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		FOREWORD

			 

			I started my first business at school aged just 14 and have been fortunate enough to run a wide range of businesses since then in digital media, commodities trading, retail, distribution and even film. From this, I have gone on to teach on prestigious MBA programmes, and often get asked that perennial question by my students: ‘What makes a great leader?’ In truth, I’ve never had a robust answer. Like so many, I’ve learned on the job – through a mixture of accidents, serendipity, luck and tenacity. In today’s world, though, you need more. You need a grounding in leadership if you really want to succeed – and that’s where Drew Povey comes in. 

			Drew Povey is without a doubt a charismatic, respected and inspiring leader. But that has come through decades working in the field, honing his craft through teaching in, leading and turning around one of the most challenging schools in the United Kingdom, and by working with elite leaders in sports, corporations and public service. 

			His curiosity has created a wealth of knowledge through which he’s been able to connect the dots – creating a leadership model based on real-world grit and experience, and which can be adapted and applied to all of our careers. Drew’s leadership model encourages collaboration and gives the tools for all of us to dig in deep and show the courage and changeability that I have seen him demonstrate so many times in his career. In the time I’ve got to know Drew, our discussions over dinners often get us to the subject of leadership. Not the war stories of our own lives, but rather more deeply into the essence of what it is. I’ve often hoped Drew would distil some of the insights he’s shared with so many of us into a reference book, and was therefore so excited to receive The Leadership Factor!

			Co-author Laura McInerney is one of the United Kingdom’s foremost experts on education and schools. A former teacher herself, Laura’s insights from teaching in challenging schools and later career in education journalism and policy shine through the book, introducing learning from observing dozens of the best, the worst, the most innovative and most interesting schools and education leaders doing what they do best. She also challenges us as readers, encouraging us – for example – to look at funeral parlours to study the very best in customer service: ‘It sounds counterintuitive, but it’s a service that’s delivered during an incredibly distressing time, to very nervous and usually unfamiliar customers, and it can only be done once. Screwing up a funeral is unacceptable, so they tend to have fantastic customer services processes, based on lots of communication, and the teams are proactive in checking over and over again that everything is planned.’

			This is not your typical leadership book. This is not the result of a thesis, a hypothesis or even a single life-changing event. This is not your typical leadership book because it’s written by two individuals who are not your typical leaders, nor fit the cookie-cutter of being born to lead. This is a book by individuals who learned to lead because they had to. 

			As Drew notes, ‘Being a leader in the transport industry 20 years ago was difficult. Being a leader in the transport industry today is equally difficult. But it’s also different. Now, customers expect 24-hour access to customer services. And they are able to communicate their dissatisfaction in ways that go viral overnight. An angry holidaymaker in the past might have told all of their friends about their let-down experience, but it would’ve taken weeks and reached maybe 20 people. If that same person takes to Facebook with a video, it could easily have over 1000 views within an hour.’ And that is what this book is about: those practical, learnable leadership skills that allow you to make those daily positive actions to get the job done in a world where the pace of change and development is so fast, it’s easy to get distracted – and even easier to get left behind. 

			I remain vigilant and concerned that the work of a leader is never complete – and nor is the leader. But this book serves as a constant reference point to sense check those basic principles and foundations on which leadership is built for a digital era.

			Vikas Shah, MBE

		

	
	
	  INTRODUCTION

			WHAT IS THE LEADERSHIP FACTOR?

			 

			Some leaders just have it.

			They walk into a room and you know they are in charge. They inspire people to follow them: into shareholder meetings, onto sports pitches, over hills into battles. But how? What sort of person is so inspirational that even when the chips are down they make their team feel like the strongest warriors and encourage them to win, to make the critical pass, to secure that high-rolling client? In short: what is the leadership factor, and how do you develop it?

			Since I was six years old I’ve been obsessed with that question. Every morning I get up at 4.56am and while I’m working out I listen to the audiobooks of great leaders: Tony Robbins, John Maxwell, Paul McGee, Olivia Fox Cabane. Even though I don’t love reading, I’ve devoured countless books. In the past decade I’ve met or coached hundreds of executives from seriously large businesses such as Jaguar Land Rover, the London Stock Exchange, or people in very difficult jobs, like cancer nurses or the Greater Manchester Police. 

