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FOREWORD


Twenty-five years of corporate responsibility have led me to reflect a lot as a practitioner on leadership, compared to the first ideas I had when I started my career. The role and place of leaders have evolved considerably in companies in recent years. While leadership continues to be defined as the ability to influence and coach members of a group, the attributes of a good leader have changed.


The topic of leadership was little discussed when I was a young student in business school; most of the attention at that time was focused on strategy. Today, the central question is less the question of strategy than the question of its implementation. And therefore, this leads implicitly to the question of leadership to ensure the execution of the strategy.


I learned about leadership on the job, learning from my own mistakes but also from the great bosses I had the chance to work with. Compared to the vision I had at the beginning of my career, where the leader was simply defined as the chief, the experience quickly taught me that the good leader is an individual capable of managing teams, not vertically and hierarchically by using the classic mechanisms of recognition and sanction in an alternative way, but with an open personality capable of developing horizontal ecosystems.


As Eduard Beltran points out, the good leader is the one who is able to create the vision, to articulate it before communicating it. He is stimulated by uncertainties and ambiguities, resolutely optimistic and more inclined to see the world from the side of opportunities than to suffer from its constraints. He is the one who is able to bring in external perspectives to better integrate them. He is not on the path of optimization, he seeks to transform, he is resolutely oriented towards the future and is able to get out of the myopia of the past. My personal experience quickly made me understand that the good leader is the one who is able to project himself, unlike the manager who manages the existing. It is easier to be a good manager than a great leader. Great bosses taught me that good leaders are more interested in taking ten steps forward than one step. They know the difference between what is urgent and what is important. All of them were systematically convinced that the recipes of the past have little chance of making the successes of tomorrow. I have always dreamed of being the leader who sees an opportunity in every difficulty. Easier said than done.


Above all, I have learned that the great leader is the one who listens, learns from others and feeds from his discussions with others to better share them. He knows how to waste his time first because he knows he can learn from any situation. One of my first bosses systematically asked his assistant to block out a third of his time, which he used for chance meetings. As Eduard Beltran states in his book, the good leader is resolutely inclusive, empathetic, and believes in diversity in all its forms as a vehicle for excellence. They are part of the team and always seek to empower them. He puts himself resolutely at the service of the group. My best bosses were rarely the best technicians, but they knew above all how to delegate and were convinced that the decisions taken closest to the field were the most effective. A good boss encourages risk-taking and knows that you learn a lot from your failures. My personal experience has taught me that it is by analyzing failures that we can forge the successes of tomorrow.


If strategic coherence is key to the success of any collective human enterprise, one of the essential functions of the leader lies in his ability to surround himself by creating complementary teams. The good leader is first and foremost the one who knows how to build his or her teams to carry out a given project, starting with the key positions that are necessary for the company's success. My best bosses were those who were the most disciplined, spending 80% of their time on strategic issues and choosing people. In the second part of my career, I learned that failures come less from the individuals chosen than from the poor fit between the individuals and the positions they were offered. Beyond choosing teams, one of the most important roles of the leader is to create an environment that allows each person to realize his or her full potential, so that he or she can give the best of him or herself. The good leader has a dynamic vision of his or her teams and is constantly seeking to develop them.


Everyone has their own image of the ideal boss. Mine is, like Eduard Beltran, that of an inspiring boss, nourished by a strong raison d'être that gives coherence to his commitment. He knows that beyond its own objectives, an organization is inspired and guided by something beyond itself. He gives coherence and perspective where it is difficult to give. He is comfortable with making radical decisions that create meaningful change. He forces alignment, the absence of which results in high dysfunctional costs. He has no tolerance for deviant behavior, is guided by a strong sense of integrity and has a true sense of values.


Eduard Beltran will agree with me that the absolute leader does not exist, it is the circumstances that make a leader great. Depending on the company's stage of maturity, the characteristics of the right leader for the circumstances may change. The leader in a growth phase may not have the same profile as the one needed in a redeployment phase. In the same way, the natural leader is not always the best one to ensure the effectiveness of the collective action. There is no leader without a particular situation or issue.


