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            Introduction

         

         In a bid to embrace the power of new technology, we placed the following comment on a social networking site:

         
            Google gives employees a free massage on their birthday. Does anyone have any examples like this (your own or others) of how leaders can create an environment at work that motivates their people?

         

         We normally get a great response to requests like this; however, on this occasion we only received two replies:

         
            1. ‘I could give you plenty of examples of how we’re demotivated.’

            2. ‘Yes me too.’

         

         Imagine these people were part of your organization. Would it surprise you to hear comments like this?

         Let’s not beat about the bush, leadership can be tough. New leaders are often required to step out of the shadow of a previous leader, perhaps establishing themselves as the person in charge when previously they were a peer. If you’re new to an organization, you have to adapt to its culture, then, just as you’ve got used to the way things are done, everything changes and you need to be ready to lead yourself and others into unchartered and hostile territory. Sometimes your work is underpinned by crippling personal doubt: ‘Can I do this?’, ‘Is it worth it?’ And even after you’ve succeeded, when things hit a rough patch, people start questioning whether it’s time for you to leave. From the point where you step up to the point that you bow out, you’re in the spotlight (and the firing line) with people looking to you to keep them motivated and constantly deliver results.

         But it’s by no means all doom and gloom. There are many examples of great leaders who achieved brilliant things against all odds, and you’ll find this book packed with their real-life ideas, strategies and tried and tested winning solutions to challenges that you face. So whether you’re starting from scratch as a new leader, an existing leader who needs to raise their game, or just want to aim higher and do what the best leaders do, you’ll be inspired both by what they have achieved and what you have the potential to achieve.

         The difference between leadership and management

         People often ask how leadership and management differ. One of the best ways to describe this is using Stephen Covey’s jungle analogy. The worker on the ground is busy cutting down trees and undergrowth. The manager supports the worker, keeping him on task and on track. The leader, however, is the person who climbs the tallest tree, surveys the area and works out if they are heading in the right direction. The leader points the way for the others to follow.

         Picture yourself at the top of that tree. It is your job to understand the big picture environment – where are the ‘thunderstorms’ that can impact your operations? The leader should also look down and keep in touch with how operations are progressing on the ground. For example, can you see any issues across teams which are consistently hindering operations? Is the delivery of the overall operation progressing at the expected pace and to the right standard? The leader also needs to ask, is this still the right jungle to cut down?

         Where leaders spot new luscious jungles to conquer, they need to be confident that their vision for the future is viable and secure the resources needed to plan and execute it. Since they can’t do all the work themselves, they need to inspire other people to believe in their goals and motivate them to channel their energy towards it, sometimes operating from outside of their comfort zone in challenging situations.

         Finally, strong leaders come down from their tree and spend time on the ground, among their people. They seek to understand what it’s really like down in the jungle, set an example, recognize effort and achievement and inspire high performance during good times and bad.

         You’ll find all of this – plus more – covered in this book. 

         The difference that makes the difference!

         When we first began working in the leadership arena we studied many effective leaders, hoping to identify, for each person, the one thing that was critical to their success. However, we quickly discovered that there was never a single factor that made the difference. In contrast, it was the sum of many individual parts that came together to create the whole.

         So we then asked the question, ‘Well, what is the magic combination of factors that drives leadership success?’ We were attempting to create a helpful recipe – so that if you put the ingredients together, you could generate a great outcome. However, yet again, we discovered there is no definitive set of factors that makes leaders brilliant.

         Instead, through our research and our work in developing successful leaders, we have come to realize that leadership is like using an artist’s palette. The colours represent the strengths that support leaders to excel, such as great oratory skills, calmness under pressure and the ability to make effective decisions. But no two leaders will ever paint the exact same picture. No leader uses the same combination of colours as another leader. And, just like art, although some pieces are clearly better-loved than others, there is rarely unanimous agreement of brilliance. Even the most popular leaders can have their critics.

         You can think of this book like an artist’s painting box. We’ve covered the key colours that make leaders effective, for you to explore and practise applying with your brushstrokes. You will use some colours more than others and you may not use some at all. You can experiment by consciously applying these leadership skill ‘colours’ as you attempt to create your own masterpiece.

         You will notice that we refer to the same leaders multiple times throughout the book. Since there was never one thing that made a leader brilliant, it’s useful to look at the multiple aspects that helped them to succeed. Imagine that we are painting a picture, and each time we refer to a leader again, we are adding a new colour to the canvas, creating a richer picture overall.

