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			HONK!

			When geese fly in formation, encourage one another and share the leadership, they travel further. It’s an inspiring metaphor for organisations today. This elegant distillation of the best in current thinking and practice offers a unique insight into effective leadership.

			Why read ten books when you can read just one? Drawing on the seminal work of the likes of Steven Covey, Kim Scott, John Kotter, Patrick Lencioni, Susan Scott and Daniel Pink, HONK! offers a powerful synthesis of everything effective leaders of today need to know.

			Whether you are on the first steps on your leadership journey or running an organisation, the essence of effective leadership remains the same: create your vision for the future, get your people engaged and then make great delivery happen.

			Packed with practical strategies from best-selling author Andy Buck and his team of successful leaders, HONK! offers all the ingredients to make your future a reality.

			honk.org.uk
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			Best-selling author, speaker, trainer and coach, Andy started his working life as a teacher and headteacher. His subsequent career has included leading an organisation with over 8,000 employees, working as a senior civil servant and founding three successful start-up businesses. His passion is unlocking potential in others through inspiring and effective leadership. He is also slightly obsessed with geese.
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			Rob started out as an importer, wholesaler and retailer, running a successful operation with his partners for over 20 years. Now he’s making his mark developing two new businesses: Silver Australia in Melbourne and Innoscent Skincare in Bangkok. He combines this with his passion for people development through sports management and coaching. His goal is to bring fresh thinking to the table, gained from his years of travelling and observing different cultures at work and play.
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			One of the leading education entrepreneurs in the UK, Fergal set up and developed The Key, which achieved a 50% market share in a decade and is now regarded as the must-have digital support service for anyone running a school. It has featured in the Sunday Times Fast Track 100 and has won a number of sector awards. Fergal ran three schools, was business development director of a FTSE 100 company, strategy director for a $4bn international privately-held company, and was once-upon-a-time training to be a Jesuit priest. He failed dramatically in at least two of those ventures.
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			Oliver was a special school headteacher for a decade before becoming a trainer and author of several books on visual teaching strategies. The son of an architect, Oliver fuses his home design education with his passion for cognitive science to produce a variety of visuals that communicate insights from research for busy professionals.

		

	
		
			Foreword
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			Great Britain’s women’s hockey team winning the gold medal in the 2016 Olympics was, for me, one of the most exciting sporting moments of recent years. It was the goal-keeper, Maddie Hinch, who stole our hearts with her extraordinary performance in the penalty shootout. 

			WhatsApp achieved a valuation of $19bn in 2014, when it only had 55 employees. That’s about $350m per employee. Today, it has 1.5 billion users and sees 60 billion messages sent per day. 

			So what? Well, both are examples of extraordinary human performance through teamwork. 

			And organisations are basically just teams, or collections of teams. 

			Leading teams is one of the most enterprising and exhilarating activities on the planet. Doing it well impacts positively on the lives of so many people. And doing it badly? Well, you don’t need me to tell you about that. But just ask one of the members of the GB hockey team or WhatsApp what it was like to be part of their team. Tough, crazy hard work, disciplined … and brilliant.

			Over an eleven-year period, I had the privilege of leading my company, The Key, through various modes of existence. In 2007 we were a startup team funded by government, housed within a digital concierge company. At the end of 2008 we had an email from the government giving us three months’ notice to shut down. We negotiated our way into leasing the brand from the Department for Education and getting schools to pay for what had originally been a free service. It took three years before our income was outstripping our costs. It took another year to turn The Key into a company in its own right, and then find an investor who would fund me and my management team to become independent from the digital concierge company, the Ten Group. Then we had to learn how to work with private equity investors controlling a board where I had previously had pretty much free rein. Somehow we managed, and by 2018 we had nearly 50% of schools in England and Wales paying an annual subscription, with surveys showing that our customers were more likely to recommend us to others than just about any other brand out there, including the likes of Apple and John Lewis. Quite a journey, which is now continuing without me. 

			Organisations that do well don’t just get lucky. They learn disciplines; they understand and monitor their environment; they watch their competitors like hawks; they climb inside their customers’ brains to discover what is driving their behaviour; and they orient their products and services around the needs of those customers. They get information that is produced in as close to real time as possible so they can see how effective they are being. For example, if you are a professional rugby player, data from the monitor on your chest will be scrutinised by the coaches at every moment of the match and decisions are made accordingly as to how much longer to keep you on the pitch. This kind of information is the lifeblood of any organisation and keeps it highly tuned, like a fine engine. 

			I have three kids and I tell them to consider how they might like to end up leading a business or an organisation and how intellectually and morally satisfying this can be. Intellectually, because finding the right balance in all the different elements that come into play demands huge brain power, and morally, because you have the opportunity to make a big difference to the world around you, especially in how you treat your co-workers. 

			So, enjoy your read and reflect deeply as you go. I think you’ll find this a profoundly human journey, where the emphasis is on being real and humble. You don’t have to be a genius to do well, but you do have to get the best out of others. Phil Knight gave way to an eccentric member of his team when he agreed to name his company Nike. Other colleagues told Phil that his own idea, Dimension Six, was terrible, and he eventually demurred, as great leaders do. I love that humble, but ultimately very wise attitude, which characterises the very best organisations around us. 

			Enjoy the book and enjoy your journey. May you find success and significance as you go.

			Fergal Roche
Founding CEO, The Key, 2007-2018

		

	
		
			Understand your leadership balance
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			We’d better explain about the geese and why this book is called Honk!