			In that time I’ve learned that the leadership factor endures across all sectors. A great leader inspires their team to do amazing things, whatever they may be. 

			But hold on, why have I been thinking about this since I was six? What sort of six-year-old worries about leadership? The truth is, I had a tough time at school. I struggled with everything: reading, maths, you name it. If it didn’t involve running around on a sports field, or engaging with as many adults as I could, then I was stuck. 

			I failed again and again at my lessons. When everyone else understood the answer to a question, I was struggling on. To cover up my insecurities I started messing about in lessons. Making people laugh seemed to be a better way to spend time than writing another wrong maths solution. 

			Only one teacher managed to get me to do anything: Mrs Firth. I couldn’t spell much when I was six years old, but I could spell her name. 

			Mrs Firth was magical. When I was in her class she made me feel ten feet tall and like I could take on the world. It didn’t matter if I stumbled on my words. Even though I misbehaved for every other teacher, I never misbehaved for Mrs Firth. 

			Question: what did Mrs Firth have that other teachers didn’t? Why was it that little Drew, who was so lacking in confidence, felt like a giant in her presence? And from that boost was able to become successful? It was not just me, by the way. Anyone who ever met her – every pupil, every parent – could see that she had it. But what is it? In her case it was an authority. A quiet determination. Something about her which screamed, ‘I’m a leader, trust me.’ But how? What did I see that made me instinctively know this about Mrs Firth?

			Other great leaders helped me after primary school. Mr Morgan, my head of year at secondary school, supported me through my difficulties with exams. At university, my lecturer Carole Fry led me into teaching Religious Studies when I was unable to get onto the PE training course. And then there’s Fred Shadwell, who mentored me through my training year and was ecstatic when I later went on to win the national Teaching Award for Best New Teacher. Or people like Ian Hopkins, who led Manchester through the aftermath of the tragic bombing of an Ariana Grande concert at Manchester Arena (which some of our pupils attended) and who helped my own children feel safe in the city during the tumultuous aftermath. 

			Passing through the hands of these amazing leaders I was able to make my way to university (something even my parents didn’t think would happen), won a Teaching Award, and became the headteacher at Harrop Fold School. At each stage I kept reading, thinking, coaching, wondering – what is the leadership factor that separates the great from the good? 

			Over the decades, I’ve listened to hundreds of audiobooks, spent thousands of hours in coaching conversations, spoken with top business leaders – and afterwards, I’d spend hours drawing out notes and creating new models, trying to work out the most important points. I’d take photos of ideas and memorise what I’d learned. 

			After 35 years of puzzling, I finally have a leadership factor formula. Each aspect has been tested with leaders and fine-tuned over the years. 

			Once you know the formula, you’ll see that every great leader exhibits the same characteristics. And because they have these traits, other humans instinctively follow, trust, and put confidence in them. The leadership factor leads players into difficult sports matches and drives them to win. The leadership factor helps society put aside its fears after a terrorist attack and turn up to a fundraising concert. And the leadership factor was what I had to develop when I led Harrop Fold from being labelled ‘the worst secondary school in England’ – with the largest debt of any UK school – to being a good school on a more stable financial footing. I didn’t effect that turnaround on my own. Not even close. The leadership factor I brought to the job motivated the entire staff to achieve this feat. 

		

	
		
			HOW DO YOU GET THE LEADERSHIP FACTOR?

			Everyone knows that you need to have the leadership factor – but what is it made from?

			 

			At Harrop Fold, where I was headteacher for almost ten years, I covered an entire wall with more than 40 laminated sheets, each describing management models for every aspect of high performance. Over time, I changed and tweaked them. I’ve used them with pupils, parents, the staff, myself – anyone who needed to remember these important life principles. The ideas didn’t live inside my head; I practised them with a vast range of people. I worked hard, honing each model, field-testing them, trying to work out which ones really mattered for great leadership. Which ones are the ‘hinge’ concepts on which everything else depends?

			Then, one day, it hit me. 

