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Foreword


In the complex intricacies of organizations, great leaders are the beacons that inspire and guide, orchestrating a symphony of success. In any organization, the role of leaders is paramount. Great leaders inspire and guide their teams to success. They possess a unique set of skills that encompass both Management and Leadership abilities (See the chapter related to Management and Leadership for full difference explanations). This book illustrates the importance of having great leaders in any organization, highlighting the need to master the skills needed to achieve transformative impact.


See, the first Wonder of the model described in this book to sustain those needed skills. Great leaders play an essential role in defining and aligning an organization's vision and mission. They have the ability to articulate a compelling vision that motivates and engages employees. By clearly communicating goals and objectives, leaders drive individuals to work together towards common goals. Great leaders ensure that all aspects of an organization's activities are aligned with its vision, fostering cohesion, focus and progress.


Love and laughter, the final wonders of this book: Leadership isn't just about giving orders, it's also about inspiring and motivating teams to perform at their best. Great leaders have excellent interpersonal skills, enabling them to build strong relationships with their team members. They foster a work environment that encourages collaboration, creativity and innovation. By investing in the development of strong relationships with their team, leaders create a sense of loyalty and commitment, which translates into increased employee engagement and productivity.


The "Taste" Wonder of this book: Great leaders possess exceptional change skills, enabling them to make the best possible decisions, even in complex and uncertain situations. They can consider different perspectives before deciding. In addition, they foster healthy debates within their teams, encouraging healthy debate and promoting innovative solutions. Great leaders are also flexible and adaptable, reacting quickly to changes in the business environment and making the necessary adjustments to keep the organization on track.


The "Smelling" Wonder of this book: Great leaders are lifelong learners, constantly seeking opportunities to improve their knowledge and skills. Great leaders invest their time to personal development, whether it be as simple as watching a video or listening to a podcast to improve a practical skill, attending workshops, or full courses to gain commences and even conferences to gather different ideas. By honing their Management and Leadership skills, they are better equipped to meet challenges, coach others and bring about positive change within their organizations.


The "Hear and Touch" Wonders of this book: Great leaders excel in the art of communication, enabling effective collaboration and fostering a shared sense of purpose. They can communicate these goals, expectations and feedback clearly and convincingly, ensuring alignment at different levels of the organization. By facilitating open and transparent channels of communication, leaders create an inclusive and cohesive working environment that fosters teamwork and synergy.


Organizations that prioritize the development and training of great leaders reap the benefits of increased employee engagement, improved productivity and long-term growth. Consequently, mastering Management and Leadership skills is crucial for people who aspire to become outstanding leaders in any organizational context and at any level.


Mastering Management and Leadership skills is not only essential, but vital for people striving to make an indelible mark in any organizational context. How to master these two essential skills is accurately described in this book, along with a host of practical tips and tricks on how to put them into practice.


ChatGPT.


Personally, I have had the immense privilege for the last 3 decades to meet thousands of leaders all over the world. Some of them are great leaders and clearly inspired me to write this book. Many examples are narrated in each chapter. Some other leaders inspired me even more to provide them what they miss for becoming a great leader. This has certainly been my main motivation to jump into the adventure of writing: transmitting a message, that we all should listen to make our organizations better, every day.


Leadership can be thought of in line with the five senses plus two (the 7 Wonders of Great Leaders™ model) because it’s fundamentally about connection, perception, and interaction between people. Great leaders tune into their environment, much like our senses tune into the world. They "sense" what their teams need, adapting their approach based on what they perceive. Thinking about leadership through the senses grounds it in humanity. It’s not just about strategy or results; it’s about the experience—how leaders see, hear, and touch the lives of their teams and organizations. Essentially, leadership mirrors the sensory experience because it's about creating meaning, building trust, and fostering connection through every interaction. The five senses (plus two) provide a metaphor for this nuanced, multi-dimensional influence.


Guy Vandenberge
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The story of the 7 Wonders of Great Leaders™


And it all started with our customers...


For more than 20 years I created and delivered hundreds of training sessions, been involved in many leadership meetings and been a consultant to many leadership teams. As I’ve travelled across the globe, I came to the realization that, irrespective of the which country, or countries, the company’s culture is based in, they all share the same challenge - that organizations are imperfect. And this affects all aspects of the company daily.


Whether in any field or sector of activity, a common denominator has become apparent. Of course, this common denominator didn't immediately occur to me. It wasn't until I'd met at least 15,000 people that it dawned on me.


