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VIOLET SEDONA, the author.


Violet Sedona is the director of a service company that has more than 500 employees. Graduated in business administration and management and with knowledge of psychology, she wants to share her experiences in the company and in life itself with those who want to overcome, or learn how, any situation that prevents them from growing as people in this life.  Thanks to his books, many people have succeeded and have achieved what they always thought they would never achieve. 



PROLOGUE 

This is the ultimate guide to becoming a true leader (if you aren't already).

Everyone talks about LEADERSHIP, but few understand it. Most people want it although only a few achieve it. There are more than fifty definitions and descriptions of leadership... but... What is this intriguing matter we call "leadership"?

Leadership is something that can be taught, it is not some kind of exclusive club for "those who were already born with that status of club members." The reality is that we all, to a greater or lesser extent, have personal characteristics that constitute the raw material of leadership, and we can enhance them or finish acquiring them if we ourselves believe that we suffer from a lack of them.

These latent abilities are developed but do not manifest. The true “born leader” will always emerge, but to remain at the top they must develop the characteristics of leadership.

Perhaps because most of us want to be leaders we become emotionally involved in trying to define leadership.

Or, perhaps because we know a leader we try to copy his behavior and describe leadership as a personality, even though it is not.

With the reading and help of this book, this guide, you will develop that "latent" leadership that we all, even if we think we don't, possess.

Let's learn to let our leadership flow and become true leaders.


INTRODUCTION

The key to the success of any endeavor is the ability to lead others successfully.


Everything rises or falls because of leadership. This statement is usually tried to change to: «Almost "Everything rises or falls because of leadership." Most people seek the exception rather than being exceptional.


Right now you lead with a certain level of skill. To exemplify this principle, let's say that on a scale of one to ten, your leadership ability reaches a level of six. This is what I know: the effectiveness of your work will never surpass your ability to lead and influence others. A person cannot sustainably produce at a level higher than that of leadership. In other words, your leadership ability determines your level of success and the success of those who work with you.

An interview with the president of a hotel chain was recently published in a well-known magazine and he said, “If there's one thing I've learned during my twenty-seven years in the service industry, it's this: Ninety-nine percent of employees want to do a good job. "The way they do it is simply a reflection of who they work for."

This humorous anecdote underscores the importance of effective leadership: During a sales meeting, the manager was complaining to the sales force about disappointingly low sales numbers. "I'm tired of poor performance and excuses," he said. "If you guys can't do the job, maybe there are other sellers who would be happy to sell the great products that each of you are privileged to represent." Then, pointing to a newly hired salesperson, a retired soccer player, he added: "If a soccer team isn't winning, what happens?" Players are replaced. Isn't that so?


The question hung in the air for a few seconds; Then the former footballer responded: "Actually, sir, if the whole team fails, usually a new coach is looked for."2


Leadership is something that can be taught.

Leadership is not some kind of exclusive club for “those already born into membership.” The personal characteristics that constitute the raw material of leadership can be acquired. Link them with the desire to be a leader and nothing will prevent you from becoming one. This book will provide you with the principles of leadership. You must supply the desire.

A well-known writer tells an anecdote about a group of tourists visiting a picturesque village. As they passed a man sitting by a fence, one of the tourists asked him in a haughty manner: "Have any notable men been born in this village?"

The old man answered: "No, only children."

Leadership is developed, not manifested. The true “born leader” will always emerge, but to remain at the top they must develop the characteristics of leadership. There are actually four categories or levels of leadership:

The leading leader:


•         Born with leadership qualities



•         He has seen leadership modeled throughout his life.



•         He has learned more about leadership through training.



•         He has self-discipline to become a great leader.


Note: Three of these four qualities are acquired.

The leader who has been formed:


•         He has seen leadership modeled most of his life.



•         You have learned about leadership through training.



•         He has self-discipline to become a great leader.


Note: All three qualities are acquired.

The latent leader:


•         You have seen leadership modeled recently.



•         You are learning to be a leader through training.



•         He has self-discipline to become a good leader.


Note: All three qualities are acquired.

The limited leader:


•         Has few or no ties to leaders.



•         You have not received training or it has been limited.



•         He wants to become a leader.


Note: All three qualities can be acquired.

There are very few books on leadership; most have to do with administration.

There seems to be a lot of confusion about the difference between “leadership” and “management.”

These five characteristics separate “leader managers” from “everyday managers”:


1.      Leading managers are long-term thinkers who see beyond the problems of the day and quarterly reports.



2.      Leading managers take an interest in their companies without limiting themselves to the units they lead. They want to know how all of the company's departments affect each other, and they constantly extend beyond their specific areas of influence.



