














PRAISE FOR GREAT LEADERSHIP


“A must read for professionals from all sectors. The use of dynamic examples and easily understood models brings this often-times complex subject to life. This is a great primer for junior and senior leaders alike and easily converted into a meaningful and purposeful development program.”


—Lawson W. Magruder III, Lieutenant General, U.S. Army (retired)


“A very readable and focused treatise on the essentials of leadership. Great Leadership very effectively makes the case for the critical role of character and competence in the making of great leaders. Bell has distilled the accumulated wisdom of our culture on the subject of great leadership so that we can learn as we practice and make the necessary adjustments along the way to avoid the very human tragedies that invariably happen when leadership fails.”


—Michael P. Kane, Senior Vice President, Holcim (US)


“This book lays the foundation for great leadership and allows developing leaders to be exposed to the key elements of great leadership. It shows that with the right framework, ordinary people can become influential leaders. In this sense, it demonstrates that leaders are made, not born. People who start with this solid base are on their way to becoming great leaders.”


—Reid Dove, CEO, AAA Cooper Transportation


“A must read for anyone even remotely interested in leadership today.”


—Al Walker, business consultant; author, Thinking Big and Living Large; past president, National Speakers Association




GREAT LEADERSHIP





GREAT LEADERSHIP



WHAT IT IS AND WHAT IT TAKES IN A COMPLEX WORLD


ANTONY BELL


[image: image]




Published by Davies-Black Publishing, a division of CPP, Inc. 1055 Joaquin Road, 2nd Floor, Mountain View, CA 94043; 800-624-1765.


Special discounts on bulk quantities of Davies-Black books are available to corporations, professional associations, and other organizations. For details, contact the Director of Marketing and Sales at Davies-Black Publishing: 650-691-9123; fax 650-623-9271.


Copyright © 2006 by Antony Bell. All rights reserved. No part of this book may be reproduced, stored in a retrieval system, or transmitted in any form or by any means, electronic, mechanical, photocopying, recording, or otherwise, without written permission of the publisher, except in the case of brief quotations embodied in critical articles or reviews.


Davies-Black and its colophon are registered trademarks of CPP, Inc. Myers-Briggs is a trademark or registered trademark of the Myers-Briggs Type Indicator Trust in the United States and other countries. DiSC is a registered trademark of Inscape Publishing, Inc.


Visit the Davies-Black Publishing Web site at www.daviesblack.com.


10 09 08 07 06 10 9 8 7 6 5 4 3 2 1
Printed in the United States of America


eISBN: 978-1-47364-383-3


Library of Congress Cataloging-in-Publication Data


Bell, Antony
Great leadership : what it is and what it takes in a complex world / Antony
Bell.—1st ed.
       p. cm.
Includes index.
ISBN-13: 978-0-89106-215-8 (hardcover)
ISBN-10: 0-89106-215-7 (hardcover)
1. Leadership. I. Title.
HD57.7.B4476 2006
658.4’092—dc22


