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Praise for Leadership Material


“Diana Jones enables you to create a presence wherein others follow you without being asked, people support you with being influenced, and repute is manifest without being forced. Leadership Material is a tour de force for building and sustaining personal impact.”


—Alan Weiss, Ph.D., author of Million Dollar Consulting, Million Dollar Maverick, and over sixty other books


“A deep dive into what great leadership means today! If you need to improve your effectiveness and influence at work, you can be confident that Diana Jones’ challenging questions and sage advice work. Everything you need to know to become an exceptional leader is right here!”


—Marshall Goldsmith, Ph.D., Thinkers50 number-one leadership thinker worldwide


“In these chaotic and disruptive times much is said about leadership. Leadership in a successful organization is shared; it is not only the ultimate decision makers that need to lead in this fast-changing world, it is multiple layers in an organization. Never before has true and authentic leadership more important. Leadership is about people, experience, and relationships. Diana’s book Leadership Material captures the simplicity of that well.”


—Steve Tew, CEO, New Zealand Rugby


“Diana Jones understands that a leader is not just what they do but also who they are when they do it. Presence is an ephemeral concept. Diana is giving it form.”


— Matt Church, founder Thought Leaders Global


“This insightful book turns leadership on its head and questions long-held assumptions. A refreshing perspective on contemporary teams and relationships, with novel practical strategies for more effective communication.”


—Jenine Beekhuyzen, Ph.D., author and futurist; Founder & CEO, Tech Girls Movement


“Diana’s is a rare voice in the world of organizational leadership. Her approach, honed through decades of working with senior leaders in both government and business, is completely refreshing. Powerful leadership is highly personal, and it requires not only that we front up ‘as we are’ but also that we are willing to share our insights, even our vulnerabilities. This is book is a must-read for any leader who understands that their most powerful organizational tools are the interpersonal relationships and interactions they promote and support.”


—Franceska Banga, Order of New Zealand Merit, professional company director; former CEO, New Zealand Venture Investment Fund


“Diana speaks a new language of leadership that is motivational. Leadership Material gets to the heart of people working together effectively and achieving results through brave conversations.”


—Jane MacGeorge, manager, Nursing and Professional Services, New Zealand Nurses Organization


“This is the book all leaders should read. Diana captures what leadership development is about—that each of us has things to learn as we navigate multiple drivers in complex situations. We are the ones responsible for being calm in crises, communicating the real picture, and staying in productive relationship with people. These are not techniques. Diana’s findings that these capacities come to the fore when we integrate our personal, practical, and professional experiences describe precisely what I learned. I wish I’d had this book when I was a CEO.”


—Dr. Maris O’Rourke, former Secretary for Education for New Zealand; former director of education for the World Bank, published poet and writer


“In these volatile times, true leadership is one of the most critical factors to create profitable growth in companies, since true leaders can help their company grow regardless of the economic environment. Too many books on leadership remain at a superficial level. In her book, Diana gets some levels deeper. She takes the reader on a multidimensional journey to reflect on and to create executive presence, a prerequisite for being a real leader.”


—Prof. Dr. Guido Quelle, managing partner, Mandat Consulting Group (Mandat GmbH); author of Profitable Growth and fourteen other books; first European member of the Million Dollar Consulting Hall of Fame


“What resonates with me about Leadership Material is its central element that effective leaders blend their personal experiences with their professional identity. I know that too often this aspect is underdone in our leadership teams. In my experience this is essential to being an authentic leader that people want to follow. The solid analysis, insights, stories, and the practice steps at the end of each chapter help leaders draw the insights that they need to build their own effectiveness.”


—Geoff Dangerfield, former CEO of New Zealand Transport Agency, independent director and consultant


“Creating a more powerful and influential executive presence is the differentiator for the most powerful leaders in the world, and Diana’s book comes at the perfect time—when we are exhausted by the old paradigms of leadership and anticipate and welcome a more thoughtful, socially intelligent leader to take our organizations to new horizons.”


—Libby Wagner, adviser to global CEOs, author of the Amazon best seller The Influencing Option: The Art of Building a Profit Culture in Business


“A must-read for any leader of people—your life and their lives will benefit from Diana’s approach.”