This observation of organizational imperfection can be summed up as follows: a permanent difficulty in balancing the organization's structural elements with the day-to-day behavior of its representatives. A simple example explains this imbalance: take an organization's values. The vast majority of companies have spent time creating them, but I have found that most employees could not explain them, let alone know how to demonstrate them. This is just one ‘imperfection’ that cuts at the company’s culture and hence its ability to perform.


An organization's values are the guiding principles that govern how its members are expected to behave. Or, more technically, the principles that guide the way the organization operates and relates to its partners.1 Some organizations define their values clearly, completely and precisely. In such cases, senior management invests considerable resources in defining them, communicating them, displaying them, disseminating them, explaining them and so on. In short, the structural side of the organization is clearly stabilized.


The challenge is ensuring that every employee, on every working day, demonstrate the behaviors that the company values are based on. Most employees find it difficult, after much thought, to name one or other of their values. Their actions and words are rarely in line with what has been defined.


The result is a important imbalance between the structural and behavioral parts.


I've also frequently seen the opposite. An implicit and unclear line of conduct exists, a family of behaviors is found without really knowing whether they are desired or not. Most employees will tell you that there is indeed a "corporate culture" here, that we are "one big family". But when asked what values represent this culture, no one is aligned behind clearly defined common principles.


Again, an imbalance between behavioral and structural aspects.


I've deliberately taken a simple example based on values. This imbalance between structure and behavior can be seen at every level of the organization and in every aspect of their work from decision making to system management. This imbalance is blatantly apparent at all levels, and no company is spared. Some organizations have compensated for this imbalance, more or less skillfully, in order to achieve greater consistency between the stabilization of the organization's structure and the day-to-day demonstration of the behaviors of those who represent it. But it must be said that the ideal balance is never achieved. We are very close to utopia. Another example might be appraisal systems and how they are applied in companies. Many companies have rigorous performance management systems. All too often, these systems are abused, misapplied or even torpedoed by the employees themselves. Why is this? Once again, an imbalance between the theory advocated in a system and its concrete day-to-day application by those who are supposed to use it - on the appraisee's side and/or the appraiser's side. Once again, the opposite is true. Here we have employees talking to each other, developing and improving on a daily basis, and even receiving feedback from their bosses and colleagues. All wrapped up in the illusion of an appraisal system, one or two pages to be completed at the end of the year to give useless statistics to a totally disinterested management committee. In short, rebalancing.


The genesis of The 7 Wonders of Great Leaders™ came from the above observations, in terms of management and leadership. Note that these two concepts are extensively described in the chapter devoted to these two subjects.


Through observing these imbalances in many organizations throughout my extensive career, I have developed the 7 Wonders of Great Leaders which aims to support leaders minimize these imbalances and become more effective and productive.


The beauty of these ‘wonders’ is that they are behavioral in nature to help you bridge the gap to established, traditional structures. So not only will you be able to know what do to, you’ll know how to do it.


Which brings us to what leadership is all about: a process of influencing people to achieve a desired result. Leadership will be developed in greater detail in the chapter dealing with this subject.


The leadership behaviors described and explained in this book are generally simple and common sense. Countless times, participants would come up to me at the end of the session to shake my hand and thank me for these teachings. However, there was one particular comment I often heard... "Thank you for these teachings. Thank you for these lessons, but I won't be able to apply them! Why is it, then, that a significant number of corporate "leaders" agree with the behavioral principles of leadership, but are "stuck" in their concrete day-to-day application? The answer lies - once again - in the imbalance between the behavioral and structural parts of the company. Here we have "leaders" who want to apply the behaviors taught, but who lack the "structure" to do so. What is the most common reason for this lack of structure? No well-defined tasks, no clearly defined objectives, no evaluation systems, no structured reporting, no effective dashboards, etc... Too many structures, not enough behaviors or too much focused on assumed behaviors and not enough structure.


The 7 Wonders will allow anyone to be a great leader through creating the right balance between good structure and demonstrated leadership behaviors. Tools to help you demonstrate the behaviors your colleagues expect of you, so as to help them get the job done. But this requires that their work is first defined within a very precise framework. Otherwise, it won't work. For example, if I want to help one of my colleagues develop his programming skills on a computer system. I can explain, show, test, ask questions and so on. But first we need to define what this task involves (there's basic programming and advanced programming), what the expected end result should look like (the objective can be simple or complex) and how we're going to know whether what's being programmed corresponds to what our internal customers expect (satisfaction indicator system). If all this doesn't exist, there's no point in what I say and do...


