision of the future.


	     


	     







	I give my followers independence to work towards a goal as they see fit.


	     


	     







	I try to intellectually challenge my followers.


	     


	     







	I believe that it is vitally important to be a good role model.


	     


	     







	Empowering followers will result in greater long-term results.


	     


	     







	I am genuinely positive and enthusiastic.


	     


	     







	I ask others for their thoughts and perspectives.


	     


	     







	Total score


	     


	     








Results


A score of more ‘agrees’ than ‘disagrees’ (>11) means that you are more inclined towards transformational leadership. A score above 15 agrees shows very strong transformational views. You are well placed to become an effective leader in today’s business world.


If you scored more ‘disagrees’ than ‘agrees’ (>11), then your views are more in line with the transactional approach. A score of above 15 disagrees shows little support for transformational ideas and is more consistent with transactional management. Transactional leaders are necessary to the day-to-day operations of the business. Transactional leaders focus on clarifying employee’s roles and providing rewards contingent on performance.
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IS LEADERSHIP THE SAME AS MANAGEMENT?


There is a continuing debate about the difference between leadership and management. While leadership and management are closely linked and even connected, there are significant differences. Not all managers are leaders and not all leaders can manage. Often it is wrongly assumed that anyone in a management position is a leader. Leadership is performed by people who are not in management positions (for example an informal team leader).


Some writers argue that, although management and leadership overlap, the two activities are not the same. The degree of overlap is a point of disagreement but it does appear that leadership and management entail a unique set of activities or functions. In his 2007 book Leaders: The Strategies for Taking Charge, Warren Bennis cogently said that: ‘Managers do things right, while leaders do the right things.’ Apple Inc. co-founder Steve Jobs revolutionized multiple industries with his innovative products but he was not the world’s greatest manager, according to biographer Walter Isaacson. However, he surrounded himself with top talent and great managers. That is really smart leadership.
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COACHING SESSION 9








Leaders and managers


So what do you think? Make a list below of all the things you think a leader does and then all the things a manager does. Use your own experiences here either as a follower or a leader (or even as a manager).














	Leader

	Manager






	 

	 






	 

	 






	 

	 






	 

	 






	 

	 






	 

	 






	 

	 






	 

	 






	 

	 






	 

	 







Here is a list based on what the experts say. How does it compare to yours? Did you add anything or did you miss anything?






	Leader

	Manager






	Does the right things
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