—Kevin Tso, CEO, Victim Support New Zealand


“Diana coached me as I was preparing to assume a senior executive role in the Government of Canada. I saw immediate results in my ability to maintain companionable relationships in conflict situations. Her book reflects her coaching approach. I recommend Diana’s book to executives who want to be highly productive through inspiring relationships. The examples she provides in each chapter illustrate common behaviors we see at the executive table that we can all learn from.”


—Karen Robertson, executive, Government of Canada


“This is a terrific book that goes right to the heart of effective leadership. Diana takes the reader on a journey into the childhood sources of ‘unproductive’ adult behavior and presents developmental strategies that can be transformative for leaders. It’s been a long time since I have read a book that so clearly and persuasively links personal and organizational leadership. This is a developmental gem that is highly relevant to leaders and those that support them, and I thoroughly recommend it.”


—Pete Cammock, Ph.D., adjunct senior fellow, and former director of executive education, University of Canterbury; director of the Leadership Lab; author of The Dance of Leadership and The Spirit of Leadership


“‘Executive presence’ is usually seen as the aura or charisma that a leader projects in his or her workplace. Diana Jones has taken that idea and turned it inside out—and we are all for the better because of it. This book shows us that executive presence is not something you show but something you reflect by aligning your mind, heart, and guts. This is a powerful finding. As an organizational psychologist working with Fortune 500 business leaders, executive presence is one of the most frequent discussions I have with leaders. Diana’s Leadership Material will help many of my clients be more successful in their roles.”


—Richard Citrin, Ph.D., M.B.A., founder of Citrin Consulting, author of The Resilience Advantage


“Diana Jones hits the nail of challenges and opportunity for leadership on its head. Her new book tackles hard topics that can be uncomfortable to deal with but are game changers for any professional looking to optimize their influence and accelerate their success.”


—Karen Post, international branding expert, author of Brand Turnaround and Brain Tattoos


“In her fascinating new book on the importance of an executive’s presence in relationships with other people, Diana Jones addresses this critically important topic from myriad angles and perspectives, including the executive’s childhood experiences, thought processes, and emotions. All of these hidden factors contribute to the executive’s ability to generate sustainable positive results. Jones masterfully explains a wide range of the nuances involved in building effective business relationships at the executive level.”


—Dan Coughlin, president of the Coughlin Company, owner of the Business Leadership Centre, corporate and career specialist


“As an expert on talent, I’m convinced that executive presence is the differentiator between those who will remain in midmanagement and those who will soar to the top. I’ve worked with leaders in companies such as Microsoft, General Motors, and the Greater Boston Food Bank and have seen firsthand the power of executive presence. Thankfully Diana Jones’ book has come along just in time to help the next generation of leaders unlock their hidden potential and become magnetic leaders.”


—Roberta Matuson, president of Matuson Consulting; author of Suddenly in Charge, Talent Magnetism, and The Magnetic Leader


“The twenty-first-century leader needs to bring all sides of him/herself to their work. As Diana outlines in her book, their strengths lie not just in their credentials, work experience, or career trajectory, but also in how they think, learn, act, and behave based on their individual background and unique personality traits. When they bring the softer side of what makes them human into the workplace, they create tighter bonds with those they engage whether those they manage, those who manage them or their peers. And that results in increased employee satisfaction, increased productivity, and better retention. Diana’s stance is a refreshing one designed to foster better leaders.”


—Kelli Richards, CEO of the All Access Group LLC, strategic consultant, author of the Amazon best seller The Magic & Moxie of Apple


“Diana Jones has created an amazing road map, loaded with strategies and tactics, to enable leaders to transform the success of their organizations. Leadership Material is the book and mindset you must embrace if you want your organization reaching higher levels you never thought possible.”


—Chad Barr, president of the Chad Barr Group, coauthor of Million Dollar Web Presence


“Leveraging technology and big data is one thing; mindfully connecting with peers and customers is another. Relationships are often the missing link to mutually profitable business alliances. Diana’s practical book shows you how to identify and shift unproductive behaviors and truly connect with others. That’s the holistic approach that creates healthier, more sustainable organizations.”