3.      Leading managers emphasize vision, values, and motivation.



4.      Leading administrators have strong political capacity to confront the conflicts inherent to multiple constituents.



5.      Leading managers do not accept the status quo.


Management is the process of ensuring that the organization's program and objectives are implemented. Leadership, on the other hand, is about evoking vision and motivation in people.

«People don't want to be managed. They want to be directed. Has anyone heard of a world administrator? From a world leader, yes. From an educational leader, yes. From a political, religious, explorer, community, labor, business leader [...] Yes, they direct, they do not administer. The carrot always achieves more than the whip. Ask your horse. You can direct your horse to where there is water, but you cannot force him to drink it. If you want to manage someone, manage yourself. Get that right and you'll be ready to stop driving and start leading.


•         Knowing how to do a job is the achievement of work effort.



•         Showing others is the achievement of a teacher.



•         Making sure work gets done for others is the accomplishment of a manager.



•         Inspiring others to do better work is the achievement of a leader.


Read this book and apply the principles of leadership. He will get it.


DEFINITION OF LEADERSHIP:

INFLUENCE

Everyone talks about it, few understand it. Most people want it, few achieve it. There are more than fifty definitions and descriptions of leadership... but... What is this intriguing matter we call "leadership"?


Perhaps because most of us want to be leaders we become emotionally involved in trying to define leadership. Or, perhaps because we know a leader we try to copy his behavior and describe leadership as a personality. Ask ten people to define leadership and you will receive ten different answers. After more than four decades of observing leadership within my family, and after many years of developing my own potential, I have come to this conclusion: Leadership is influence. That's all. Nothing more, nothing less. My favorite proverb about leadership is: He who thinks he is leading and has no one following him is just taking a walk.



James C. George of ParTraining Corporation spoke very effectively in a recent interview with Executive Communications: «What is leadership? Take away, for a moment, the moral issues behind it, and there is only one definition: Leadership is the ability to gain followers.


«Hitler was a leader and so was Jim Jones. Jesus of Nazareth, Martin Luther King, Winston Churchill and John F. Kennedy were all leaders. Although their value systems and managerial abilities were very different, each had followers.


"Once you have defined leadership as the ability to gain followers, you work back from that reference point to decide how to lead."1


Therein lies the problem. Most define leadership as the ability to achieve a position, not to gain followers. Therefore, they go after a position, rank or title, and when they acquire it they think that they are already leaders. This way of thinking creates two common problems: Those who possess the "status" of leader often experience the frustration of having few followers; and those who lack appropriate titles may not see themselves as leaders, and for that reason do not develop leadership skills.

My goal with this book is to help you accept leadership conceptualized as influence (that is, the ability to gain followers), and then work back from there to help you learn how to lead. Each chapter is designed to put in your hands another principle that will help you develop your leadership. This first chapter is designed to expand your level of influence.

HOW TO UNDERSTAND INFLUENCE
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Everyone influences someone.

Sociologists tell us that even the most introverted individual will influence ten thousand people in his or her lifetime!

This surprising piece of information was provided to me by my partner Tim Elmore. Tim and I conclude that each of us influences and is influenced by others. That means that all of us lead in some areas, while we are led in others. No one is exempt from being a leader or follower. Realizing your leadership potential is your responsibility. In any given situation, with any given group, there is one person who exerts a prominent influence. This person may change with a different group of people or in a different situation to become someone who is influenced by another. Let me illustrate this. The mother can exert a dominant influence on her child in the morning, before school begins. The mother can decide what the child should eat or what he should wear. The child who receives that influence before school may become the one who influences other children once school begins. Dad and Mom can go to a restaurant for lunch, and they will both be influenced by the waitress who suggests the house specialty. The time at which dinner is served may be set by either the husband's or wife's work schedule.

The prominent leader of any group can be discovered very easily. Just watch people when they gather. If something is decided, who is the person whose opinion seems to be of greatest value? Who do you look at most when an issue is discussed? Who do you agree with the fastest? And more importantly: Who are people following? The answers to these questions will help you discern who is the true leader of a particular group.

We never know who we influence or how much we influence.

The most effective way to understand the power of influence is to think about the times you have been touched by the influence of a person or event. Great events leave indelible marks on our lives and on our memories. For example, ask a couple born before 1930 what they were doing when they learned that Pearl Harbor had been bombed, and they will describe in detail their feelings and circumstances when they heard the terrible news. Ask someone born before 1955 to describe what they were doing when the news was broadcast that John F. Kennedy had been shot. It won't be difficult for this person to find the words to tell it either. A similar answer will be given by the younger generation when asked about the day the Challenger exploded. They were events that impressed everyone.

