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INTRODUCTION





The purpose of this book


‘Leadership’ is often seen as having two different meanings: a) the intellectual challenges related to defining and organising the overall business development of a given organisation and b) the direct, hands-on activities of coordinating and aligning the actions of a group of subordinated staff in such a way that their contribution to the overall business development is optimal.


This book is exclusively concerned with the latter, hands-on approach and its title: ‘Direct Leadership’ underlines this.


In order to be a good leader you must understand and master four disciplines:


You must understand the context of your job. Are you employed as a leader in a public or private sector organisation? What is your organisation’s bottom line? How does your organisation operate? Which processes are in place in the part of the organisation where you work?


You must also understand what human motivation and work relationships are made of – including your own motivation and preferences concerning relating to the people you meet and interact with at work. Often these skills are referred to jointly as ‘people skills’.


Furthermore, you must be a decent person. You must be committed to some sound personal values that your surroundings know you to live by. If in doubt, ask any group of employees which values they look for in their leaders and you will hear answers pointing toward openness, honesty, and integrity.


And finally, you must UNDERSTAND THE LEADERSHIP DELIVERABLES, i.e., the nature and content of the interaction between yourself and your staff, by which you convert your understanding of the context, your people skills, and your values into visible and realtime direct leadership.
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Figure 1. The leadership deliverables serve to convert context understanding, people skills, and values into visible, realtime, and direct leadership.





During the past 20-30 years, more and more leadership training programmes have focused on the first three disciplines, whereas it has been taken for granted that the leaders needed no particular introduction to the leadership deliverables. While possibly true in the past, today this assumption is false. It no longer goes without saying that a leader knows to decode job description terminology like ‘leading team AB’ or ‘responsibility for developing organisation XY’ and transform it into good everyday leadership practises.


This book focuses on these deliverables and provides a practical operational description of their content and nature, i.e., the new narrative of everyday leadership, which is the book’s subtitle.


In the past, the recipe for being eligible to a leadership position was to be a talented professional or a good administrator with a certain organisational shrewdness. Once promoted, nobody thought of specifying the details of the job. Leaders were supposed to distribute work, instruct people, and zealously monitor their staff’s efforts and results. Furthermore, the expectation was for leaders to interact with their staff in pretty much the same polite, yet impersonal, way in which any figure of authority went about his or her duties.


Today organisations are more complex, employees are better educated, diversity among staff is greater, people request more involvement and less micro-management – the list could continue. Even so, most descriptions of what constitutes a leader’s responsibilities toward his staff are so vague that they offer little if any guidance.


This has mistakenly led many people to limit their perception of what being a leader implies as well as to a surge of myths about the nature of good leadership.


This book offers a redefinition of the leader’s daily duties toward his/her staff, which gives both newly appointed and more seasoned managers a much needed overview of job content and some concrete, practical skills.



The origin of the new narrative


The first spark to creating this book occurred in 2001 when I was Head of Training and Development in the Danish owned, international corporation Chr. Hansen A/S1. Behind me lay a career that since 1984 had predominantly revolved around leadership development and team training2.


Over lunch with my colleagues, I had been discussing some problems, which we all agreed were due to certain leaders who were not shouldering their duties very well.


Shortly before, my staff and I had completed a corporate training programme where all leaders had obtained a shared framework for co-operation, communication, and relationship building.


Yet, here we were facing the reality that some of our leaders were neither visible nor very assertive in relation to their staff.


I left the table with the question: ‘why?’ resounding in my ears. What was missing in this puzzle?


Instead of a reply, however, a second question popped into my head: Had I taken part in promoting the leaders in question? Well, maybe not these particular ones, but I had indeed taken part in promoting others who did not turn out as exemplary role models for good everyday leadership. A third question was: What did my colleagues and I in the organisation and in other places do to check if a leader we were hiring or promoting understood what he was supposed to deliver to his staff? This was another question without a good answer, for how did we actually define direct everyday leadership?


All of these questions eventually led to the training concept called Direct Leadership®.


In creating the concept, my first step was to map out what I wanted from leaders. Secondly, I tested my findings with colleagues and leaders from all walks of my own organisation and elsewhere. Later I tested the training materials and the thoughts behind them with the staff at IFL (Institute for Leadership) and professor Mats Tyrstrup (Centre for Advanced Studies in Leadership) both at the Stockholm School of Economics.