			Think of an amazing leader that you’ve worked with. Seriously, take a minute and think of one. Doesn’t matter if they are dead or alive. Just think of them, and hold them in your mind for a moment…

			How many of these characteristics do they possess? 

			
					Curiosity

					Changeability

					Charisma

					Connection

					Confidence

					Collaboration

					Courage

			

			I’ve met many leaders with the leadership factor and they’ve all had at least five of the list above, if not all seven. 

			Together, these seven characteristics are what give leaders the
leadership factor. The first two, curiosity and changeability, are about how they lead themselves internally. Charisma and connection are about how they lead others, while confidence and collaboration are about how they get other people to lead their peers or colleagues. Finally, courage is an emergent property that occurs when people act in concert with the other aspects of the leadership factor and make smart, strategic decisions.

			Here’s the truly exciting news: you can also have these characteristics. Why am I so sure? Because I wasn’t born with these skills. I was the most struggling, unlikely, un-leaderly (is that even a word?) kid, who was way off becoming a leader. But I learned these skills. It took time and effort. Sometimes I messed up spectacularly. Huge, flat-on-my-face downfalls. But I got there in the end, through perseverance and determination. And you can too. 

			As the old proverb goes: ‘The people at the top of the mountain didn’t fall there.’ I wish I could shake the hand of whoever said that, because it’s absolutely true. When I was ten I switched from playing football to playing rugby league. Unfortunately, all the other boys in the town had been playing since they were five or six years old, so I was miles behind. However, my experience of struggling at school gave me a new, useful, perspective.

			Mrs Firth had taught me that with effort I could, over time, catch up with people. Do you remember the fable of the hare and the tortoise? The animals run a race, and the hare speeds away in front of the tortoise – but gets so far ahead he sits down for a sleep. Eventually, the slow, plodding tortoise catches up and wins the race while the hare is still snoring. Great leaders are tortoises. They have to keep going, sometimes at an achingly slow pace, but by always moving forward they eventually win the race. If I wanted to succeed at rugby, the path was obvious: I needed to start working harder than everyone else. 

			Each morning I would get up early before school and watch rugby league videos that my dad recorded at the weekends. I’d watch how the players side-stepped a tackle, and I would replicate it, right there in my pyjamas in the living room. If you practise something every day then you have a chance at becoming good at it. A really high chance, in fact. 

			If you want to become a great leader, it is the same drill. You have got to practise the skills that make a great leader. Practise them everywhere. In the morning, when you’re shattered and still in your pyjamas, and your kids are having a strop because they don’t want to get up for school, that’s your moment to practise these skills. Likewise, when you get bad news, when you bump into a slow-moving person in the street, when you’re impatient in the checkout queue – in good and bad circumstances you need to practise having the leadership factor. Doing these skills every day means you will gradually become the leader you want to be. 

			So, this book gives you the seven characteristics of leaders with the leadership factor. It shows you what they look like in practice and the leaders who demonstrate them. But it doesn’t end there. There’s nothing worse than a self-help book that tells you what greatness looks like but doesn’t describe how to get there. Imagine a cookbook full of glossy pictures of a delicious Sunday roast but with no method for making it! That would be devastating. Hence, this book will also help you to develop each of the seven characteristics via a questionnaire audit, so you can check your current skill levels, and through a series of exercises designed to stretch your leadership muscles and start developing your leadership factor. There is also a full psychometric available online at www.drewpovey.co.uk to give you greater depth and insight into your leadership abilities. 

			 

			How to get the best out of this book

			Every book can be read in different ways. Some people like to read a book from the first page to the last with no interruptions. If you’re one of those people, carry on! 

			If you prefer to dip in and dip out, then I’d advise jumping to the chapters with the characteristics that most resonate with you. Maybe they are the ones you know you’re already good at, or maybe they’re ones you are bad at. But I would recommend you don’t read only those you are good at, or only those you are bad at. 