Also think about the small things or people who influenced you in a powerful way. As I reflect on my own life, I think about the influence that a camp I attended as a boy had on me, and how it helped me decide what career I should pursue. I remember my seventh grade teacher, Glen Leatherwood… the twinkling lights on our Christmas tree that gave me that “Christmas feeling” every year… the passing grade from a college professor… The list is endless. Life consists of influences that daily find us vulnerable to their impressions and, therefore, help shape us into the people we are.


J.R. Miller said it best: “There have been meetings of just a moment that have left impressions for a lifetime, for eternity. No one can understand that mysterious thing we call influence…yet all of us continually exert influence, whether to heal or to bless, to leave marks of beauty or to harm, to injure, to poison, to stain other lives.2


This truth also makes me think a lot about my influence as a father. A friend gave me a plaque with this poem on it. I have it on my desk:

The little one who follows me


I want to be very careful because a little one follows me; I don't want to stray because I'm afraid he will follow me.


I don't escape his gaze, what he sees me do he also tries. As I am, he also wants to be, the little one who follows me.

I must remember while I live,

In the sunny summers and the winter snow, I am building the years of the little one who follows me.

The best investment in the future is an adequate influence in the present.


The issue is not whether you influence someone or not. What needs to be determined is what kind of influence you will exert. Will your leadership skills improve? in the book Leaders, Bennis and Nanus say, “The truth is that leadership opportunities are plentiful and within reach of most people.”3


You must believe it! The rest of this chapter is intended to help you make a difference tomorrow by becoming a better leader today.

Influence is a skill that can be developed.


Robert Dilenschneider, the chief executive of Hill and Knowlton, a global public relations agency, is one of the nation's top and most influential brokers. He skillfully deploys his persuasive magic in the global arena where governments and megacorporations meet. He recently wrote a book titled Power and Influence, in which he lays out the idea of ​​the “power triangle” to help leaders move forward. It says: «The three components of this triangle are: communication, recognition and influence. You begin to communicate in an effective way. This leads to recognition, and recognition in turn leads to influence.4


We can increase our influence and leadership potential. From this conviction I have developed a teaching tool to help others understand their levels of leadership so that they can increase their levels of influence (see figure on page 26).

LEADERSHIP LEVELS
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Level 1: Position

This is the basic entry level to leadership. The only influence you have comes from a title. People who stay at this level take part in territorial rights, protocols, tradition and organizational charts. These aspects are not negative—unless they become the basis for generating authority and influence—but they are a poor substitute for leadership capacity.

A person may be "in control" because he or she has been appointed to a position. In that position you can have authority. But true leadership is more than having authority, it is more than having received technical training and following proper procedures. True leadership is being the person whom others will gladly and confidently follow. A true leader knows the difference between being a boss and being a leader, as illustrated by the following:

The boss manages his workers. The leader trains them.

The boss depends on the authority. The leader, of good will.

The boss inspires fear. The leader inspires enthusiasm.

The boss says "I." The leader says: "we."

The boss fixes the blame for the failure. The leader fixes failure.

The boss knows how it's done. The leader shows how it is done. The boss says "go." The leader says "let's go!"

CHARACTERISTICS OF A “POSITIONAL LEADER”.


Security is based on title, not talent. It is told of a private soldier in the First World War who shouted on the battlefield, "Put out that match!", only to discover to his dismay that the offender was none other than General "Black Jack" Pershing. When the soldier, who feared severe punishment, tried to apologize, General Pershing patted him on the back and said, "Don't worry, son. Just be glad I'm not a second lieutenant. It is necessary to understand this very well: The higher the level of ability and concomitant influence, the more secure and confident a person becomes.



This level is frequently obtained by appointment. All other levels are obtained by ability. Leo Durocher once coached first base at a Giants game at West Point. A boisterous cadet was shouting and trying to annoy Leo: "Hey, Durocher!"



Leo also shouted back: "My deputy appointed me!"5



People will not follow a positional leader beyond their established authority. They will only do what they have to do when asked. The low mood is always present. When the leader lacks trust, the followers lack commitment. They're like the guy Billy Graham asked how to find the nearest post office. When he explained how, Dr. Graham thanked him and said, "If you come to the convention center tonight you will hear me tell everyone how to get to heaven."