Finally, now that the material had proven successful3 as a training programme, I compiled the essence of my ideas and their perspectives in the shape of this book.


In this regard, I wish to thank all the Danish Direct Leadership® trainers for valuable feedback from their work with the model.


In particular, I wish to thank Ghita Damgaard-Mørch for the idea of creating a set of tables designed to give the reader a first-hand indicator to whether he or she demonstrates a satisfactory command of each of the seven roles; Jens Klostergaard for valuable discussions about the boundary between independent coaching and coaching as a leadership style; Henriette Frandsen-Melau for our discussions about the importance of allowing our leaders the comfort of knowing their role descriptions; Lis Lyngbjerg Steffensen for sharing her profound knowledge about stress; as well as James Høpner for his general feedback and his specific comments on the theory appendix.


Further, I wish to express my gratitude to Roice Krueger, who – without knowing me beforehand – heard that I was planning to write this book and immediately extended his support, simply because he believed in me and in my idea. The first copy of this English language version of the book is for him.


Finally, I want to thank Lars-Erik for his endless patience with the long hours I have been working on this book, as well as for being my ever-present sounding board for the content of these pages.



The scope of this book


This book addresses the sort of direct and everyday challenges which any supervisor, team leader, section manager, etc. must carry out on a day-to-day basis in relation to individual employees and teams.


The book does not distinguish between leading a permanent team or a project team whose members need to work together for a certain amount of time. Neither does this book pay much attention to the common distinction between leadership and management. Instead, it posits that a leader-employee relationship inevitably implies a set of deliverables. Together, these deliverables constitute a model, which at the same time becomes an adhesive and a lubricant that holds together and smoothens out day-to-day operations to the benefit of both leaders and their staff.


The book addresses any man or woman whose job includes leading two or more people4. When speaking about ‘the leader’ in the third person, the masculine form ‘he’ will generally be used. I have chosen this to avoid using the cumbersome ‘he/she’. When discussing staff, however, he/she/his/her etc. is maintained to avoid associating certain situations with only one gender.



The structure of this book


The book falls into four sections: INTRODUCTION, UNDERSTANDING, TAKING ACTION, and SPECIFIC LEADERSHIP CHALLENGES.


Following this introduction comes UNDERSTANDING, which includes chapters 2 through 9. Initially, I argue for a new leadership narrative. Subsequently, I describe each of the seven roles which a leader must continuously juggle when relating to his staff members as individuals and as a group. These are:




	Strategy Deployer


	Organisation Developer


	Knowledge Manager


	Team Builder


	Career Manager


	Decision Enabler


	Performance Generator





From there, I move on to the TAKING ACTION section, which consists of chapters 10 through 13. Each of these chapters presents one of four leadership styles in total. They concern four different ways for a leader to interact with his staff, which a modern-day leader must be able to switch between if he is to cover the entire ground of his leadership responsibilities. The four styles are:




	Catcher


	Initiator


	Coach


	Referee





Then follows a section which addresses a series of SPECIFIC LEADERSHIP CHALLENGES; chapters 14 through 20 show how the seven roles and four styles are helpful:




	
When in a new leadership position


	With a global team/distance workers


	When responsible for project leadership


	When your staff consists of leaders


	How leadership teams may use the model to join forces in optimising their everyday leadership


	When facing stress among the employees


	How goal setting, meetings, and performance development may be enhanced by the model


	How you may develop your leadership during daily work and with your own staff as the most important source of feedback.





Finally, the book contains an appendix that compares Direct Leadership to other theories.



So…


Whether you have acquired this book out of personal interest in developing your leadership skills, or you are in the fortunate position that your employer has decided to adopt the book’s models, there is value in understanding the book’s messages and undertaking the training which you will encounter in the following pages.


The moment you understand and begin to act from the basis of the seven roles and four styles, you are more than halfway to mastering your leadership responsibilities and you will notice that your employees welcome your new visibility. So turn the page and let us get to business.