2006018795


FIRST EDITION
First printing 2006




For Betsy





CONTENTS



List of Figures


List of Tables


Preface


Acknowledgments


PART I THE FOUNDATIONS FOR GREAT LEADERSHIP
Clarity from Confusion


1. The Importance of a Leadership Framework


Understanding What’s at Stake


2. The Source of Our Confusion


Understanding and Resolving the Complexity of Leadership


3. The Complete Picture on Leadership


Understanding the Anatomy of Leadership


PART II CHARACTER IN LEADERSHIP
Soul, Heart, and Mind


4. The Soul of the Leader


Looking at Your Leadership Style—from the Inside Out


5. The Heart and Mind of the Leader


Embracing the Personal Qualities of Great Leadership


PART III COMPETENCE IN LEADERSHIP
Knowledge, Skill, and Talent


6. The Three Dimensions of Leadership


Finding the Right Leadership Mix for the Right Leadership Role


7. The Mystery of Organizations


Understanding How Your Organization Works—and How to Shape It


8. The Practice of Organizational Leadership


Sustaining the Relevance and Impact of Your Organization


9. The Practice of Operational Leadership


Creating the Efficiencies of Your Organization


10. The Practice of People Leadership


Bringing Out the Best in Your People


Conclusion


Your Leadership Development Curriculum


About the Author


Index





LIST OF FIGURES







	1. The Bottom-Line Impact of Great Leadership


	8







	2. The Increased Complexity of Leadership


	25







	3. The Three Dimensions of Leadership


	31







	4. Anatomy of Leadership: Basic Elements


	34







	5. Anatomy of Leadership: Current Key to Success


	35







	6. Character-Competence Grid


	38







	7. Anatomy of Leadership: Elements of Character


	43







	8. Anatomy of Leadership: The Full Story


	45







	9. Character-Competence Interplay


	46







	10. What Drives Leaders’ Behaviors: The Basics


	52







	11. What Drives Leaders’ Behaviors: Completing the Wheel


	63







	12. What Drives Leaders’ Behaviors: The Final Element


	65







	13. Typical Pattern of Leader Behavior and Development


	66







	14. Intentional Pattern of Leader Behavior and Development


	67







	15. Personal Qualities of Great Leadership: The Basic Pyramid


	73







	16. Personal Qualities of Great Leadership: Building Around the Core


	73







	17. Personal Qualities of Great Leadership: Building Around Humility


	75







	18. Personal Qualities of Great Leadership: Building Around Focus


	79







	19. Personal Qualities of Great Leadership: Further Building Around Focus


	80







	20. Personal Qualities of Great Leadership: Building Around Care For Others


	82







	21. Personal Qualities of Great Leadership: Adding the Capstone


	83







	22. Personal Qualities of Great Leadership: The Mortar


	87







	23. The Whole Pyramid of Great Leadership


	91







	24. The Three Dimensions of Leadership


	98







	25. The Trade-Off Between Organizational Leadership and Operational Leadership


	99







	26. How Mike Really Spent His Time


	99







	27. Three Components of Leadership: The Leadership Cube


	105







	28. Contrasting Strong and Weak People Leadership


	105







	29. Applying the Right Leadership Mix at Each Level of Leadership


	106







	30. Strong People Leadership: Weak Organizational-Operational Leadership


	107







	31. Mike’s Leadership Cube


	108







	32. Character and Competence in Leadership


	109







	33. The Organization on a Journey


	113







	34. The Journey’s Leadership Cube


	115







	35. Corporate Life Cycles


	115







	36. Recycling the Corporate Life Cycle


	117







	37. Key Elements of an Organization


	122







	38. Two Key Ingredients


	125







	39. The Change Equation: What Happens When One Element Is Missing or Ignored?


	128







	40. The Seven Elements of an Organization and the Three Dimensions of Leadership


	129







	41. Operational Values as Differentiators


	147







	42. The Decision-Making Process


	153







	43. Your Communication Strategy


	156







	44. The Three Dimensions of Leadership


	161







	45. From PVV to Execution


	163







	46. Power Goals


	167







	47. SIPOC Model


	175







	48. The Relationship of Systems and Processes to the PVV and People Development


	180







	49. The Elements of Empowerment


	185







	50. Levels of Competence


	186







	51. Hierarchies of Personal Needs


	189







	52. Individual Development Cycle


	194











LIST OF TABLES







	1. The Three Dimensions of Leadership


	114







	2. The Power of Vision


	139







	3. The Three Operational Values


	145







	4. The Functions of the Three Dimensions of Leadership


	161







	5. The Six Sigma Benchmark for Measurement


	173











PREFACE
A Different Look at Leadership



“Everything should be as simple as possible,” Einstein once said, “and no simpler.”


Leadership is complex. Most people wish it wasn’t, but it is. Because it is, we tend to make it either too complicated to be manageable or too simple to be useful. Either way, we end up confused by the complexity or disillusioned by the simplicity. In all this confusion, we need to make sense of leadership so we can make great leadership attainable.


That’s the ambition of this book. This is not another book that gives you three, five, or ten steps to great leadership. This book offers you a framework that will help you think and act your way to great leadership.


In our practice, we work with many gifted leaders. We also work with leaders who struggle. They all have one thing in common: they need a framework that clarifies what great leadership looks like—one that helps bad leaders become good, and good leaders become great.


Even the most gifted leaders need to understand how the different pieces of leadership fit together, so they know what kind of leadership to use in what conditions, whatever their level of responsibility. This book presents a comprehensive, manageable approach to leadership that gathers the different elements of great leadership into a coherent whole.


Most leaders are beyond formulas and sound bites. They are on a quest for real answers to the deeper questions of leadership. Leadership is a journey, and if the present terrain seems unstable and treacherous at times, the path ahead will seem even more uncertain. Leaders are looking for a map and a compass that give them a way of coping with the present and a way of preparing for the future.