"I don't think I'll be there," the boy replied, "you don't even know the way to the post office."


Positional leaders have more difficulty working with volunteers, employees and young people. Volunteers do not have to work in the organization, so there is no economic lever that the positional leader can pull to force them to respond. Employees participate in decision making and resent dictatorial “leadership.” Those born after World War II are hardly impressed by symbols of authority.


Most of us have been taught that leadership is a position. We feel frustrated when we enter the world of reality and realize that few people follow us because of our titles. Our satisfaction and success in leading others depends on our ability to continue moving up the leadership ladder.

Level 2: Permission


Fred Smith says, “Leadership is getting people to work for you when they don't have to.”6 That only happens when you rise to the second level of influence. People don't care how much you know until they know how much people care about you.


Leadership begins in the heart, not the head. Flourish with a meaningful relationship, not more rules.

Leaders at the “position” level often lead by intimidation. They are like the chickens that the Norwegian psychologist T. Schjelderup-Ebbe studied when developing the "law of the fittest" principle that is now used to describe all types of social groupings.

Schejelderup-Ebbe discovered that in every chicken coop there is one hen that usually dominates the others. She can peck at others without being pecked by them. Secondly, a hen appears that pecks everyone but not the hen at the top, and the others are organized in a descending hierarchy, which ends with an unfortunate one that is pecked by all of them without being able to peck any of them.


In contrast to the above, a person at the "permission level" will lead by interrelationships. The agenda does not have to do with "the law of the strongest" but with the development of the people. At this level, time, energy, and focus are focused on the needs and desires of the individual. A beautiful illustration of why it is so important to put people and their needs first is found in the story of Henry Ford contained in Amitai Etzione's book Modern Organizations: «He made a perfect car, the Model T, which ended the need for any other car. He focused entirely on the product. He wanted to fill the world with Model T cars. But when people came to him saying: "Mr. Ford, we would like a different color car," he stressed: "you can have any color you want as long as it is black." And that's when the decline began.


People incapable of building solid and lasting relationships will soon discover that they are incapable of sustaining effective and permanent leadership. (Chapter 7, “Developing Your Most Important Asset: People,” discusses this topic more fully.) We know that you can love people without leading them, but you cannot lead people without loving them.


Careful! Don't try to skip any levels. The level that is often overlooked is number 2, Permission. For example: a husband goes from level 1, Position, a wedding title, at level 3, Production. He becomes a great provider for the family, but in the process he neglects the essential relationships that hold a family together. The family disintegrates and along with it the husband's business. Relationships involve a process that provides the glue and much of the staying power needed for long-term, durable production.


Level 3: Production

At this level things start to happen, good things. Profits increase. The mood lifts. Staff turnover is low. Needs are filled. Goals are achieved. Along with this growth comes the big moment. Leading and influencing others is a pleasant thing. Problems are solved with minimal effort. The updated statistics are made known to the personnel who supported the growth of the organization. Each member is results-oriented. In reality, results are the main reason for activity.

There is a big difference between levels 2 and 3. At the "relationships" level people meet only to be together. There is no other objective. At the “results” level, people come together to achieve a purpose. They like to get together to be together, but they love to be together to achieve something. In other words, they are results-oriented.


They are like a character represented by Jack Nicholson who, when he was in a restaurant, in a famous scene in the movie Five Easy Pieces, they tell you that you cannot order an order of toast as a side dish. So he finds a creative solution: First, he orders a chicken salad sandwich on toast, but then he tells the waitress, "I don't want mayonnaise, I want butter...and keep the chicken."


One of my favorite stories is about a newly hired traveling salesperson who sent the report of his first sales to the office written with terrible spelling mistakes. Before the sales manager could respond, the salesman sent another letter from Chicago reporting his work, with such misspellings that it was very difficult to understand. Afraid to fire him, but even more afraid not to, the sales manager took the case to the president. The next morning, the members of the sales department in their ivory tower were surprised to read on the board the two letters from the ignorant salesman and, above them, a note from the president also written with very poor spelling:

«We have spent a lot of time trying to write well instead of trying to bend. Let's pay attention to the bentas. I want everyone to read these letters from Gooch, who is doing a good job right now. "I want them to go out and do the same thing."

Obviously, any sales manager would want to have a salesperson who could both sell well and write well. However, many people who have produced great results have not been "qualified" people.


One day, one of the high-level support staff, Dan Reiland, made me understand something that I have not forgotten: "If level 1, Position, is the door to leadership, then level 2, Permission"It is the foundation."