			If you want to use this book to develop as a leader then I recommend the following steps:

			
					
Commit to increasing your leadership factor. Self-help books make us feel good but they don’t really work to change us unless we set up the conditions for change. Not everyone reading this book will want to do the hard work needed to develop their leadership factor. That’s fine. But if you do want to see change, then preparation is key. As Nancy Pelosi, the first woman to become the Speaker of the House of Representatives in the US, says: ‘Organise, don’t agonise.’

					
Take the Leadership Factor Questionnaire to discover your score on each of the seven leadership qualities. The results will show which things you are already doing well and which you could improve. No one scores top marks in every category. The aim is to see your relative strengths and weaknesses. 

					
Read the chapters that you are strongest in first. It helps to begin with the chapters where you feel most confident as this will be motivational, but you don’t need to spend a lot of time on the exercises – you can simply note them and move on. 

					
Read the chapters where you are weaker (though not weakest) and pick at least one suggested activity to implement in the next month. Pick one chapter for which you have a low score and yet are motivated to improve. It is better to focus on an area which you want to improve than to leap to the thing you find most difficult but don’t care much about. 

					
Finally, read the chapters about the characteristics where you are weakest and demotivated and note your reaction. Maybe you will come away from reading these chapters thinking the skill doesn’t matter for you. As a leader, you can’t be equally great at everything. It will, however, matter to the people you are working with in your organisation. If you don’t want to work on it for yourself then at least think about all of the steps you can take to ensure that your deputy, number two, or colleagues in your team are able to make up for this deficiency. 

			

			Once you have followed all these steps you will be ready to improve your leadership factor. 

		

	
		
			THE LEADERSHIP FACTOR QUESTIONNAIRE

			 

			How do you know which areas are your weakest and strongest? You take the Leadership Factor Questionnaire.

			For each of the following statements score yourself out of ten. Give yourself zero if you know the statement never applies to you at all. Give yourself a ten if it perfectly describes you all the time. Use scores in between, with five as a central point, if a statement is ‘sometimes’ like you.

			Give yourself a score for each section.
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			Now write your total for each characteristic below and write in the rank order – i.e. give the characteristic with the highest total score (say, 38) the top rank order (1st). Then work downwards until the lowest total score has the lowest rank order (7th).
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			You now know your strongest characteristic and your weakest. It is up to you which you tackle first. 

			 

			A final word: the difference between leadership and management

			Before we get into the benefits of each characteristic and how you can develop them, I just wanted to tackle this topic. 

			This book is about leadership. It’s not about management. Some people think this is a tenuous point and will want to throw this book out of the window because they strongly believe that leadership and management are the same thing.

			Tough. Those people are wrong.

			Too often we mix up leadership and management, and if we start the wrong way then everything else I tell you in this book is going to fail. 

			So let me lay this out clearly. After reading everything I could lay my hands on about leadership and management, I have learned that this is the quickest way to tell the difference between the two: 

			 

		  Managers focus on: structures – processes – tell
Leaders focus on: people – vision – sell

			 

			That’s not a spurious difference. It’s real. The two can seem similar. After all, you may see yourself as a manager and yet you focus all your time on people, so who am I to tell you that you’re wrong? But I don’t care what your job title is. That’s not what we’re talking about. When you get up in a morning, and go outside to do your jobs, you can prioritise one of two ways of working. You either prioritise structures, processes, and tell – that is, the technical parts of the job and telling people how to do them – in which case you’re a manager – or you prioritise people, vision, and sell – in which case you’re a leader. If you choose too much from pile A and try to achieve too much from pile B, then you’ll end up overwhelmed. 

			Managers focus on picking tools, developing rules and processes, and telling people to follow them. Leaders get to know the people in their team deeply, they inspire them with a vision of a future goal, and they sell the future over and over again, even when things are going wrong. You can’t do both because organisations need a full-time leader. It is a job in and of itself. If you’re spending any time on management, then in those moments, the organisation is absent a leader. And organisations always need leaders. Hence, you need to know and recognise the difference. And if you want to learn about leadership, this book is for you. 

			If you’ve made the choice to be a leader, then I am very glad to see you. Organisations today are commonly overmanaged and underled. I see way too many company leaders focusing only on the here-and-now. They spend their working hours thinking about what is happening today: how are we paying this bill, what’s our latest order sheet? And they forget about where the organisation is going in the long-term – which is crazy, because whatever else is uncertain about the world, it’s pretty likely that tomorrow is going to follow today. 