This book is designed to be a companion for your journey, a map and compass to help you negotiate the terrain ahead. Its goal is to integrate all the critical components of leadership into a coherent model that is conceptually sound as well as intensely usable, that unifies all the fragmented viewpoints, theories, concepts, and notions about leadership—each of which is part of the story—into an easy-to-grasp, consolidated, workable approach. The purpose of this book is not only to help you apply great leadership to the challenges you face in your current role but also to help you figure out what you need to do to prepare for the leadership roles you anticipate on the path ahead.


Leadership is sometimes addressed in the same way the proverbial three blind men described an elephant: the one who felt the leg described the elephant as a tree trunk, the one who felt the tail described the elephant as a rope, and the one who felt the ear described the elephant as a huge leaf. None of them was wrong in his analogy; each was just incomplete. They all described pieces of the elephant.


This book describes the whole elephant. It allows you to figure out how the ear, the leg, and the tail fit with the rest of the elephant. It provides you with a workable framework that helps you make sense of every other leadership resource out there and helps you identify those that would be most useful to you.


And there is a bewildering supply of resources out there. The last time you felt challenged to strengthen your leadership skills, chances are you looked for a book. Which one did you pick? As you scrolled through Amazon.com or stood in front of the shelves at your local bookstore, you were confronted with books by a procession of academics, consultants, business leaders, military figures, politicians, and coaches competing for your attention. With this overload of often discordant information, if you persisted, you may have chosen in response to a book title, a cover, a recommendation, or maybe a crisis—rather than in response to something that meets the real needs and challenges you confront.


To guide and clarify that choice, you need a framework that allows you to see where all the past and present contributors fit into the big picture of leadership and organizational change—people like John Adair, Ichak Adizes, Warren Bennis, Ken Blanchard, Larry Bossidy, Marcus Buckingham, Ram Charan, Jim Collins, Stephen Covey, Peter Drucker, Tommy Franks, Daniel Goleman, Gary Hammel, Charles Handy, Paul Hersey, Barbara Kellerman, John Kotter, James Kouzes and Barry Posner, Rosabeth Moss Kanter, Patrick Lencioni, Theodore Levitt, John Maxwell, Burt Nanus, Kenichi Omae, Tom Peters, Bill Pollard, Jerry Porras, Michael Porter, Colin Powell, Robert Quinn, Edgar Schein, Peter Scholtes, Peter Senge, Noel Tichy, Jack Welch, and many other worthy contributors I don’t have room to cite.


With such a framework, you will not only see where these contributors fit, but their contributions will be all the more meaningful. Because you will know what you are looking for, you will pick the right responses and they will most likely meet or exceed your expectations. You won’t expect them to deliver more than they can, and they may well deliver more than you expect.


So this book will help you


[image: image] Distinguish the three dimensions of leadership and understand why applying them appropriately and fully is vital to well-led organizations. I’ll discuss these in greater depth later on, but for now it’s enough to point out that the skills required for each dimension are very different, and each level of leadership responsibility requires a different mix of the three. In fact, much of the confusion over leadership is the confusion over these three dimensions.


[image: image] Identify and understand the key elements of an organization that are critical for bringing about real change in it. This analysis applies whether you have to deal with the organization in its entirety or just a piece of it. In these pages you will uncover the seven key elements of an organization and the relationships among them—making it easier to bring about the change you want to engineer.


[image: image] Understand how character and competence influence each other. Most of the emphasis in the workplace is on competence, but character is just as crucial to great leadership. You will discover a model that helps you understand the critical interplay between the two and how to create an environment where both are valued. And it will also help you figure out how your development as a leader will best be served.


The most effective way way to read this book is to start with Part I (discussing the foundations of leadership), and then choose either Part II (on character) or Part III (on competence), whichever appeals to you most. But, then, read the other.


And, as you read, think of this book as an invitation—an invitation to change the way people think about leadership and how they exercise it. It’s also an invitation to teach leadership and pass it on, helping the people you lead pass it on to others in turn. It’s an invitation to be a contagious carrier of great leadership.


Leaders and leadership have had a bad rep since the turn of this century, and with good cause; rarely have the levels of trust in our leaders been so low. Otherwise, perhaps we wouldn’t read Dilbert with such relish.


With no ill-will to Scott Adams (Dilbert’s creator), we’d all like to see the pointy-haired boss lose his preeminence as a symbol of marketplace leadership. We’d like to see our perceptions of leaders shaped less by the verdicts of courtroom juries and more by the well-placed trust of marketplace workers.