         Finally, as you review the case studies of real-life leadership which depict a great use of a specific skill, we recommend that you focus on learning about the particular area which is the subject matter of the chapter. It’s very easy to become distracted by other elements of a person’s leadership – ‘They may have been good at x, but they were useless at y!’ And we agree with you, but that doesn’t mean you can’t learn a lot from specific things that leaders were good at.

         The A–Z of leadership

         Finally, each of the chapters in this book links to a different letter of the alphabet. In our home country, the United Kingdom, an A–Z is a map book – something that helps people to have smooth journeys and to get back on track when things go wrong. We very much hope that our A–Z is a useful guide to you as you continue on your own leadership journey.

         
             

         

         Alison & David Price

      

   


   
      
         

            A: Aspiration

         

         
            Never tell me the sky’s the limit when there are footprints on the moon.

            – Author unknown

         

         In the introduction, we explained that there is no single definitive set of factors common to all great leaders. There was, however, one common theme that did crop up time and time again – leaders aspire to achieve goals. This chapter therefore explores the fuel that ignites their vision and how they transform a compelling idea into a clear guiding focus for yourself and others to follow.

         Dark times ignite change

         As the pastor Charles Swindoll once said: ‘We are all faced with a series of great opportunities brilliantly disguised as impossible situations.’ For a young, unassuming Indian lawyer named Mohandas Gandhi, this took the form of a train journey in 1893, from the British Colony Natal in South Africa to Pretoria. Although Gandhi originally travelled to South Africa for work, this train journey would change the course of his own life and many others worldwide.

         Gandhi held a ticket for first class; however, despite being impeccably dressed in a suit and causing no trouble whatsoever, a white passenger complained about his presence – Indians were not allowed in first class. Gandhi was therefore humiliatingly ordered to move to third class. When he refused to move, he was thrown off the train and spent the night shivering at the station. Throughout the long, cold night, he pondered the sobering alternative: ‘Should I go back to India or should I stay in South Africa and fight for my rights?’

         Gandhi soon uncovered far more injustice in South Africa – Indians could only build homes in areas set apart for them. They were forbidden from going out at night without a permit and Gandhi was even forcibly removed from walking on a footpath. Gandhi had spotted a chance to improve a very negative situation and he felt fired up to pursue it. The seeds of his vision had been laid.

         Spot an enticing opportunity

         While some visions, like Gandhi’s, are sparked by dark times, others are born out of situations that are fundamentally OK but where far-sighted people see that there is an exciting opportunity to be grasped. For example, in the late 1970s, Sir Richard Branson and his partner Joan were on holiday in the British Virgin Islands and were trying to catch a plane to Puerto Rico when their flight was cancelled. The airport terminal was full of stranded passengers, so Branson made a few phone calls and agreed to charter a plane for $2,000. He then divided the price by the remaining number of passengers, borrowed a blackboard and wrote: ‘VIRGIN AIRWAYS: $39 for a single flight to Puerto Rico’. Bookings poured in and Branson was so inspired by his achievement that, on his return home, he called the aircraft manufacturer Boeing to ask how much it would cost to lease a second-hand plane for a year. A new business opportunity had been spotted and the first step towards launching his airline had been taken.

         
            [image: alt] Great things are born from great opportunity – either to rectify a negative situation or optimize a positive one.

            Pick a compelling opportunity in your own life where you can be a leader who inspires positive change. Draw a picture to represent what you want to achieve in future. You can work on creating this vision throughout the book.

         

         X marks the spot

         You can think of a vision as a treasure map – something that identifies where you aspire to be in the future. People (including the leader!) should be able to clearly describe the future state that they are heading towards. For example, prior to the launch of his airline business, Branson described his vision for Virgin Atlantic – to create a ‘high quality, enjoyable and value for money airline’. Through this short description of his vision you can easily understand Branson’s business idea. Clear visions are helpful because they create a common understanding of what needs to be achieved, and they enable everyone to channel their efforts in the same direction. 

         Visions often evolve over time – using our treasure map analogy you can reach a location where treasure is buried and then move on towards another location in search of further bounty. For example, Gandhi’s early vision was to fight against Indian discrimination in Natal, South Africa. However, many years later, his focus shifted towards attaining ‘Home rule for India’, therefore aiming to free the nation from the rule of the British Empire.

         Even when your vision is evolving, you still need to ensure that you have a single core focus. While you can efficiently work towards reaching one specific place, when you are simultaneously aiming for multiple crosses on a map, you can experience a sense of chaos.

         This situation was faced by Steve Jobs in 1997, on his return to the helm of the computer company Apple. He found that while employees were working hard, they were channelling their efforts in numerous disordered directions. This meant they were struggling to produce anything and what they were creating was often of a poor standard. As a result, profits were plummeting and the company was close to becoming bankrupt.