			 

			How do you lead an ostrich egg?

			If I’ve convinced you of the critical importance of leadership then you can skip this next bit. But those people who are sniffy about leadership theories sometimes think that management is the more difficult task. At this point, they will say that the book ought to be about ‘management’ because that’s where the true difference is made in an organisation. I’m not necessarily going to disagree. But bear with me as we head into a short thought experiment. 

			I need you to imagine a cargo ship full of precious ostrich eggs. The eggs must travel a long distance across a stormy sea. Throughout the journey the eggs must be kept at precisely the right temperature and stacked in precisely the right way to avoid spoiling or breaking. Day-to-day management of the eggs is vital. A climate control manager tweaks the cool air as needed. Boat crew-members re-stack the boxes and turn the eggs as needed. All these jobs are imperative to the safe handling of the eggs. But all that activity – that turning, and tweaking, and re-stacking – becomes pointless if the ship runs into an unexpected landmass because no one was keeping an eye on the horizon. Leaders look at the horizon; management looks after the eggs. Both are vital, but they are not the same job. 

			‘Aha,’ says the leadership sceptic, ‘anyone can look across the horizon to see a landmass, but only a focused, conscientious mind can look after the eggs in a careful manner.’ I’m not arguing with that. And yet, I’ve never seen an organisation that’s over-stuffed with people who want to take responsibility for leading. Why? Because it’s scarier to be proactive – to seek out a new direction and follow it – than it is to be reactive. On the ostrich-egg ship, managers are always responding to fluctuations; but these are finite issues, with finite solutions. If the air gets above 20 degrees, you set the air conditioning to bring it down. If it gets below 15 degrees, heat it up. Standing on deck, however, involves looking into the dark, never knowing what you are looking for, and trying to figure out where you should go next. What’s that up ahead? A landmass? A storm? The tentacles of a giant squid? And how on earth will you deal with any of those things? (For reference, if your boat ever gets suckered by a giant squid, turn off the engine, and it will simply swim away!)

			I am not the first person in history to make the distinction between managers and leaders. In the early part of the 20th century, entrepreneurs like Henry Ford worked out how to divide tasks so that humans could create complex items via a factory line. It’s how Henry Ford managed to crank out so many cars in such a short period. Leadership theorists observed this method of production and thought that detailing every process in an organisation, and improving it, was the way to improve businesses. But those theorists missed the point of leadership – that is, they underestimated the involvement of people in each process. The same process would run quicker with some team leaders compared to others. It wasn’t just the workers who mattered – the person in charge mattered too. 

			The ‘heroic leader’ myth goes back to ancient times: think of Egyptian rulers, Roman emperors, even Jesus. In the last hundred years leaders such as Churchill, Gandhi, Steve Jobs or Elon Musk were exalted as individuals to admire and whose skills were replicable. The driving leadership belief was that one man (and back in the day it was usually a man) had led thousands of people to shift the world in a big way, so all we needed to do was find more great leaders and follow them. 

			However, by the late 1990s leadership theorists had worked out that it was tough to find great leaders, and it wasn’t always obvious if they would continue doing great things. Researchers therefore turned their attention again to the processes and systems used by great businesses, particularly Japanese companies, which had innovative ways of producing new technologies. 

			Throughout the ’90s the focus was again back on process minutiae. Schools re-evaluated timetables, staffing, their assessment frameworks. Hospitals focused on bed management and waiting-time targets. It was a very management-oriented approach: looking for a specific strategy which, if followed by all managers, would lead to everything being okay. Except, it wasn’t. The problem of a rules-focused approach is that it misses the innovation and dynamism that comes with leadership. 

			Leadership – whether in teams, or via great men or women, or any other way – is not about tinkering with frameworks. It’s about people. And you can’t manage people. I know that sounds strange but I’m going to say it again:

			 

		  You cannot manage people.
You can only lead them.