When leaders are transformed, the transformation of their organizations follows not far behind. This framework for great leadership works, and the timing is right. In the face of the extraordinarily complex environments leaders work in, there is a hunger for simple answers. That hunger has always been there; people have always wanted to improve their leadership skills. The difference now is that the hunger is coming not just from individual people but from organizations as well.


It’s only recently that organizations have seen the critical importance of developing their leaders. In such a complex, competitive environment, many organizations have come to recognize, even if reluctantly, that the key to their success is their leadership, and the key to their competitive edge is great leadership. “Leadership is the single biggest constraint at Johnson & Johnson,” J&J CEO Ralph Larsen once said, “and it is the most critical business issue we face.”


The most significant thing about an organization, I often tell people, is what goes on in the minds of its leaders. (This is a phrase I first heard from my colleague Dan Wooldridge; when I asked him about its origin, he was too modest to claim it as his own, though I suspect it is.) The challenge you and I face is turning what goes on in those minds toward great leadership. As we seek to do that, may what follows help us spread the virus of great leadership. When it does, we may find that leadership that is as simple as possible and no simpler is not only attainable but also highly infectious.
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PART I
THE FOUNDATIONS FOR GREAT LEADERSHIP
Clarity from Confusion






1
THE IMPORTANCE OF A LEADERSHIP FRAMEWORK



Understanding What’s at Stake


Great careers are built on great leadership. At the end of your career—whether you retire as a CEO, a senior executive, a project manager, a department head, or a team leader, it makes no difference—you will be remembered by the quality of your leadership.


Not only will you be remembered by your leadership, but you will also judge yourself by it. If you could right now fast-forward to the conclusion of your career and look back at your leadership, you’d most likely focus on the major decisions that shaped your professional path—the Rubicons you crossed and the ones you didn’t, the Alamos you fought and the ones you didn’t. And you would be right to do so, because those decisions would all be significant—both the good choices and the poor choices that reflect great leadership and poor leadership.


And as you looked back over the decades, you would probably wish you had found a way to improve the consistency of those decisions—some kind of framework that would have helped you consistently practice great leadership.


Rewinding the tape back to the present, you can now look ahead with the confidence that such a framework does indeed exist. That’s what this book is about—giving you the framework to make the choices for great leadership, so that when you get to the end of your career, you can look back over a consistent pattern of great leadership.


If you were to rewind the tape even further and look into the past before your own past, you would see that what is true for your personal history is true for the broad sweep of human history. You would see that the impact of history is the impact of leadership. At the fulcrum of momentous events and movements have stood personalities whose leadership tipped the balance for good or for evil. What would American independence have been without Adams, Franklin, Jefferson, or Washington? Or the Civil War without Lincoln? Or opposition to Hitler without Churchill? Or Indian independence without Gandhi? Or even Communism without Lenin or terrorism without bin Laden?


Some tipped the scales for good; some tipped it for bad. Many were inept, and their ineptitude made them memorable. Historian Barbara Tuchman devoted a book—The March of Folly—to what she called “wooden-headed leadership,” which assesses “a situation in terms of preconceived fixed notions while ignoring or rejecting any contrary signs. It is acting according to wish while not allowing oneself to be deflected by the facts.” Such leadership, she says, is “epitomized in a historian’s statement about Philip II of Spain, the surpassing woodenhead of all sovereigns: ‘No experience of the failure of his policy could shake his belief in its essential excellence.’”


THE COMPLEXITY OF LEADERSHIP


If great leadership was elusive in the past, it is even more so today. Consider these trends:


[image: image] The expectations for business performance have never been so high on such a widespread scale. The extraordinary economic growth that began in the 1980s and accelerated in the 1990s set expectations for business performance that are for the most part unsustainable, and—with a population increasingly engaged as investors—those expectations are no longer limited to institutional investors and market analysts.


[image: image] The level of scrutiny has never been so intense. Scrutiny has never come from so many sources (sometimes simultaneously): the government (in all its many forms), the shareholders, the customers and their advocates, the employees, and the community. This scrutiny is beginning to keep some out of the race. The Economist quoted one chairman of a major publicly traded company as saying, “I spend my life advising friends of mine not to become chief executives of quoted companies, and by and large they take my advice.” Those who don’t take such advice don’t stay in one place as long as their predecessors did—witness the accelerating turnover rate in CEOs triggered by the unmet expectations of demanding constituencies.