Beyond the exhaustive census of the characteristics of leadership that he conducts with great dexterity, the contribution of Eduard Beltran is multiple given the diversity of his professional experiences lawyer, university professor and expert in negotiation in different cultural backgrounds which gives him a particular depth of field. His contribution is twofold. He confirms that one is not born a leader but that one becomes one by acquiring a good understanding of situations and a good ability to listen, but above all by developing a good degree of self-confidence, which is essential for inspiring authentic trust. Only this confidence can inspire and embrace large teams. He reminds us with great accuracy of the importance of the human dimension in leadership and more specifically that leadership is a discipline, an attitude structured around authenticity, humility and consistency. He brings a lot by the pragmatic advice he gives that we want to put into practice.
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INTRODUCTION


INTRODUCTION


ARE LEADERS BORN OR MADE?


“Talent does not exist. Talent is having the desire to do something.”


Jacques Brel


Leadership is the ability of a person to influence and influence is everywhere: from politics to business, from civil society to our family, from the ancient world to the post-Covid era. But what exactly does leadership mean? What does it mean to be a good leader today? Are good leaders made or born leaders? What can you do to prepare or improve your leadership journey?


The 15 chapters of this book answer all of these key questions and address many more issues related to the notion of leadership, especially in business. Through these pages, we will help you work on developing your skills so that you learn the techniques and tools that will make you a successful leader, both professionally and personally.


You will find specific concepts, techniques and tools that will guide and assist you through the process of learning to be an effective leader. Remember, you are not a leader just because you want to be a leader, but you are a leader because others recognize you as a leader.


In the course of this book, you will learn, among other things, how to:




	Develop new skills and competences to influence others in a positive way.


	Identify the keys that the leader must take into account, in order to find his or her vision and achieve it.


	Know the key skills of a leader.


	Identify the work routines characteristic of a leader.


	Improve communication with your team and your interlocutors.


	Achieve your goals by motivating your team and your environment





Before we even begin this discovery, we can throw a question in the air: why is leadership so important? Leadership has existed in all societies since the beginning of time. But today we find this word everywhere. I am sure that several answers will come to your mind, and they will all be very specific. In any case, we know that we need leadership. Throughout this book, we will learn the why of leadership and what has happened in our society to make the need for leaders in all areas increasing.


Leadership is now a necessary skill for any professional who wants to shine and succeed in their projects. We can choose not to develop our leadership, but in that case, we must accept that our career and success will not be the same.


Traditionally, the way to get others do things was based on two rather blunt techniques, the so-called "carrot or stick" technique. I could motivate people in essentially two ways, by rewarding them or punishing them:




	"If you succeed, I'll give you a carrot, I'll raise your salary, I'll give you a promotion, I'll give you a better job etc."


	or "if you do it wrong": I'll hit you with the cane, I'll lower your salary, I'll hit you or I'll throw you out etc.





These are the two motivational techniques that have always been known. However, these two techniques are no longer effective today for three reasons.


First, we realized that financial or economic conditions have less and less impact on people in favor of other motivations (quality of life, career prospects etc.). For example, for the "millennial" generation, the primary motivation is no longer money, but rather work-life balance, flexibility in work, fulfillment rather than success, a mission, a meaning, values etc.


Secondly, applying the carrot and stick technique with people who work with us internally is possible and we can do it, but we cannot use this technique with people with whom we have no direct power, we cannot talk like this with our customers, or with our suppliers because it makes no sense and has no future.


So, we need to look at other types of techniques to motivate and look for other techniques to influence people to go in the direction we want.


Third, today we find more and more companies and institutions that have a more transversal (horizontal) structure, leaving behind the traditional pyramidal structure (boss-employee, called top-down). Before, in most organizations, people had a boss and, underneath, there was a team that worked under them. Today, we find many companies in which no one has a "boss" or "team", workers have more and more autonomy and equal conditions in front of their interlocutors within the company itself (transversal structure). This has been further amplified with teleworking since the Covid crisis of 2020.


For this new paradigm, we need a set of tools, techniques and methods that allow us to influence people to go our way and without the need to use the outdated technique of stick or carrot (punishment or reward).