			 

			Processes can be managed. But people? If they don’t like what you are telling them, they can up and leave, especially in the modern economy where workers have many employment choices. You simply can’t manage people any more than you can manage time. Think about it: time is always the same. Sixty seconds in every minute. Sixty minutes in every hour. You can try to manage that all you want. But it will never change. You can allocate time, but you can’t manage it, in the same way that you can’t manage people. You can only lead them. And those people will either choose to follow or they will choose not to follow. But you can’t make them do anything. Just like you can’t change the number of minutes in an hour. 

			Why are people central to leadership? Because they are the raw ‘tool’ that organisations are really working with. And what a tool! People are brilliant. Everything amazing that has ever been done has come from a person. Not from a structure, or a system, or a policy framework. Amazing things come from people. 

			Right this second I am looking at my phone and there are a ton of apps on it. I use them every day. Those apps came from people and they always will. Even if artificial intelligence writes code for apps in the future, do you know who will have had the initial idea to make that happen? A person! Leaders think about people first and foremost.

			Secondly, great leaders have a vision for what their people will do. They don’t just gather people together for no good reason. They have an idea of what to do with them all. Beyond the manager’s acceptance of the day-to-day actions, the leader creates a future projection of where the organisation aspires to be and makes people believe that (a) it is possible to get there, and (b) the world will be a better place once the group does so. 

			Which is why, in order to get people to do what the leader wants, the leader has to sell. In the book To Sell Is Human, Daniel Pink describes a study showing that 40% of our working lives is spent selling. When I heard this, I thought it could not be true. Can nearly half my daily life be spent selling? That sounded ludicrous given that I was a headteacher, and we didn’t sell any services. 

			I set out to disprove Pink’s theory by keeping track of every bit of selling I did in one day. I managed to do my daily workout, eat breakfast, get to school. No selling. This was super easy. Eat this, Daniel Pink! Then one of the senior leaders came up to me to say that the pupils needed talking to about their uniforms because so many were turning up untidy. I disagreed with their view, and explained that I wanted us to frame the behaviour differently and celebrate positives in the morning rather than handing down uniform punishments. The senior leader agreed. Uh-oh. That was sale number one. I noted it on my iPad. 

			Going around the school I noticed that a kid – let’s call him John – had been kicked out of English again. ‘John, what’s going on?’ I asked. 

			‘It’s not me, sir,’ he protested. 

			‘Are you sure?’ I asked. 

			John shifted, ‘He threw a pencil at me and I threw it back.’ Classic! 

			‘John, this is English, and it’s going to be important. Why’s it important?’ 

			John shifted about, ‘Because I’ve got to be able to read my bills and apply for jobs, sir.’

			He had guessed it. Over the next couple of minutes, I managed to get him to knock on the door, apologise and go back into the lesson. 

			Sale 2: onto the iPad. 

			By this point I’d been in school an hour, already done two major sells, and through the next few hours sold more and more until, by the time I left, I was wondering if 40% was a bit low. Then I arrived back home and thought, ‘Surely it’ll stop here.’ 

			Except, my kids were trying to eat their tea and Max, my youngest, wouldn’t eat his vegetables. 

			It started again: ‘Do you want to be big and strong?’

			‘Yes, I want to be bigger and stronger.’ 

			‘You know you need nutrients to build muscles?’

			Uh-oh. I was selling again. 

			Then the middle one didn’t want to get into the bath after football (‘You don’t want to be waking up covered in mud, do you?’) and the eldest wouldn’t do his homework (‘You’ll be in trouble tomorrow at school if you don’t, and your learning will take a dip’). 

			Finally, once they were all bundled into bed, I sat down in front of the telly with Vicki, my wife, and there was a football match on that I really wanted to watch. Sadly, that was one sell I didn’t make that night! But the point is, I was selling all day and I had to agree that 40% of the day was about right. Selling is how you lead people to do things.
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| enjoy implementing and driving change when necessary -

| am generally able to react quickly when something unexpected happens -
I like being in a fast-paced environment -
oL |
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Collaboration
| facilitate dependence on teams rather than working independently -
I value collaboration over competition -
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| seek explanations for failures

| find myself constantly questioning and asking why
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