1. Chr. Hansen A/S was and still is one of world’s largest producers of ingredients for the dairy industry. At the time I refer to, Chr. Hansen had approximately 2,500 employees in more than 20 countries scattered over all continents.


2. Starting with a language degree and followed by an MBA (INSEAD 1983), my career covers employment as a leadership training professional, working freelance and being a leader in the public education sector. Since autumn 2002, I have owned ZASTROW & Co. ApS. – a small international consulting company which distributes a range of branded training concepts in Denmark and abroad. A core activity is the global distribution of the authorised training materials relating to this book (the Direct Leadership® training concept). I also do a limited amount of consulting work, and I am a faculty member of the Institute for Leadership at The Stockholm School of Economics.


3. At the time of publication of this book, more than 20.000 leaders in Denmark, Japan, Mexico, Portugal, and Sweden have attended a Direct Leadership® Workshop. For further information, see www.directleadership.com.


4. The book’s principles are also applicable for a leader with just a single employee however, the examples in the book focus on the more complex challenge of having several employees whose work depends on how well their combined work processes, knowledge sharing, and collaboration play out.





1 Why do we need a new


leadership narrative?


For many good reasons.


The first reason is that too often leaders are stretched between opposite and often accidental expectations. Left without a clear, concrete, and tangible job description, leaders have little or no ‘muscle’ to resist being pulled in many directions.


Many superiors treat their middle managers entirely as technical or organisational experts, i.e., rather than monitoring their leadership efforts they turn to middle managers for specific data or to solve the exact same kind of problems which they took care of before their promotion into leadership.


In organisations where this practise is commonplace, the evaluation of a leader’s performance and his chances of further promotion or a raise in pay will predominantly depend on his ability to attend to the needs of his superiors. Seen from the top of the hierarchy in this type of organisation, good leadership means that the organisation below a leader does not make waves and is able to deliver what the superiors request. Leaders, who do not meet these expectations, are asked to be more visible and to assert themselves more firmly.


Inversely, many employees request that their leader acts as the spokesperson for his team in relation to other managers. To them, a good leader defends his staff and serves as a source of information about everything which goes on outside the team’s own turf and in particular about upper management’s plans.


This creates the very common paradox that people who are responsive to their employees are characterised as good by their staff members but poor by their superiors. See table 1.1.





	Superior’s Lens

	Employee’s Lens

	Leader’s lens





	A good leader is a company


man, who has his


employees behind him.

	A good leader is his staff’s


advocate.

	When has the job been


performed successfully?





	A good leader’s organisation does not ‘make waves’.

	A good leader stands by


his employees.

	Where do I place my


loyalty?





	

	A good leader protects


his staff from threats superiors from distressing management.

	By which criteria am I to


be evaluated?





	A good leader protects


superiors from distressing


employee trouble.

	    

	Who stands by the


leader?





	A good leader can quickly


mobilise his subordinates


when superiors request a particular piece of information or analysis.

	A good leader is assertive


vs. senior management


and any other ‘outsiders’.

	





	     

	A leader who cannot push


through and assert the


team’s interests is a weak leader.

	





	A team, which does not


quietly fit the norm, is an


indication of a weak


leader.

	

	







Table 1.1. The leader, caught between opposite expectations


In the past, it was common to speak of the middle manager5 as caught between a rock and a hard place. In reality, a leader without a clear-cut description of his work compares to a person on a stretching rack. Most leaders try to give what they can to both sides, i.e., to think and act according to what superiors request when in the company of other leaders and to protect their staff from threats to the equilibrium of the team.


With an agreed definition of job content, all parties may judge the leader’s work by the same criteria. Consequently, the leader can step down from the rack and turn his efforts toward improving his day-to-day leadership in his particular areas of development.


The second reason is that in the absence of a modern-day leadership narrative, a number of myths have emerged and gained strength. These include a series of ‘truths’, which have no foundation in science or in statistical evidence, but which seemingly explain why good leadership is so often lacking. These myths constitute serious barriers to getting a solid grip on everyday leadership. The three most poisonous myths are:




	The myth of leadership as a natural talent


	The myth that good engineers/technicians make poor leaders


	The myth that true leadership is charismatic and heroic






The myth about leadership


This myth is repeated so frequently that one might easily believe it to be a natural law. ‘Some people are just natural talents, when it comes to leadership!’ ‘She is a natural born leader!’ ‘He certainly is no born leader!’