         Three elements that support a good vision

         Specificity: Linking back to our treasure map analogy, the treasure will be much easier to find if you know precisely the spot where you are aiming for. The same goes for visions. Branson’s vision to launch a ‘high quality, enjoyable and value for money airline’ and Gandhi’s vision to achieve ‘Home rule for India’ are both specific, tangible and easy to understand. As was NASA’s vision statement regarding their goal to put man on the moon: ‘Perform a manned lunar landing and return.’

         Succinctness: Being succinct helps to achieve clarity, especially if what you are trying to explain is actually quite complex. For example, when striving to obtain funding to launch Google, Sergey Brin and Larry Page needed to describe the vision for their business and were able to do this in one sentence: ‘Google provides access to the world’s information in one click.’ A good rule of thumb is that a vision should be communicable in ten words or less.

         Emotional connection: Visions should excite and inspire the listener, and that means that a vision needs to be all about them and not all about you. Let’s take Branson’s 1984 vision for Virgin Atlantic and hypothetically reword it to make it all about him: ‘Our vision is to make money by providing a new airline.’ This clearly does not have the same impact! In contrast, back in 1984, the prospect of travelling on a plane that would revolutionize the industry – with entertainment, panache and tasty food – provided at a lower cost than traditional air travel, was a different and enticing prospect.

         
            [image: alt]Aim to summarize your goal into a vision statement. Make sure that this statement:

            
               • Is ten words or less 

               • Specifically states what you are aiming to achieve

               • Creates an emotional connection with the listener.

            

         

         The difference between a vision and a mission

         People often get confused between the concepts of a ‘vision’ and a ‘mission’, partly because there are many conflicting definitions of what visions and missions are. Put most simply:

         
            • A vision is where you aspire to be in the future.

            • Your mission is what you aspire to do, at your best, every day – the philosophy being that if you excel at your mission, you will achieve your vision.

         

         If the vision is symbolized by a cross on a map, the metaphor for a mission is footprints in the sand – in other words the journey towards a vision. Your mission summarizes your purpose, in other words what you are there to do on a day-to-day basis.

         To explore this further, let’s take Gandhi’s vision to achieve ‘Home rule for India’. Gandhi dreamed that in the future India would no longer be ruled by the British Empire.

         His mission was ‘non-violent resistance’. On a day-to-day basis, the Indian people needed to peacefully resist British rule, for example by marching in protest, holding rallies and by stimulating mass boycotts of British goods such as clothing and salt. Gandhi’s hope was that, over time, this type of aggravating behaviour would become so problematic to the British government in India, that it would give way and allow India to become an independent nation. In other words the mission would lead to the achievement of the vision.

         But do I really need this vision and mission stuff?

         We have come across leaders who believe that visions and missions are just fancy words on a page that are not really needed. This shows that they have totally missed the point of these powerful concepts.

         A vision summarizes what you are aspiring to achieve – it is at the heart of where you are headed and succinctly describes what success will look like. Your priority should not be ‘wordsmithing’; instead you must ensure that the essence of the vision itself is right and that you truly understand what future state you aspire to achieve. If you can’t describe this, how can you expect others to follow you there? Also ask yourself whether you are excited by the prospect of achieving your vision – if you aren’t, it’s unlikely that other people will be either.

         Your vision and mission should help to drive everyday decisions. For example, if you want to achieve ‘Home rule for India’ through non-violent resistance, would your mission be to kill someone who sought to take away your rights? Probably not. 

         The power of a leader with a vision can be seen through Branson and Gandhi’s legacy. Today Virgin Atlantic flies to over 30 destinations worldwide and carries around 5 million passengers each year. Under Gandhi’s leadership India achieved independence to govern themselves in 1947.

         
            [image: alt] Great things are born from great opportunity – either to rectify a negative situation or optimize a positive one. When a leader spots such a chance and creates a compelling vision, amazing things can be achieved.

         

      

   


   
      
         

            B: Backing

         

         
            If you can dream it, you can do it.

            – Walt Disney

         

         The world is full of people with grand visions that have the potential to change lives. Yet many of these remain nothing more than good ideas. Convincing other people that you’ve come up with the best idea since sliced bread may seem easy until you ask them to invest money, time or energy! So how do leaders secure the backing required to evolve and sustain their grand ideas?