—Lisa Nirell, strategic marketing adviser at EnergizeGrowth LLC, FastCompany blogger, award-winning author of The Mindful Marketer


“There’s a gap between where leaders are and where they want to be. This as an important book to help close that gap written by someone who has been on the front lines. This book has global applicability.”


—Dave Gardner, management consultant, speaker, blogger, author of Mass Customization


“Diana’s book is a must-read for leaders wanting to inspire, engage, and have others want to work with them. Her insights, knowledge, and real-life examples are immediately relatable. This book is an essential resource for leaders and aspiring leaders who want to blend their personal attributes with their professional capacities for best business results.”


—Kim Wilkerson, consultant, coach, and speaker; coauthor with Alan Weiss of The Language of Success


“At last there is a holistic book on executive presence that goes far beyond body language, phrasing, and how to act. A true leader knows how to view and understand their personal experiences in a way that makes them stronger, and larger. Unfortunately, too many leaders looking for executive presence bury their past rather than understand the emotional impact their past has had on how they act and how they are seen. Leadership Material takes its readers to a deeper level of understanding so they can connect with the people they lead and develop an executive presence internally, externally, and in their DNA.”


—Simma Lieberman, “The Inclusionist,” diversity and inclusion culture strategist, author of 110 Ways to Champion Diversity and Build Inclusion


“In 2005, when I founded the International Sociometry Training Network, Diana Jones was one of the first chosen to link people to like-minded fields. Her podcasts on effective leadership are evidence of her generosity as an international resource. She offers the field of social network analysis a perspective grounded in J. L. Moreno’s broader view of ‘all of mankind’ rather than systems committed to the status quo. For years, I have held her in high esteem as a treasured colleague.”


—Ann E. Hale, author of three books; past president of the American Association of Sociometry, Group Psychotherapy, and Psychodrama
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Foreword


LEADERSHIP HAS BECOME A TOPIC that tends to put people to sleep, a soporific that suggests team dysfunction, resistance to change, comparisons to Steve Jobs, labels such as aggressive/recessive G4 blue, and a sweat tent in the forest. If there is a subject in business more overdone and less understood, I’m unaware of it.


Yet organizations and individuals spend billions a year on improving leadership with scant evidence of any dramatic ROI. We endure Volkswagen emission criminality and Wells Fargo phony account fraud. We watch countless tax dollars wasted by poorly led government agencies—all of us have grown old waiting in lines at the division of motor vehicles.


How is it that a topic we can’t seem to let go of we fail to methodically improve, while depending on the latest magic self-help book or the occasional natural and great leader to magically emerge?


Watching all this for thirty years while consulting to Fortune 500 organizations globally, I’ve determined that most approaches fail to consider the human element. We mistake money for motivation and glad-handing for goals. We’ve missed the obvious: People perform best when doing what they love, are great at, and for which they are recognized. When you give an unhappy employee more money, you merely create a wealthier unhappy employee. Just observe the U.S. Postal Service if you doubt that fact.


There is a myth that people resist change, yet people are actually quite fungible. They change readily when traffic jams occur, are quick to embrace new technology, and rapidly make adjustments when such change is demonstrated to be in their self-interests. People are not expenses and machinery assets—it’s the other way around, although you’d never know it observing how most organizations, for-profit and nonprofit, treat their people.


In this original book, Diana Jones demonstrates how to combine the tangible and the intangible, the hard skills with the soft, the people with the result. She uses her keen observational skills to dissect what works and what doesn’t, and like any brilliant coach, adds her own intellectual property to what you may have thought was simple common sense. Common sense trumps “conventional wisdom” every time in my experience.


Her focus on language and communication is refreshing in an age that lacks nuance and inflection because of the flat technology most of us are forced to employ. She delves into behavioral underpinnings and then explains how to deal with them pragmatically and in the moment. Her approach is never academic, her tone never pedantic. She reminds me of one of my favorite CEO coaching clients, who had a Ph.D. in chemistry: He was a scientist and a strategist.


Use Diana’s findings as your lodestone toward truly enlightened leadership, which will be, counterintuitively, far easier than any “model,” outdoor experience, or journey over hot coals. She assumes you’re not “damaged” and provides the skills and behaviors we all need to lead people toward their maximum effectiveness.