However, it is indeed a myth and a highly poisonous one at that. It is poisonous because, on the one hand, a leader who is tempted not to make an effort may hide behind it. On the other hand, it sets the bar so high that even the most conscientious student of leadership may lose heart in trying to attain it. Above all it is untrue. Nobody excels at anything ‘simply because of their natural talent’. No musician or top sportsman has ever become what he or she is merely because of talent. Nobody can drive a car simply because of talent. All skills require a learning process as well as a training effort. If the talent in an area is obvious, then it may require less training. The same applies if a person has a good role model. However, there is always the need for an effort to learn and train. In this regard, there is nothing different about leadership.



The myth that good engineers and


technicians make poor leaders


This myth builds on the same assumption as that of the myth of the leader as a natural talent. Only here, it works in the reverse to claim that natural leadership talent, or a particular leadership personality, is not found among people with a technical background. This is not the case. In fact, the contrary is true. If you are able to complete an education and achieve proficiency in a technical field then you can also learn the nuts and bolts of leadership. From there on, what decides whether you become a decent everyday leader or wind up being an example for others depends on your passion and the effort you put into personal training. In order to become good leaders, most people need to focus on understanding the trade as well as their relationship skills. Of course, your talent and interest in technical challenges compared to people dynamics may influence whether you put your effort into training analytical or human skills. However, this is as far as the effect of our past training goes in terms of defining our potential as leaders.



The myth about the charismatic and


heroic leader


This perception of what good leaders do and are shares some traits with the two previous myths. However, it is fuelled by something else; it is nourished by the idols of our time and of certain types of leadership training, i.e., those programmes which define leadership as synonymous with handling large, overall, strategic challenges and those which begin by asking programme participants to identify their ‘great leader’ role model.


Whether you come from one starting point or the other you wind up with a definition saying that ‘real leaders’ are people of a special fabric, who:


… are called in, when a large well known corporation finds itself in dire straits
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… with decisiveness and a steady hand create a rescue plan
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… through their charismatic personalities elicit the support of the entire


organisation
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… saddle their horses and ride on to the next awe-inspiring challenge


when the mission is successfully accomplished


These are the kind of leaders that the media enjoys to portray and therefore also the kind of people who emerge when people are asked to identify their leadership role models.


Nonetheless, research shows that the everyday work of both top leaders and middle managers is predominantly concerned with catching day-to-day signals and acting upon a continuous flow of smaller or larger challenges. A situation which only seldom allows them to feel they have a clear overview and a solid grip on things.


The third reason is that leaders often become the target for the emotional demands, desires, and reactions of their staff. This is a natural consequence of the leader’s position. As a leader, you hold a position of power and you are very significant to each person who reports to you. At the same time, you are hired to take care of the company’s interests, which at times will match and at other times will differ from the wishes or emotional needs of your staff.


In order to handle these types of challenges it is important that you can distinguish which of the challenges posed by your employees are natural consequences of your position and which basic approaches you as a leader may consequently use. If, however, your job description is unclear then it will be equally unclear if an episode with one or more employees has to do with your personality or with you as a representative of a certain organisational role.


You can compare a solid understanding of your role as a leader with a bullet-proof vest; a shield which makes all the difference between being properly dressed and being ‘unprotected’ when employees fire away their demands and emotional reactions. Knowing that the situation you are facing is not about your person and personal integrity alone, but also a part of your role as a leader, makes it easier to act and distinguish between your responsibility and employee obligations.


The fourth reason is the need for clarifying where the loyalty of the leader must lie. Must the leader primarily identify with the team he leads or with the leadership team headed by his superior?


In reality, this dilemma only exists when an organisation has not made clear to their leaders what their jobs are. The work performed by a leader serves as a flexible adhesive between the organisation’s mission and goals, its structure and its employees. The leader is the arms and legs of the organisation reaching out to the employees. As such, the leader is neither an equal team member nor an outsider to the team. Being a leader puts you precisely on the edge of the team with a predefined set of responsibilities, which reflect, the position of the organisation’s representative in the team. See figure 2.
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Figure 2. The leader’s position in relation to his team





This all leads directly to the fifth and last reason for establishing a new leadership narrative, i.e., the work of the leadership teams.