If we now put simple words to this complementarity between structure and behavior, we'll speak of Management and Leadership. An entire chapter of this book is devoted to clarifying these two concepts, which are overused in our companies and, it has to be said, all too often confused.


What I needed was a model that combined both structural elements (Management) and behavioral elements (Leadership).


We each receive hundreds of e-mails loaded with little stories, anecdotes and images supposed to provoke inspiration or reflection. In the winter of 2010, I received one of these e-mails with a lovely story, and I'm sharing it with you. It's a legend, of course.


A young girl, still a child, was asked: "What are the 7 wonders of the world?


The question may seem naïve, as few adults are even able to name the 7 wonders of the world in their entirety...2


After a few moments' thought, the girl replied: "The 7 wonders of the world? Seeing, Hearing, Touching, Tasting, Smelling, Laughing and Loving."


That's a very pertinent and wise answer. This wisdom certainly feeds the "leader" in business. What I want to establish is that to bridge the imbalance stated before, just like the ancient wonders, I will lay the foundation of great leaders using these building blocks.


For these 7 Wonders, here is a summary of the actions that every "leader" must be able to master in the exercise of their function:


Seeing: Visioning, setting goals, seeing beyond colleagues, preparing for the future.


Hearing: Listening to colleagues and their needs.


Touching: The business up close, understand it, know it and measure it.


Tasting: Appreciate, master and initiate change.


Smelling: What's new, innovating, integrating technologies.


Laughing: Provoke collective commitment and create passion.


Loving: Motivate the troops with enthusiasm.


So, there you have it, the 7 Wonders of Great Leaders™. Each of these wonders is detailed in the following chapters to help you understand how to apply them in your daily life.


Let's relate these 7 Wonders to Management activities and Leadership behaviors. What emerges very precisely is that these 7 Wonders are evenly distributed along these two axes. These links are detailed in the chapter "The 7 Wonders of Great Leaders™ Model.


In order of Management, we find Seeing, Tasting, Smelling and Touching.


In order of Leadership, we find Hearing, Laughing, Loving and Touching.


You'll have noticed that the "Touching" Wonder is positioned in terms of both Management and Leadership. This is normal and correct in the sense that this Wonder applies to both activities.


The 7 Wonders of Great Leaders™ model is born!


The entire rest of this book details the daily application of these Wonders, as well as how to improve to become a great leader...





1 Businessdictonary.com


2 The 7 Wonders of the Ancient World: the Pyramid of Cheops, the Hanging Gardens of Babylon, the Statue of Zeus, the Mausoleum of Halicarnassus, the Temple of Artemis, the Colossus of Rhodes and the Lighthouse of Alexandria.










William Dunhill


Throughout this book, we'll be referring to a fictional leader whom we'll call William Dunhill.


William is an industrial engineer with a degree from an established university, speaks three languages and works in a production environment. He joined the company ABC five years ago, and after working his way through a few departments, William is now responsible for a team of five people. It's worth noting that these five people also have teams of their own to lead. This is nothing new for him; he has already had the opportunity to lead teams in the past. But now, the challenge is greater. He's closer to general management and his work is closely scrutinized. He no longer has the right to make mistakes, even if in the past he has made a few that served as good experience.


Generally speaking, William could be any one of us.


On a personal level, William enjoys maintaining interpersonal relationships with his colleagues. He tends to have a relatively wide network of colleagues and professional contacts, and smells at ease in any type of meeting, whether made up of colleagues or strangers. William has a general tendency towards optimism and enthusiasm. Enthusiasm he can easily find in his colleagues. Nevertheless, his natural optimism sometimes has caused issues in the past, and he's not 100% down to earth. He's not a dreamer, but he needs to conceptualize his various thoughts precisely. William likes to be around other people who don't count the hours.


From a professional point of view, the company William works for is a major global pharmaceutical industrial group. He oversees a team of production chemists and biologists, who in turn are responsible for teams producing various drugs. His direct supervisor is the production manager, who in turn reports to the site manager in Europe. International management is based in Geneva.


Customers are asking for products, which is positive, and we can say that financially, the company is doing well, but not excessively, with public shareholders keeping a close eye on things.


William doesn't have many work routines apart from a few weekly and monthly meetings and one or two international meetings a year. His work is punctuated by the daily influx of questions from his colleagues and the constant demands for reports from his superiors. This doesn't prevent William from being a hands-on man, close to his team and able to switch easily from one subject to another during his long working days.


William is currently 39, married and has two children, aged 7 and 10. His wife works in the secretarial department of a construction vehicle maintenance company.