[image: image] The scope of business has never been so broad. Many organizations operate in multiple countries, in multiple markets, and with multiple products. The tension between global expansion and local relevance has never been so acute. This is true whether or not you work for a globally active organization; even if your focus is your domestic market, you are subject to the trends and forces of globalization. Globalization is not a fad. It is a reality, and it’s here to stay. The more the inevitable cross-exposure of different national and ethnic cultures shapes and defines local and global business interchange, the more organizations will depend on leaders who operate comfortably and intelligently in ethnically diverse and varied marketplaces.


[image: image] The pace of innovation has never been so rapid. The Bureau of Labor Statistics estimated that the sum total of human knowledge doubled between 2000 and 2002, and this is in line with estimates suggesting that it doubled ten times between 1950 and 2000. Doubling, by the way, is exponential: doubling ten times (1, 2, 4, 8, 16, and so on) actually means human knowledge was 1,024 times greater. In contrast, knowledge doubled only once between 1900 and 1950.


[image: image] The structures of organizations have never been so complex. The sheer size of organizations today itself complicates the task of leading them. Much of their growth has come from acquisitions, so to the challenge of coping with size has been added the challenge of blending cultures. The Wall Street Journal observed that the average annual revenue of the fifty largest public companies in the United States was 70 percent higher by the end of the 1990s than it was in 1984. In the mid-1980s, eighteen companies employed more than 100,000 people; by the end of the 1990s, that number was over fifty. For such organizations, choices are multiple and complex, and with every acquisition and every joint venture or alliance another layer of complexity is added. With the recession at the dawn of the twenty-first century the pace slowed, but it didn’t take long to pick up again.


[image: image] The span of control has never been so broad. Corporate demographics have changed, particularly in terms of reporting structures. With the continual erosion of middle management over the past fifteen years, more and more people report to fewer and fewer leaders. The paradoxical consequence is that leaders have more responsibility, but they have less time to think about how to fulfill that responsibility.


[image: image] The confidence of the public in corporate leadership has never been so low. We’ve seen plenty of cases of corporate leaders enriching themselves at the expense of their employees, and the sense of betrayal is all the greater because of the increased social role corporations play in today’s society—for many people, their work is the only place they experience anything close to a sense of community. When leaders defraud a corporation, they betray the community that appointed them as guardians of that community; the betrayal is social as much as economic.


[image: image] The honeymoon for a new CEO has never been so brief. Time is not on the side of business leaders: there isn’t much room for mistakes, and there isn’t time to grow.


THE COMPETITIVE ADVANTAGE OF GREAT LEADERSHIP


With all these challenges, it stands to reason that any organization that provides the leadership to overcome them has a huge competitive advantage. These challenges don’t mean that great leadership is impossible; in fact, great challenges have a way of uncovering great leaders. “I am apt to think,” Abigail Adams once wrote in a letter to her husband, commenting on George Washington, “that our late misfortunes have called out the hidden excellencies of our commander-in-chief,” and quoting English poet Edward Young, she added, “Affliction is a good man’s shining time.” No less so today, despite many examples of poor leadership; some leaders still prove capable of rising, under pressure, to the levels of greatness their organization needs. And fortunately so, because no single factor shapes the results of an organization more than the kind of leaders it raises and recruits.


The leadership an organization embraces ultimately determines the results it generates. “In the old days, I would have said it was capital, history, the name of the bank,” John Reed once said when he was running Citicorp. “Garbage—it’s about the guy at the top.” Many organizations claim that their people are their greatest asset, but that’s not so, even for those that genuinely believe it (few do). An organization’s leaders are its greatest asset, and an organization that takes care of its leaders takes care of every other asset, including its people.


Research bears this out. Great leadership was one of the critical ingredients in Jim Collins’s research for Good to Great—it was in fact the first critical ingredient in the transformation of average companies into great companies. A recent MIT study gave further empirical support to the intuitively obvious fact that similar companies led by different leadership styles produce very different results. In strategy alone, for example, some focused on organic growth and others on growth by acquisition; some held more cash and others more debt (the latter in both cases did less well). The differences in style and strategy led to very different results in performance and profitability.


Not only is the impact of great leadership felt at an organizational level, it is also felt at an individual level. Leaders who know how to evoke talent stand out, and they deliver dramatic results, as demonstrated by Gallup’s research in First, Break All the Rules, where extraordinary individual performance is attributed to the critical role of leaders who know how to bring out the best in the people they lead.