In far too many places, the experience of being a leadership team resembles the example below.


Annette has been the leader of a team of ‘older’ employees for about six months. Her employees are anchored in the perception that a good team leader is the team’s spokesperson: a person who protects them against the company’s ‘evil desire to exploit them’; a person who is willing to fight so that staff benefits are maximised. When she was employed, it was made explicit that Annette’s job was to increase the team’s productivity and to change the described attitude among the group members. Not surprisingly, this has met considerable resistance from her staff. Annette is also the member of a leadership team consisting of five people.


The leadership team meetings usually follow the same routine. The section leader takes the group through an agenda that always begins with a go-around, where each team leader gives a small review of the development in their teams as compared to the goals. All of her colleagues lead teams with more flexible employees and therefore do not experience the kind of resistance, which Annette does toward change projects in their fields. For this reason, the meetings have for some time evolved in such a way that the three other leaders have been able to report smooth operations. Their teams make progress and meet their goals. Annette, on the contrary, must repeatedly tell about the difficulties she is encountering and has noticed that the section leader has begun to sound impatient when she speaks as well as to put increasing pressure on her to bring some success stories to the meeting. During the meetings, none of her colleagues react, however, after the meeting they tell her that they are entirely on her side, all the while they are ‘happy that they are not in her shoes …’.


With a common definition of the leader’s role and responsibilities toward his staff, a leadership team like Annette’s could spend time far more productively with a shared responsibility to lead all of the section’s teams and to support each other in succeeding. Then the individual leader would be able to act with greater confidence and clout.


Imagine how inspirational it would be if leadership teams changed their meetings from individual reporting in the presence of everybody to dynamic planning sessions, where the team collaborates on solving their leadership challenges. It is for all these reasons that this book is important.


With a concrete description of roles and responsibilities, carrying the responsibility of a leader may become subject to a rational dialogue and myths about it replaced by facts. Furthermore, a leader’s job may be evaluated against a concrete and tangible description of its contents. This would be a quantum leap into the future as compared with today, where leaders are assessed against vague demands of visibility or against the notion of natural leadership talent. Last but not least, everyday leadership can be recognised as the glue which creates cohesion and flexibility in an organisation.





5. At times the term ‘middle manager’ is applied in such a way that even staff who have no subordinates are included. In this book, however, the term means someone who has a leader, but also is a leader. As such, the label does not refer to people whose titles include the term ‘manager’, but who in fact have no subordinates. Nor does it refer to a particular hierarchical level of leadership. Thus, one middle manager may be the superior of other middle managers. The applicability of the leadership matrix in the relationship between a leader and one or more department managers/leaders reporting to him is identical, irrespective of the hierarchical level in which this relationship exists.





UNDERSTANDING


You exercise leadership when you complement the organisation design with interventions aimed at creating a sense of orientation and boundaries amongst your employees.


The premise for this book is that everyday leadership only rarely is a preplanned and well-structured process leading to an expected result. On the contrary, everyday leadership is a discipline of navigating among ever changing occurrences and interactions among their staff, which this book calls ‘leadership opportunities’.


Leadership opportunities are the numerous challenges which do not lend themselves to solution according to a predefined procedure or routine. A client wants a new solution, a colleague is on sick leave, a tool is broken, or a new plan must be implemented. The list is endless. Many such situations must be handled by one employee at his/her own discretion or by the team. However, this is only possible if you continuously pay attention to your responsibilities of creating boundaries and organisation and do not refrain from intervening in order to coordinate.


The chapters in this and the following sections of the book all aim at allowing you to grasp what you should look for in order to spot leadership opportunities. It is like placing an object under a microscope to allow a student to see the nature of its individual components.


When analysing modern leadership in this way, what stands out is a series of responsibilities. These fall into two categories: Seven focal areas (from now on referred to as roles) which you as a leader must continuously monitor and bring to life among your staff members and four styles: four different and fundamental ways of relating to your employees, which you must master and apply at your discretion. As figure 3 shows, together these roles and styles form a table called the leadership matrix, which is a practical and applicable framework by which you can understand and develop modern and visible leadership.
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Figure 3. The leadership matrix





In the next seven chapters, we will review each of the roles and see how they – when added up – constitute a core job description applying to everyone holding a leadership position, regardless of organisational position, sector or industry.