I’m never been sure about what “presence” means, but I am sure this book is a large part of the journey to great leadership, and that’s presence enough.


Alan Weiss, Ph.D.
Author, Million Dollar Maverick, Million Dollar Consulting and over sixty other books










Introduction


MANY LEADERS AVOID WHAT THEY SEE as “the soft side” of organization life. That is, they love to strategize, problem-solve, and talk about resources, yet they hate dealing with people problems. They see relationships as messy, touchy-feely, and intangible. That’s unfortunate, because knowing how to work well with people is the key to being inspiring and influential.


I wrote this book to help leaders simplify the complexity of organizational relationships and behavior. I want them to see that by being less fearful of the soft side—and by genuinely connecting with people—their personal influence and professional success will expand dramatically.


Let me tell you how I arrived at this approach and why I think it’s so important. I had been hired to facilitate a group of experienced leaders drawn from different parts of the New Zealand public sector. They had been chosen after extensive assessment center profiling and 360-degree feedback—and each one of them was headed for the C-suite. The goal was to build strong collaborative peer relationships between New Zealand leaders by sharing challenges and giving one another feedback. In those days, a facilitator was someone who provided frameworks to help conversations, kept their own opinion out of the content, and commented on the group dynamics. We were to meet for half a day each month for a year.


Our group culture rapidly became interactive and collaborative. Someone would put an issue on the table, and everyone dived in, like hungry seagulls, to get a piece of the action. I sensed a problem, though. While the discussions were exemplary on strategy, the leaders avoided reflecting on their behavior and their impact on one another. I felt we were missing the mark, me included.


Several similar group initiatives were underway across New Zealand. Some facilitators chose to bring in specialists to speak on various topics. I didn’t want this. Knowing the depth of experience in my group, I sensed my role was to help these leaders build their relationships. I wanted to help them shift from social interactions to work interactions. How could we—as a group—interact in ways to fulfill the group’s purpose? I knew feedback wouldn’t work on its own. Using such a technique in this setting would be unhelpful and come across as forced. The only way I knew from my own relationships was to focus on my observations and invite here-and-now interactions. As a systems thinker, I knew I would have many opportunities to do so.


In our third session, Grant arrived late. Grant led the finance and strategy group in one of New Zealand’s large government agencies. I knew he was intellectually sharp and very able. He was also the youngest senior leader in his organization and in our group. He knocked on the door, began to enter, rolled his eyes, and ducked his head down. He then made a funny offhand comment and slunk into the room. On the surface, group members greeted Grant and smiled, waiting until he sat down before continuing. I had seen something else. I watched group members grimace, look down, and visibly withdraw from Grant’s entry.


With this observation, everything crystallized. Immediately, I became aware of my real role in the group. I had not seen Grant and the group members act as their genuine selves; rather, I watched Grant perform the role of the playful diverting joker, and others respond as if they had to tolerate him. I recalled moments in our earlier sessions when some participants talked incessantly, dominated, or interrupted. Others were abrupt and abrasive, and one contributed only when invited. At such times, people would roll their eyes or flinch, yet everyone was being “nice.” You know, they didn’t want to say anything. They acted as if they didn’t want to hurt anyone’s feelings—as if it weren’t their role to address unproductive behavior. Yet what was happening affected the culture of our group, especially the value each person might add.


I realized I had been waiting for a mandate to intervene. In that moment, I knew what this group wanted from me was my experience, help, and insight. I shifted from being a facilitator to leading as an insightful resourceful coach. All this occurred in milliseconds.


I decided to address the situation head-on because I knew everyone was conscious of what had just occurred, yet was acting as if it hadn’t. Grant sat down. The group resumed their discussion as if nothing had happened. I felt the unspoken tension. Knowing everyone’s development goals, I decided to question Grant and to do this with group members.


“Are you interested in your colleagues’ responses to you as you came in?” I inquired.


“Yes. Sorry, everyone, I was late.” Grant grimaced and laughed.


I continued, “I was thinking that it wasn’t your lateness your colleagues responded to. It was something else. Are you still interested?” Grant was alert to hear more and agreed.