Level 4: Human development

How do you distinguish a leader? According to Robert Townsend, they come in all sizes, ages, shapes and conditions. Some are managers with little ability, others are not very bright. There's a clue: since some people are mediocre, the true leader is recognized because, in some way, his people always show superior performance.

A leader is great, not because of his power, but because of his ability to bring power to others. Success without being able to transmit it to others is a failure. The main responsibility of a worker is to do his job personally. A leader's primary responsibility is to train others to do the job (see Chapter 7).

Loyalty to the leader is at its highest level when the follower has grown personally through the leader's direction.

Note the progression: At level 2, the follower loves the leader; at level 3, the follower admires the leader; At level 4, the follower is loyal to the leader. Because? Because you win people's hearts when you help them grow.

One of the key people on the senior support staff is Sheryl Fleisher. When she joined the team she was not a person who influenced people. I started working with her until she really became influential. Now, he is very successful in helping others develop. There is a vote of loyalty that Sheryl gives to my leadership, and we both know why. The time invested in it brought a positive change. She will never forget what I did for her. But also the time she has invested in others has helped me greatly. I will never forget what she has done for me.

The leaders around you should be people who you personally left an impact on or helped develop in some way. When that happens, love and loyalty will be seen in those who are closest to you and on whom key leaders have left their mark.

There is, however, a potential problem with moving up the levels of influence as a leader and becoming comfortable with the group you have trained to surround you: you may not realize that many new people look to you as a “positional” leader because you have no contact with them. The following suggestions will help you be a people trainer:


Walk slowly through the crowd. Find a way to stay in touch with each person. In my congregation of five thousand members, I do the following:



•         Learn new names through the directory with photographs of Church members.



•         Write messages for members of the congregation and read them to them when delivering them (I deliver about 250 weekly).



•         Read all membership applications.



•         Read and answer letters.



•         Attend the social event organized by each Sunday School group each year.



Prepare key leaders. I systematically meet and advise those who have influence within the organization. They, in turn, pass on to others what I have given them.


Level 5: Personality

I will spend little time talking about this level since most of us have not yet reached it. Only a lifetime of proven leadership will allow us to reach level 5 and reap the satisfying rewards for eternity. I only know this: one day I would like to reach this level. It is possible to achieve it.

THE CLIMB THROUGH THE LEADERSHIP STEPS

Here are some additional teachings about the levels of leadership process.

The higher you go,

more time is needed.

Every time there is a change in your job or you join a new circle of friends, you start again at the lowest level climbing the steps.

The higher you go, the more

high is the level of commitment.

This increase in engagement is a two-way street. A greater commitment is required not only from you but from the other people involved. When either the leader or the follower does not want to make the sacrifices that the new level demands, influence begins to decrease.

The higher you go, the easier it is to steer.

Notice the progression from level two to level four. The focus goes from arousing sympathies for your person to arousing sympathies for what you do for the common interest of those committed (to arousing sympathies for what you do for them personally). Each level reached by the leader or followers will be one more reason for people to want to follow them.

The higher it goes, the greater the growth.

Growth occurs only when effective changes take place. Changes will become easier as you move up the leadership levels. As you move up, others will allow and even help you make the necessary changes.

Never leave the base level.

Each level rises above the previous one and will collapse if the lower level, on which it is built, is neglected. For example, if you move from a level of permission (relationships), to a level of production (results), and stop caring about the people who follow you and help you produce, they may develop a feeling of being used. As you move from one level to another, your leadership with a person or group of people should become deeper and stronger.

If you lead a group of people, you won't be on the same level with all of them.

Not everyone will respond the same way to your leadership.

For your leadership to continue to be effective, it is essential that you take the most influential members of the group with you until you reach the highest levels.

The collective influence of you and other leaders will bring rest. If this does not happen, there will be a division that will affect the interest and loyalty of the group.

CONCLUSIONS ON INFLUENCE
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We now have a blueprint that helps us understand what influence is and how we can increase it. The map tells us that to get to the top we have to do two things:

KNOW WHAT LEVEL YOU ARE AT RIGHT NOW.

Since you will be on different levels with different people, you need to know what level those people are on. If the people who have the greatest influence within the organization are at the highest levels and are supportive, you will be able to achieve success in leading others. If those with great influence are at the highest levels but do not support you, problems will soon arise.

KNOW AND APPLY THE QUALITIES NEEDED TO SUCCEED AT EACH LEVEL.

Here is a list of several characteristics that must be manifested with a degree of excellence before advancement to another level is possible.
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