The first three roles (Strategy Deployer, Organisation Developer, and Knowledge Manager) all address the leader’s responsibility for planning and organising the tasks carried out by individuals or by the team in collaboration. They also stress the leader’s responsibility to ensure the kind of communication, which combines individual tasks into a meaningful whole for his team and among the team and its neighbouring departments in the organisation. The focus of the two subsequent chapters (Team Builder and Career Developer) is the leader’s responsibilities in regards to working climate, i.e., how both individuals and the team thrive in their daily interactions, as well as their ability to stretch and perform. Finally, the two last chapters (Decision Enabler and Performance Generator) address the responsibilities related to ensuring the quality and implementation of the team’s output.


Each role in itself constitutes a specific focus area for your leadership. By intervening and coordinating the interaction in one of these areas, you create a sense of orientation and boundaries among your staff. When you do so in all seven areas, you exercise complete and visible leadership.





2 Strategy Deployer


The first role is Strategy Deployer.


Strategy Deployer


I translate the overall vision, strategies, and goals into sub-strategies, objectives, and action plans for my staff. Furthermore, I ensure that the people in my department keep our vision and goals in mind as we go about our daily tasks.


The name of this role derives from the military. As a business term, it has come to mean translating or transforming a strategy into action. Since a strategy in turn is nothing but a plan for how to transform the overall idea, values, vision, and goals into action, then the role of the leader as a strategy deployer is to establish a meaningful connection between these elements, the current strategy, and his employees’ daily work and problem solving.


In other words, it is your job to create and maintain consciousness among your staff about the overall direction, vision, and values. It is quite understandable if your employees cannot always see the forest for the trees. This is why they need you to ensure that the overall direction is not lost.


Strategy deployment is a continuous day-to-day job for the leader. This means that the responsibilities behind the label ‘Strategy Deployer’ are not covered in one annual goal-setting meeting for your staff. Instead, you must frequently – sometimes even daily – ensure that your employees think and act in synch with the direction laid out by the company as a whole.


A common temptation is to limit yourself to only repeating the goal or the wording of the strategy is illustrated in figure 4.
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Figure 4. Copying the strategic message





This illustrates that the same wording is communicated from one level of the organisation to the next. If such a message is clearly stated and repeated often enough, then everyone may very well hear it. However, there is an imminent risk that it is perceived merely as: ‘the slogan of the year’. Without an interpretation, which relates the general message to daily work, there is considerable risk that the goals never seem meaningful beyond the top two leadership levels. As a consequence, the chance of reaching the desired long term goals is vastly reduced.


The correct way to act as a Strategy Deployer, when a new plan or long-term goal has come about is shown in, figure 5. Level by level, the overall goal is ‘translated’. At the top level into a policy and at subsequent levels into meaningful, concrete goals.
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Figure 5. Making the strategic message relevant





A new plan or a set of new long-term goals have seen the day. Maybe this plan or these goals are the outcome of a strategy process to which you and your staff have contributed. Maybe they come to you from senior management as a result of a process which has not involved you. Maybe you like the new goals. Maybe you disagree with them. Eitherway, it is your job to lead your staff toward fulfilling them.


The latter part of this role is ‘deployer’. In a military context, to deploy is to tell, but it is also to set in motion, to continuously adjust the course and apply the overall resources. Likewise, when applying the label of Strategy Deployer to the work of a leader, it must be clear that this is not just the role of ‘town crier’, who summons everybody once and speaks his message. It is a much more comprehensive role, more akin to a teacher’s or a parent’s role of conveying an understanding of specific values and perspectives to their students or offspring.


You must ensure that your staff has a clear picture of how your department’s work fits into the overall plan and to which results you are expected to contribute. You can ensure this understanding in many different ways: arrange to meet with your internal customers or suppliers, invite your staff to reflect on how the effect of a specific work process may be optimized, lead a discussion to help your staff identify whether a certain course of action is in line with the strategy, etc.