Not surprisingly, the importance of leadership is increasingly a matter of perception as well as fact. Consulting company Burson-Marsteller tracks such perceptions by measuring the impact of the CEO on the company’s overall reputation, and from 1997 to 2003, it went from 40 percent to 50 percent. However effervescent or self-effacing the CEO, that one individual disproportionately but decisively shapes the perception of the company.





FIGURE 1. THE BOTTOM-LINE IMPACT OF GREAT LEADERSHIP


[image: image]


Of course, great leadership plays all the way down to the bottom line, as illustrated in Figure 1. When great leadership is exercised in its three main dimensions—external relevance, internal efficiency, and people selection and development—employee behaviors and their alignment with the organization’s direction inevitably raise the level of the organization’s productivity. When the organization’s productivity is raised, costs are contained, cash flow grows, and profits build—boosting the valuation of the organization and the shareholder returns it generates.


All told, not a bad return for investing your organization with great leadership.


HOW LEADERS HANDICAP THEMSELVES


For all the importance of great leadership, it doesn’t happen by itself. Without a framework, leaders often handicap themselves in a number of significant ways:


[image: image] Leaders tend to operate from intuition and experience. While both can serve a leader well, neither is infallible: intuition cannot compensate for the blind spots every person has, and experience is a tutor with a limited perspective.


[image: image] Leaders tend to become leaders because they are technically competent. Being good at something singles them out for promotion. But what makes people effective at one level can make them ineffective at another.


[image: image] Leaders tend to operate with the skills that were most useful two levels below their current level. In part because of the way they were chosen for the leadership track, they tend to maintain the mind-set of the level where they last felt real mastery.


[image: image] Few leaders are taught to lead. Because most leaders learn intuitively from experience, that experience is seldom analyzed with any depth, consistency, or systematic feedback. A few leaders have the good fortune of being taught informally by a particularly effective boss or mentor, but such teachers are rare. Even fewer leaders are taught formally; academic institutions focus on the organization of work more than on the application of leadership. MBA programs don’t teach leadership, or, at best, they teach only a narrow portion of it. Many corporations offer inhouse programs, but few combine strong teaching with the kind of in-depth coaching that guarantees its application.


[image: image] Leaders tend to stop learning in midlife. By the time people hit their forties, many rely on their previous knowledge and have only a shallow commitment to ongoing self-education and self-development.


[image: image] Few leaders lead from a clear sense of purpose. Even fewer lead from a clear sense of noble purpose.


[image: image] Few leaders know how to pass on what they know. Not having been taught, they have little idea how to help others develop their leadership skills.


To overcome these obstacles, leaders need some guidelines; they need a framework for understanding and exercising great leadership.




SOME LEADERSHIP REALITIES


[image: image] People are not an organization’s greatest asset. Leaders are. If you invest in your leaders, you’ll take care of every other asset—including your people.


[image: image] Leaders define their organization. What they think and how they think is crucial to the organization’s success; what goes on inside their minds has greater impact on the organization than any other single factor.


[image: image] Organizations don’t achieve greatness without planning for it, without consciously applying the principles that lead to greatness. Applying those principles is a leadership function.


[image: image] To guide their thinking about the organization and its growth and transformation, leaders don’t need a program, but they do need a framework. Individual giftedness and intuition are seldom enough; in fact, they can be a handicap, because giftedness and intuition can keep leaders from uncovering their blind spots.


[image: image] Organization development and leader development need to be addressed together. The two are inseparably intertwined. You cannot change an organization without developing its leaders (at all levels of the organization).


[image: image] Leaders need to understand how the three dimensions of leadership apply to their particular role. Ignorance or misunderstanding of these three dimensions is among the main reasons for a leader’s frustration or ultimate derailment.


[image: image] Organizations are best led when the right kind of leadership is intentionally and systematically applied to the right context and at the right level. Errors in this area cause much of the confusion in leadership.





WHY YOU NEED A FRAMEWORK


Several years ago, my wife and children surprised me with a gift of six tennis lessons for Father’s Day. Though I’d been a respectable recreational tennis player for many years, I had mused from time to time about my need for some instruction—I knew I was doing some things wrong, but I didn’t know what or why. Their gift was designed to silence my musings.


The lessons were eye-opening: I discovered that the force of the return came not from the strength of my arm, but (counterintuitively) from the power of my legs as I straightened my flexed knees to bring the full weight of my body into the return swing, sending the unsuspecting ball back with a force and accuracy that hitherto had been a matter of happenstance. I learned the value of the two-handed backhand, and I discovered that even the way I crossed the court influenced the quality of my return.
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