At that moment, I had three principles in mind. The first was that the relationships and interactions in any group are a system; if I intervene effectively in any moment, that will shift the system. The second was that by bringing awareness of the interactions into the here and now, people won’t analyze or talk “about” what has happened; they will share their experience directly from their response to what occurred. This provides the whole group with information they can use to adjust their behavior if they want to. The third principle relates to “walking the talk.” If we as leaders aren’t prepared to engage genuinely with one another, how can we expect engagement from our staff, across the organization or with our customers?


I continued, “How about you choose two or three people you’d like to hear from?” He chose, then listened to their concerns.


Leader 1: “I didn’t mind that you were late. I just didn’t like your comment. I felt disrespected.”


Leader 2: “I like being in a group with you. You’re a funny guy. But when you came in today, you made a joke. That diverted us from our discussion to focus on you. I didn’t like that.”


Leader 3: “I’m late sometimes, too. What I noticed was the way you slunk into the room, and I thought that was weird. I was distracted. We are all senior leaders here. I wondered why you would do that with us?”


Grant, to his enormous credit, thoughtfully took these comments in. “I hadn’t realized. It’s true; I do like having fun and fooling around. But I also want to be a taken seriously.” Grant relaxed. He began listening and contributing from his experience. He let go of being the diverting joker and became a thoughtful contributor.


Seeing people rapidly shift from being disruptive to being productive is a powerful experience for peers. They see the immediate and positive impact of their contribution, and their respect for one another deepens. Such moments of intimacy draw people together. Intervening with peers is not about doing something wrong or being reprimanded; it is about peers sharing experience simply and genuinely. In doing so, group members deepen their connections with one another. The culture of this group shifted from being nice to one another to engaging genuinely through their relationships. Their interactions expanded, and their mutual influence increased.


This engagement was a professional turning point for me. In deciding to be “the leader,” I saw my responsibility was not to keep the conversation going, but to shift the conversation. By learning how to interact within their relationships—to say what they really thought and felt—the group could then collaborate at a deeper level, having confidence to tackle more significant topics.


At this same time, I was in discussions with members of the government’s Leadership Development Center. We noticed that some promoted to leadership roles lacked influence with their teams and in the conference room. Some lacked confidence, composure, or gravitas with senior leaders and staff, while others offended with their abrasiveness. Bosses wanted their leaders to inspire and influence others, to capture hearts and minds through authentic relationships. They wanted leaders who could shape and lead organization-wide initiatives, change cultures, and work collaboratively—who possessed the flexibility and judgment to behave appropriately in different settings. In essence, they wanted leaders able to work outside of their content expertise.


I could see that this required a new approach and that we would need to develop a new approach to learning, one which went beyond the “workshop” paradigm of teaching concepts, skills, and tools to changing behavior. The Leadership Development Center staff and I decided to use the term “executive presence” to denote leaders’ capacity to influence and inspire through genuine relationships.


I knew from my own experience that true behavioral learning is highly personalized and occurs within a relationship system of trusted companions. Learning processes include reflective, participatory, and experiential approaches whereby leaders can


• Experience their here-and-now impact with peers and experience what works and what doesn’t.


• Decide their new response, one that is from their genuine self


• Behave in challenging work situations in a manner that is genuine, rather than a constructed persona.


• Realize they, too, can intervene at key moments to create productive working environments.


• Know that their own lives and personal interactions are their most valuable leadership resources.


From that moment on, I let my professional roles of facilitator and conversation framer fall into the background. I no longer felt the need to follow some imaginary “interaction rule book” or have a mandate from group members to intervene. I accepted the responsibility to help leaders interact with each other in the here and now—to express their hearts and minds rather than behave in some artificial or outdated way. My new leadership role would now be as companionable peer and insightful, here and now resourceful coach.


As group members deepen their connections with one another, superficial social interaction gives way to conversations about getting work done. From that original group, everyone, including Grant, was soon in the C-suite in either federal government, local government, or the private sector in New Zealand. Each remains an influential, sought-after leader.