Leadership is a very necessary skill that complements you as a professional; regardless of the discipline and your industry, whether internal or external, you will have to influence. Traditionally, there was a misconception that leadership was only applicable internally within a company. Today, we know that a good leader is not only a good leader inside the company, but also outside, because if you are not able to motivate your own suppliers, external partners, stakeholders and customers, you are not a good leader.


Example: let's imagine the President of the French Republic, who has a good leadership in his country, with his collaborators, with the Prime Minister, with the media of his country, with his citizens, but who has no leadership with the other European leaders, the other world leaders, the business leaders, and the international companies present in France. It is obvious that he is a bad leader, because he will only be an internal leader and he will not be able to influence all these people who are important.


The dimension of true leadership has changed. Today we have 360 leaders capable of influencing internally and externally all the actors involved in your projects.


A key question people often ask is whether you are born a leader or have become one?


What we do know, because science has proven it and practitioners have confirmed it, is that leaders are made. Leaders work hard to become leaders. On the basis of learning, training, observation and practice, they manage to become good leaders. As in the end, in any field of life, you have to work hard to get something and finally you learn everything. Not only from our own experience, but also from observing the best, from scientific research and from ourselves. We have analyzed dozens of leaders from different fields of activity, politics, business, sports, culture, etc. All these leaders have several points in common, one of which is undoubtedly key: the will and the permanent capacity to learn and improve.




Example of learning in life (even from the best):





Frank Sinatra, when he was already an established singer and making a living singing in an orchestra in New York, was advised by an artist representative to take private lessons, even though he was already singing well (he already had "the voice"), but the purpose was to practice more and improve his skills, so that he would use his voice better and not get too tired, thus getting a better performance. Years later, Sinatra himself acknowledged that having these private lessons helped him a lot in his career because he sang well, yes, but these lessons gave him techniques and skills that helped him improve.


Another current example is that of Rafael Nadal, a great international tennis player, who, despite being one of the best players in the world, needs a trainer and a coach to motivate him to improve and become a better player.


The example of Steve Jobs' leadership training is also worth thinking about. If you look at an interview, a conference or a speech from the beginning of the 80's they have nothing to do with the Steve Jobs of the 2000's, neither in the aesthetics, nor in the magnetism of the character, nor in the ability to communicate, nor in having his own identity. In the 80's he was a rather shy man with an uncharacteristic style and the 2000's man became a man with a much more charismatic aesthetic with his black turtleneck sweater, his small glasses, his short hair and short beard obtaining a look of confident leader much more powerful, printing his own mark. Steve Jobs worked on himself and his leadership.


There is a phrase from the Belgian singer Jacques Brel that we like a lot and that is "Talent is desire" because when we talk about the talent of the leader, we also refer to the desire of the leader to be a leader.


“Leadership and the willingness to learn go together. Leaders learn to be leaders and they continue to learn as leaders.”


John F Kennedy


A good leader is made because he wants to be a leader, because he is inspired by other leaders and especially because he works on his skills to be one.


The leader to be a leader needs only one thing (it seems to be a joke, but it is not): to have followers, because a leader who has all the virtues of a leader (charisma, ability to convince, a great vision) but that nobody follows is not a leader, it is an expert, or it is an interesting interlocutor but it is not a leader. Who is the first to follow a leader? The first one who must follow a leader is himself, that is, the first one who must have a leader is himself. I need to have the power to convince myself that what I am going to do as the leader is right. I need to have confidence in myself, otherwise I will not be able to demand that others have confidence in me.


If we try to synthesize the two key concepts to be a leader, summarizing the great theorists of the field, we can say that leadership can be summarized in two words: vision and empathy.


And knowing what those two words really mean, we could just end this book on leadership here. If you have a vision, you are empathetic, you know where you want to go, you anticipate, you release energy and illusion so that people trust you and follow you, you are already a leader! What we are going to try to do in this leadership book is to go deeper into how we need to do it and propose a method to have a vision and to release empathy.