The most important strategy deployment is done during the course of your daily work.





While a new fiscal year is a good occasion to announce a new or revised strategy, the most important strategy deployment is, however, done during the course of your daily work. Your actions must be shaped by the needs of your staff and the challenges encountered as you all move toward achieving the new set of goals. You must ensure that YOU understand the connection between the overall messages and your area of responsibility. With that in mind, you must remind people of the overall goals whenever you review your progress, or factor them into any decision made in the face of a challenge or new opportunity, which appears on the horizon for your staff.


These regular reviews and reminders of overall and team goals will pave the way for increased accountability as well as ensure smooth cooperation inside the team and among teams. For you to accomplish this it is important to have a solid grip on the specific obligations of the Strategy Deployer and the key competencies required to master this role: overview skills, pedagogical skills, and persistence.In this chapter, you may begin to explore this role. Later in the chapters explaining the four styles, you will acquire a deeper understanding of the various approaches you may take when deploying strategy among your staff.


If you are uncertain about whether your strategy deployment is adequate, you can refer to table 2.1 to check whether your staff’s behaviour seems more consistent with the statements on one side of the table or the other.
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When your strategy deployment is successful:
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When your strategy deployment is inadequate:






	Your staff understands why each task


needs to be carried out in a specific


manner.

	Time and energy is lost due to


uncertainties about the scope.





	Your staff knows and understands the


overall plans.

	You often experience that your staff


mis-prioritises.





	
Every member of staff is able to explain


how his/her job contributes to the whole.

	Your staff is frequently frustrated


because of decisions made by yourself


or your superiors, which to them seem


illogical or meaningless.





	It is easy for your staff to set individual


and team priorities.

	Prioritisation is a ‘monkey’ that rarely


leaves the leader’s shoulder.







Table 2.1. Successful or inadequate strategy deployment


If you see an overweight of negative indicators, it is likely that you will benefit from turning up the volume on your strategy deployment.


The members of a five-person leadership team in a large pharmaceutical company’s IT-division participated in training based on this book’s models.6 They described their collective tasks as Strategy Deployers as follows:




We want our employees to understand clearly the whys and hows. We also want motivated and focused employees.


We achieve this through continuous communication, support, and motivation concerning why and how – as well as through involvement, delegation (breaking down the overall goals to team and individual targets), and empowerment.


In order to support our intentions we must keep the overall goals in mind on a day-to-day basis, just as we must ensure that our superiors have delegated sufficient authority and resources (to us, the leaders) to implement the strategic goals.


In principle, all we need to know are the overall goals, strategies and business plans. However, in reality, we need to have OUR goals and plans approved. We need to negotiate ‘OUR strategy’ with our superiors again and again (and again).


Comment: You would think that the authority to act on the agreed to goals went hand in hand with leadership responsibility. Unfortunately, however, many organisations ask their leaders to achieve a set of overriding goals without actually delegating the necessary authority for implementation. Consequently, it is highly recommended that the leader who wants to succeed as a Strategy Deployer ascertains the extent of his authority.


The group continued:


And then of course we need to know our audience: their skills and competencies, and their attitude to the tasks and to the organisation.


For this purpose we may make use of many kinds of competencies ourselves: to be able to vary between a helicopter and operational (on-the-ground) perspective, to be analytical, structured, pedagogical, able to verbalise our thoughts, empathic, inspirational, persistent, committed, and courageous.


Comment: As stated above the book posits that from this array of competencies, the three key competencies in this role are the ‘helicopter certificate’, pedagogical skills, and persistence.


For a leader this is a 24/7 job.7 Our antennas must always be switched ‘ON’, so that we may discover both potential opportunities to encourage positive behaviours and deviations from schedule, which give us cause to react. For example, by launching a new initiative, coaching the person or group, or by correcting and putting things back on the right track.








6. In 2007, the group took part in a two-day residential leadership development seminar based entirely on the Direct Leadership® training concept. This allows for leaders – individually or as teams – to immerse themselves in the understanding of the seven roles and four styles of this book. Subsequently their comments have been made anonymous and translated from the outline format into prose. Whilst the format has been modified, the content is however an exact replicate of what the five members of the team produced during the course of the seminar.
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