Management & Leadership


No one "leader" is alike... Within each company, different types of leaders often carry out their duties in very different ways. I've been making this observation every day for the past 20 years, all over the world. Two basic activities are combined: Management and Leadership.


There are countless instances of these two concepts being mixed. But they are two different concepts. Complementary but different.


The confusion between these two concepts can also be explained by two factors: overuse of these terms, and language.


First, overuse. No presentation on "how to be a good leader" fails to mention these two concepts. They are used indiscriminately, thinking they mean one thing and using the other. They've become commonplace words, part of every company's vocabulary, and it's rewarding to throw them into the conversation here and there, thinking they'll sound serious. A simple Google search for the word "management" yields over 4 billion hits, each one undoubtedly better than the next. Leadership does less well with only 800 million3... We see it even in higher education, where there are countless ‘management’ programs but less ‘leadership’ programs.


So, it's time to get back to basics and stabilize what these two concepts mean and how to apply them. And why? To avoid confusion in our respective discussions. I see so many conversations about team "management" when what is really meant is "leadership" or, again, vice versa. What is the "leader" to do when he receives feedback such as "you need to improve your management" when in fact we're thinking about leadership or, once again, vice versa?


Then there's the question of language. I've noticed something quite simple every time I'm in an English-speaking country: the difference between management and leadership is much clearer than in my native language French. This is due to the simple challenge of translation. Management exists in French and is translated as "gestion". As a result, the English words "management" and "leadership" are used in our French vocabulary.


And the dictionary won't help or enlighten us4 : Management refers to "a set of techniques for directing, organizing and managing a company". I almost totally agree with this part. Where it sticks is in the second meaning: "all the managers of a company". Ouch... The "management of this company has decided...". How many times have we heard this phrase? Management doesn't decide anything. Courageous men and women decide and form a management team. The nuance may be slight, but it is an essential difference. Let's be precise to avoid any confusion.


From the dictionary again, Leadership refers to "leadership function" or "dominant position". Leadership is not a function but a set of behaviors. See below for more details and clarifications, where I also make a clear distinction between what a manager is and what a leader is.


I didn't dare look at other dictionaries for fear of injecting even more confusion...


Culturally, I've also noticed that the word leadership can be awkward at times. Let's take an example that I've often had the opportunity to try out. Imagine you're at a wedding reception on a Saturday afternoon, meeting up with an old friend. Very happy to see you again, the conversation starts. "What's been going on with you?" Blah blah blah... " And what do you do?" (Implied as a profession, of course). "Ah, I'm the leader of a team of 15 telecom salespeople! And you? ..." How do you think this answer is perceived? Most of the people I interviewed answered "arrogance". This person thinks she or he's a leader! Let’s do that interaction again, but this time changing just one word: "Ah, I'm the manager of a team of 15 telecom salespeople! And you? It sounds softer, more correct, more logical, like everyone else after all. In short, we are afraid of the term "leader" or "leadership". We think, wrongly, that it's reserved for a rare elite, over-intelligent and gorged on success to the point of getting their picture on the front page of the world's weeklies. You'll discover later in this chapter that we're surrounded by great leaders who bear witness every day to what it means to be a leader, without being known only to the company or team that respects them.


In his latest book, John Kotter5 comes to a similar conclusion. He also observes that too often "Management" refers to a position in the organization or a team of individuals at the top of the hierarchical pyramid.


So, let’s now stabilize these two concepts.


Management involves three major activities: the design, construction and maintenance of a ready-to-use structure. In other words, the result of all management activities is a "managerial structure". This can vary from a simple team of a few people to a multinational corporation. For example, the structure of a small sales team, its organizational chart and how it will function on a day-to-day basis, or the structure of a global industrial group and how each entity feeds into the headquarters. The three Management activities remain identical, whatever the size of the resulting structure. It's the scope of action that differs.


The first step is to design the structure. In concrete terms, this means drawing on a blank sheet of paper what the desired structure should look like. This is enterprise architecture. For most of us, it's not quite a blank sheet of paper. This design is fed "from the top" and consists of a cascade from a higher level for which the “boss” is responsible. Of course, there is one level where the sheet is completely white. This is at the very top. The CEO, the Management Committee, the Entrepreneur, etc... It's at this point that the assembly of all the variables making up a sector of activity will make it possible to determine what the next structure should consist of. Depending on this level, the durability of the structure may vary. It goes without saying that the larger the structure, the more complex it will be to modify it in the short term, and vice versa. There is a positive correlation between the size of a structure and the time required to modify it.