         The vision

         In the early 1940s Walt Disney sat on a park bench at a fairground and watched his young children riding on a merry-go-round. As he waited patiently for the ride to finish, he asked himself, ‘Why isn’t there a place where children and their parents can have fun together?’ That moment marked the beginning of the dream to create the happiest place on earth – one with flying elephants and a magical fairy-tale castle – known affectionately today as ‘Disneyland’.

         Believe in your idea

         If you don’t believe in your idea, it’s certain that no one else will, so leaders must have complete confidence in their vision and be able to defend it when it comes under scrutiny. The path to realizing a vision is seldom easy. It takes courage and determination and you must live by the Japanese proverb, ‘Fall down seven times, stand up eight.’

         Disney faced an absolute barrage of criticism directed towards his big idea: ‘You can’t operate a theme park all year round’, ‘You won’t make enough money’, ‘People don’t care about the little details.’ Despite numerous knock-backs from investors and acquaintances telling him he was ‘completely nuts’, Walt never gave up on his dream, so much so that he was prepared to mortgage his own house to help to pay for it.

         As you will learn throughout this book, history’s greatest leaders, such as Martin Luther King and Nelson Mandela, all had massive belief in their causes. This sense of certainty and purpose gave them the confidence they needed to keep going against all odds and to infect others with their enthusiasm, passion and determination.

         
            [image: alt]Think about your vision now. On a scale of 1 to 10, how much are you passionately committed to what it is that you are trying to achieve (1 = not at all, 10 = completely and wholeheartedly)?

            If you didn’t answer 10, what are the things that you need to do to increase the score you gave? Write out a list. 

         

         Manage the downsides of risk

         Even with the strongest belief in an idea, there is also a sobering message to be heard – if you are embarking on something new, you must manage the downsides of the risk.

         Walt put himself (and his animation studio employees) in a very precarious position when financing Disneyland. If the theme park venture had failed, it would have brought the studio down with it, and his staff were very frightened about losing their jobs. Although ultimately things turned out fine for Walt, there are numerous other examples that do not have such fairy-tale endings.

         Richard Branson gives sound advice to overcome this problem: ‘Make bold moves but ensure there is a way out if something goes wrong.’ This attitude was illustrated by his approach to transitioning from the music business to setting up an airline. When launching Virgin Atlantic, Branson leased a plane from Boeing that could be returned after twelve months if the business wasn’t successful enough. Critically, this meant that if the venture failed, it would not bring down the rest of his business. Branson was quite clear that he did not want people in his music company to lose their jobs from a failed branch-out initiative.

         By default of their position, leaders assume responsibilities for the livelihoods of other people and they need to take this responsibility seriously. 

         
            One of the most important phrases in my life is protecting the downside.

            – Richard Branson

         

         Use your network to help you

         Securing funding for Disneyland was no easy task. The final cost of building the California theme park was $17 million – in today’s world, that figure would have been around ten times more. Inspiringly, this park bench vision was achieved by a man who earlier in his life had been virtually penniless.

         Walt struggled to secure enough backing to build the park. He therefore called upon his brother, Roy, who was a commercial mastermind to help to come up with a solution.

         Help isn’t always something that us humans proactively seek. At school, we are proactively taught to do things ourselves – getting other people to do our work for us is bad and equates to cheating! There’s also a certain sense of satisfaction to be gained from persevering and succeeding in solving a tough challenge ourselves – just think about how addictive a tough puzzle can be and how disappointing it feels when someone takes over and shows you the solution. However, astute leaders realize that they should not try to do everything themselves, and instead they should look to others to fill the gaps, providing a shortcut to success. They are aware of when they need support and they are not afraid to ask for it. 

         If you don’t think that you know anyone who can help you, remember that the size of your network is far greater than the people you know personally. You may only know 500 people, but if those 500 people each know another 500 people, suddenly you have an enormous pool of opportunity.

         For example, Richard Reed, Adam Balon and Jon Wright had failed to secure funding for their new smoothie business, despite numerous attempts. They were tens of thousands of pounds in debt, so, in a final act of desperation, they sent an email to everyone they could think of entitled ‘Does anyone know anyone rich?’ They got two replies, including one from a friend who had done work experience with a wealthy businessman called Maurice Pinto, who went on to make a £250,000 investment into their venture ‘Innocent Drinks’.

         
            [image: alt] With regard to a goal that you want to achieve, write down where you could benefit from additional support. How can you take advantage of your network to help you with this?

         

         Don’t start from scratch – tap into your existing achievements

         Moving from the animation business to opening a theme park was a pretty dramatic step, particularly when nothing like Disneyland had ever been created before. It can sometimes prove impossible for other people to make the leap of faith needed to buy into your idea. In the words of Disney, ‘I could never convince the financiers that Disneyland was feasible, because dreams offer too little collateral.’