Without a doubt, leadership is the art of persuasion, the art of having the ability to move people in the direction you want. A true leader knows how to exert a positive influence on others. Leadership is not about power but about social influence on people. You are not a leader because of your status, money or professional position but you are a leader because of the recognition of others.


Leadership has nothing to do with the title of the person, you can be a director, a minister or a president and not have any leadership etc.


No doubt, your future without leadership would be compromised and limited in time.


Leadership is a concept as old as the world itself. Throughout history, leaders have emerged and shaped future leaders for generations to come. Leaders have challenged the "status quo," emerged in times of great crisis, helped to overcome moments of change, and generated movements of people as followers.


What leaders have in common, it seems, is a deep level of awareness. This is accompanied by a great ability to understand their environment and to inspire others to follow them. It is relentlessly expressed in their ability to execute and achieve their goals. We will analyze in detail the concept of leadership and leader which has its roots in looking within, influencing around, building and achieving one's vision.


You don't have to be in a certain position to be a leader. A project or area manager can influence the people on the team he or she leads, yet is not the president of the company. However, not everyone is born with the innate ability (or willingness!) to be a leader even if they are in a leadership position. In this case, you can acquire the skills necessary to become a leader through the in-depth study of leadership through practical techniques and tools that will provide you with everything nature did not give you in this sense. If you don't develop these skills, you will probably become a follower. Even if you are in a position of power, people will not follow you even if they like certain behaviors in you.


In this book, you will learn that the first important skill of a great leader is following. We are all followers in general no matter what role we play. If you already consider yourself a leader you should strive to apply all the skills of a follower, because leaders are both followers and leaders. It may seem like a paradox but great leaders must be followers at the same time. Let's imagine that you are the President of the Republic, you may have a vision for your country but on certain economic, legal or scientific aspects, you will follow experts who are leaders in their field. A bit like Picasso: he probably influenced many artists but he himself was influenced throughout his career by other artists and intellectuals who were leaders in their field.


“Those who try to lead people can only do so by following the crowd.”


Oscar Wilde


As we have said before, there are two essential things that every leader must have:




	First of all, a clear and defined vision of the direction he wants to take, of what he means by objective.


	Second, empathy with the people who must lead and share this vision so that they can participate freely according to their will.





You will also learn how to use your skill development and be assertive in your career. Personal development skills are important at any stage of your career and you will also learn the essential resources to develop others.


The leader's vision is a way of thinking about accountability. All intentions, actions, and results must be viewed through the leader's vision in order to focus the leader's fundamental responsibility on results.


In this book, we will discuss practical rather than theoretical tools that, if implemented immediately, will help you get the recognition you want, by improving the results you want for you and your business.


Remember that you are not a leader because you want to be a leader, but because you are recognized as a leader by others.


In each chapter, we will present you with a series of resources so that you can create your own personalized development plan and guide you through it for your organization, your team and yourself. If you adopt the development techniques we present in this book, your results will improve, your reputation will shine and your career will undoubtedly be boosted.


And finally, you will learn how to motivate those around you to get what you want and that they will want too.


We can only wish you success and happiness in your new life as a leader!




CHAPTER I


WHAT IS


LEADERSHIP?


WHAT IS LEADERSHIP?


1. Leadership: a definition




	Definition of leadership: the ability to influence people around us to achieve a goal.


	Characteristics of the leader.


	What leaders do compare to managers.


	Some examples of historical leaders: Winston Churchill, Martin Luther King, Nelson Mandela





“A true leader doesn't have to lead, he just has to show the way.”


Henry Miller


If you go to Google and search for "definition of leadership", you will probably find as many definitions of leadership as there are leaders. The concept of leadership is vast and complex, and has probably been well studied and worked on for centuries. There are many books on the subject, and many different approaches to the concept; Harvard University 1quotes the existence of over 15,000 books on leadership. The reality is that there are many types of leadership: family, professional, political, religious, etc. and basically everyone has their own definition, but if we were to give a more concrete definition of leadership, we would focus on this idea that the leader is someone who has a vision, who is able to anticipate the future and who empathizes enough with people to make them follow him.
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