Note that this design is divided into a tangible structure (buildings, premises, machines, etc.) and an intangible structure (processes, communication, IT systems, HR, etc.). Here are a few examples of managerial design:


Tangible:




	Site plans


	Building plans


	Building access systems


	Parking lot layout


	Pedestrian, vehicle and truck lanes


	Factory safety paths


	All kinds of equipment


	
Kitchens


	Corporate marketing displays


	Office implementation


	Workstation ergonomics


	Heating and air conditioning systems


	Etc...





Intangible:




	IT Systems


	Communication and reporting systems


	Shared document storage locations


	Mail and virtual communication systems


	Corporate values


	Performance evaluation systems


	Purchasing procedures


	Production procedures


	Quality systems


	Performance improvement process


	Recruitment, promotion and dismissal processes


	Etc...





Next, construction represents the "implementation" phase of this design. The tangible part becomes visible. This is when bricks and cement are put together to form the structure. The equipment is physically installed.


The intangible part becomes perceptible and real. It's the installation of software, the implementation of a procedure, the "go live" of a new computer system. This is an important part of the project and represents the heart of any organization's operations. So, it's important at this stage to recognize the absolute necessity of clearly defining this managerial part of any organization. Otherwise, the systems no longer talk to each other, procedures are deviated from or forgotten, and the organization no longer "runs" as defined on Day 1. I suggest the following exercise: take your company, collect all existing procedures and check their actual application. If you reach 80%, you're exceptional in terms of updating your intangible managerial structure. If you're at 50%, it means you think about it from time to time, but it's not commonplace in your company. If you're at 20%, you're probably like most companies: a "structure" is enacted, put in place and then more or less quickly falls into disuse without adaptation. This adaptation means "maintenance". This is the third part of Management activities. Does the e-mail below sound familiar?


Hello everyone,


From now on, all expense claims must be submitted to the finance department by the 10th of the month. Otherwise, reimbursement may be delayed.


Thank you for your understanding.


Finance department.


What do we find later: things evolve, change, without this managerial part being adapted. What might these changes be? A new Director of Finance, a new tool for managing expense reports, the switch to credit cards for everyone, the transmission of documents via EDI, etc. In short, a whole host of changes which mean that this micro-procedure is no longer up to date.


The maintenance phase therefore requires a form of "updating" of the structure, so that it remains perennial, active and valid, both tangibly and intangibly.


On a tangible level:




	All forms of office and plant cleaning


	Repainting


	Replacing anything that wears out (filters, batteries, pumps, coffee machines, pencils, etc.)


	Preventive maintenance of production equipment


	Reactive maintenance of production equipment


	Filling consumables, from printer toner to production raw materials


	Etc...





Intangible:




	Updating computer programs


	Smartphone updates


	Elimination of obsolete procedures


	Reactivating procedures that are still relevant


	Reminder of certain operating rules


	Behavioral reframing in line with corporate values


	
Resetting IT programs


	Etc...





In their excellent book entitled "Management" Koontz, O'Donnell and Wheirich6 talk about 4 aspects: Planning, Staffing, Organizing, Controlling.


Planning: the establishment (tangible & intangible) of all aspects of what is to be achieved next. The key word here is "objectives". In cascade form:




	Define the organization's vision


	Defining the organization's mission


	Define the organization's global objectives


	Define the organization's values


	Clarify the organization's strategy


	Cascade global objectives into departmental, product or regional objectives, depending on how the organization is structured.


	Cascading down to individual objectives


	Define the tasks to be performed


	Draw the organization's premises (see this enterprise architecture work above).





Staffing: the (intangible) establishment of what types of skills will now be needed to achieve what was defined during the planning phase. The key word here is "competence". Here are a few examples of questions that human resources typically need to be able to answer:




	Who does what in the organization?


	How are tasks distributed?


	How are we going to structure ourselves? By department, region, product, etc.?


	What will our organizational chart look like? Rather flat and wide, rather vertical and narrow, rather matrix-like, a combination?


	How open will our organization be? What will its "color" be? We're referring here to the red, amber, orange, green and opal colors described in "Reinventing Organizations7 ".


	What skills are needed to accomplish the defined tasks?


	How will we recruit?


	How are we going to assess the candidates' potential?


	What are the training plans for our future employees?


	What is our salary policy and how will we pay our employees?





On this Staffing point, I think it's essential to add that two approaches are possible for "mature" organizations, i.e. those that already exist and have been operating for several years, or even decades. On the other hand, at time "zero", at the genesis of an organization, there is only one possible approach, between a conservative or entrepreneurial approach: the entrepreneurial approach.
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