         Starting from scratch equates to doing things the hard way – when struggling to achieve buy-in to an idea, ask yourself, ‘What have I already achieved and how can this shortcut my route to success?’

         Disney’s strength lay in his track record in the cartoon business – he had been a successful animator for many years. Roy Disney therefore suggested asking television networks to invest in the theme park venture. In return for guaranteeing bank loans and for providing a small amount of direct funding, Disney could offer them a share of profits from the park, plus the opportunity to make a documentary programme about its construction. This was a potentially attractive offer, since Disney already had a strong cartoon fan base which the television network could capitalize on, before the financial returns from the park came to fruition.

         After approaching a couple of different networks, the American Broadcast Company agreed to give Walt the backing he so desperately needed.

         
            [image: alt] What existing assets or achievements do you already have that give you a foundation for your new initiative? How can you capitalize on these? 

         

         Formalize your agreement

         The sweetest of deals can fail catastrophically when there is a breakdown in relationships between key partners. Key partners may involve financial backers, business owners or people that you integrate closely with.

         Making formal agreements with partners, particularly if they are close acquaintances, may feel uncomfortable. People don’t like asking difficult questions which could throw a potential deal off course, but failure to seek formalized agreements and details with key partners upfront can have massively detrimental effects in the longer term.

         When launching a new initiative it is essential to ensure that the following has been achieved with all key partners:

         
            • Ensure that you have a common and detailed understanding of the future course of action

            • Ensure that you have a transparent and accurate view of resourcing requirements (e.g. time, money, personnel, etc.)

            • Identify potential risks and how they can be mitigated

            • Give explicit detail around any commitments made by either party, including any criteria that need to be achieved to activate a commitment

            • Plan regular review meetings to monitor the above criteria. 

         

         It is recommended that the above are summarized in the format of a signed, written agreement, even if you already have a close or established relationship with your partner.

         
            [image: alt] Identify any key partners involved in your idea. Ensure that you have covered the above checklist off with each key stakeholder and addressed any gaps.

         

         The realization of a vision

         Millions of people still visit Disneyland California each year. If you’ve ever had the privilege of looking up in awe at Walt’s fairy-tale castle or catching a ride on one of his flying elephants, you’ll know just how special Walt’s vision was and how worthwhile his efforts to bring it to fruition were. When we visited Disneyland we were hugely inspired by a simple wooden bench with a small plaque that read, ‘The actual park bench from the Griffith Park Merry-go-round in Los Angeles, where Walt Disney first dreamed of Disneyland.’ Maybe it’s time to take a stroll in the sun and pause for a while to reflect on a park bench – who knows what you will achieve as a result.

         
            [image: alt] In order to make your vision a reality you will need belief in your idea, and you should consider how to protect as well as play to the strengths of the assets you have.

         

      

   


   
      
         

            C: Compelling Communication

         

         
            Speech is power: speech is to persuade, to convert, to compel.

            – Ralph Waldo Emerson

         

         Once your inner circle of partners has bought into your idea, you may need to take your vision to a wider audience, which frequently takes the form of public speaking. You can think of public speaking as like baking: some people are naturally better at baking than others, but if you follow a recipe and keep practising, you are likely to get great results.

         In this chapter we will take inspiration from two ‘master chefs’ of public speaking: John F. Kennedy, with his announcement at Rice University in 1962 to put ‘Man on the moon’; and Martin Luther King, using his ‘I have a dream’ speech from 1963. Both dialogues are frequently listed in opinion polls of the greatest leadership speeches of all time. Interestingly, even though these two presentations are on very different subjects, they both cover six key themes. We will explore what these key themes are, and you can then use these to structure your own powerful leadership speeches.

         
            [image: alt]If you have access to the internet, you might like to try to read and/or listen to both of the speeches referenced above before reading further. 

         

         1. Define where you and your audience are now

         This serves both to introduce the platform for change and to mark the point that needs to be departed from.

         
            • JFK stated that ‘We meet in an hour of change and challenge, in a decade of hope and fear in an age of both knowledge and ignorance.’ He referred both to America’s (then) limited capacity for space travel, plus the more subtle message of the existence of an underlying power struggle with the Soviet Union.

            • Martin Luther King described the existence of racial inequality, where black people were segregated from white people, experiencing poverty while other Americans were able to prosper.

         

         2. Describe your goal

         For the speech to be effective in stimulating change, the audience needs to understand the vision for change through a headline statement of what will be different or achieved in the future.
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