For leaders to inspire and influence others to engage productively, the real work is to function as peers while maintaining working relationships. Peers who interact as equals never behave as if they were superior or inferior to one another regardless of their structural relationship. Two things differentiate their contributions: their personal qualities and their different functions. Leaders who build trusting, two-way relationships with people’s best interests at heart attract talent and inspire others to do their best.


At an organizational level, there is (1) the agenda and (2) what really is going on.


It’s a mistake to think a designated title on a chart makes someone a leader. Leaders emerge when they provide direction in a compelling way and actively contribute toward achieving their goals. When that coincides with a title, people are relieved. When it doesn’t, people are confused and frustrated.


Leadership is not a theoretical concept. By signing up as a leader, you have signaled your capacity to create positive futures for others. This means that dealing with people, relationships, and behavior comes with the territory. It also means that at some point in your career, you will probably respond to a situation in a completely inadequate way. This could derail you, or at least cause stress, angst, and sleepless nights. Your worst nightmare as a leader has occurred. This is normal, but it can take you by surprise.


The truth is that you already have within you everything needed to respond appropriately. Executive presence is highly personalized, and the experience of development is personal and mostly private. The core premise here is that there is nothing wrong with you. Shifting circumstances and context have revealed something in your relationships and behavior that you haven’t learned yet, and these are working against you. All you have lost is your spontaneity, your capacity to respond relevantly, but trust that these can be regained.


The type of learning required in these circumstances is probably new to you. Executive presence is not about memorizing tools and techniques, although these can be helpful as short-term solutions. Having presence is about changing your behavior by integrating your emotional responses with your thinking and the actions you take. This process is holistic, irrational, and illogical. The good news is that you already have personal, easy-to-access sources for doing this—your earlier life experiences, together with your current relationships and interactions. This is your leadership material.


I hope to provide you with information, concepts, and examples to stimulate your imagination and inspire you to truly connect with those around you. By navigating the soft sides of your own life, you will discover your capacity to truly connect with others. This will help you become pragmatic, empathetic, and effective, as well as someone people want to work for.


Reading this book gives you at least five things:


• Keys to communicate simply and clearly so people know your vision, direction, and expectations


• An increased capacity for empathy and mutual relationships


• Confidence to have peer relationships regardless of authority structures


• The ability to choose how you respond in stressful situations


• Courage to speak in the here and now


Let your imagination run free and explore what is possible with your relationships. We will distinguish the behaviors that either take you toward success or pull you away from what you want to achieve.


Through these pages, I want to give you confidence in what is possible. You can let go of any need you might have to know everything. Realize that you already possess the resources to respond differently to those situations that stop you in your tracks. Moreover, the very things you might want to hide or forget will assist you in becoming your genuine self.


To help you make your relationships visible, I will share various concepts and practices from sociometry, the science of relationships. I identify criteria that create interpersonal connections and explain how distance and movement can be used as measures of closeness in relationships, and identify criteria that create interpersonal connections. I will show which behaviors are likely to antagonize others and which ones will draw them closer to you.


By reading this book and working through the practice sessions, you will improve your abilities to read people and produce results through your relationships. You will discover that you can become more influential and relevant as you inspire others and produce great results.










Chapter 1


The Demise of the Rational Leader


THIS CHAPTER DEBUNKS THE MYTH of the rational leader. The belief that being logical and rational is the only route to leadership has steered leaders’ development in the wrong direction. It’s time to redress the balance.


The long-held belief that successful leaders are rational is not true. What is true is most leaders are capable of being rational when appropriate. If rational decisions always worked, we would have solved the enduring world problems of poverty, violence, and sustainable living long ago. Leaders who only focus on technical skills will discover that these won’t help them have essential conversations or manage difficult situations. Such tools and techniques don’t cut the mustard in leading people; they are only part of the picture.


How do you become influential? What do people want from you at the leadership table? What are the qualities that ensure people are drawn to you? And how do you develop these?


People like the idea of a rational leader. The assumption that rationality is better than any other way of working devalues leaders’ personal experiences. Why on earth would we do that? The rational leader values thinking, reasoning, and facts over all else. They believe feelings are soft and fluffy—immaterial at best and irritating at worst. By valorizing rational leaders, we fail to acknowledge that leaders are people, and leaders need people to get things done.
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