			According to an article published in the journal Science in 1970, when geese fly in formation it improves their aerodynamic efficiency by around 70%. Over the years, this work has spawned all sorts of other claims about geese and lessons we can learn about leadership. Whatever the validity of some of these claims, they provide an elegant metaphor for the power of shared goals, effective teamwork and successful delivery in any personal or business endeavour.
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			Geese flying in formation ‘honk’ to encourage those up front to keep up the pace

			[image: ]

			[image: ]

			The final leadership lesson is of course the inspiration for the title of our book. Whether you are working on strategy, building relationships in your team or just getting stuff done, the power of keeping things positive runs through everything we believe. Even having tough conversations, while sometimes hard, is in the end about making a positive difference for your colleagues and your organisation.

			This book focuses on what great leadership looks like at all levels, both within organisations and beyond them. It unashamedly aims to cover leadership in a huge range of contexts. As a leader reading this, you may be at the beginning of your leadership journey, taking your very first steps into leadership within an organisation. Or you may be the CEO responsible for the entire organisation. Or anything in between.
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			What really matters is the leadership balance you create
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			We have found that while the focus of your work as a leader will undoubtedly shift according to your role, many of the key elements of great leadership are present at every level and in every setting, regardless of your experience or sphere of influence. All that differs is your context, and to say otherwise, in our view, is to over-complicate the issue. Great leadership is the same, however senior you happen to be. What matters is how you apply your understanding of the situation to enable you to focus your leadership actions and approach to suit your context. And what really matters is the leadership balance you create.

			For example, if you are a brand-new head of sales and marketing in a small start-up, you need to quickly assess the capacity of the team delivering this important work before deciding what the team needs to do next. You also need to consider how you should approach making this change happen. If capacity and expertise is low, the right approach may very well be quite directive. On the other hand, if the team is more experienced and highly competent, such an approach is likely to backfire. This is no different if you are the CEO taking over a company and working out what the strategic priorities need to be over the next three to five years and how best to implement them. The only difference is the scale.
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			Our work has given us a privileged insight into hundreds of organisations
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			So, the approach of this book is to take a hard look at what great leadership looks like and allow you to translate this into your own context and create the right leadership balance for you and your team. Our own experience has shown us the power of this approach, where our work has given us a privileged insight into hundreds of organisations. Where leaders create a shared set of values, goals and ways of working, there is no limit to what is possible, so long as leaders at all levels keep a good leadership balance and can take their agreed shared approaches and modify them to suit their situation. It is also worth remembering that the more you can think of your organisation’s leadership capacity existing at all levels within the staff team, the better. All leaders in an organisation can feel they are part of a single leadership effort, with a shared set of values and way of working. 

			Using this book

			How you use this book is up to you. It’s written so you can read it from cover to cover if that’s what works for you, or you can just dip into each of the 20 chapters as you need to. We have deliberately structured the book to make it easy to navigate. Each chapter really does do what it ‘says on the tin’. 

			With its deliberate balance of theory and practice, combined with the leadership development tools that are available on our dedicated website, www.honk.org.uk, we hope this book will give you all the tools you need for success. But more than that, we hope we will inspire you in the next stage of your own personal leadership journey, wherever that may take you and with whoever you may lead.

			Chapters 2, 3 and 4 of this book provide an opportunity for you to reflect on your personal qualities. What is the moral purpose and motivation that sits behind your approach? Who are you as a leader? How do you tend to respond in certain situations? How well do you know yourself and how able are you to manage your emotions? How do you respond when the going gets tough? These personal characteristics will have a strong influence over your effectiveness every single day. No leader is immune from basic things going wrong. When you have a tough day and one of your client meetings has been a bit of a disaster or you’ve had a really challenging and unsuccessful meeting with a difficult member of staff, how you manage your emotions and remain positive is highly significant. Your team needs you to remain optimistic in such situations, even when there appears to be absolutely no obvious reason to be so.
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			Having a strong sense of one’s own personal characteristics is a hugely powerful and affirming base from which to lead 
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			For all leaders, having a strong sense of one’s own personal characteristics is a hugely powerful and affirming base from which to lead, particularly when the challenges of a leadership role have the potential to become all-consuming. 

			Chapters 5 and 6 are all about the importance of context. This is probably the moment to consider what we have named the ‘giraffe concept’. At an early age you probably learned that the reason giraffes have evolved to have long necks is so they can reach the leaves on trees that other animals can’t. The long neck is the key thing that enables them to be successful and it’s the same for all of them. But a quick look at giraffes across the world reveals that, while they may all share similarly long necks, their markings can vary considerably. Some are dark, some lighter. Some have large patches of colour, some smaller. The markings vary according to their environment and the age of the giraffe. They have evolved to suit their context. For us, the same principle applies to the leadership of any organisation. As a leader, are you clear what your leadership long neck issues are; the things about leadership you need to know and understand to ensure success? But can you also understand your context and your own predispositions, and can you adapt them to suit your situation, both in terms of what you need to do and how you do it?
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   		  The giraffe concept

          Of course, the giraffe concept doesn’t just apply to leadership. It is equally relevant when it comes to other facets of business, such as looking at strategies. Different strategies work in different contexts and all organisations and businesses will have a different perspective. So, what’s interesting and important is asking ‘Under what conditions does this strategy work?’ 
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			As a leader, are you clear what your leadership long neck issues are?
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			Chapters 7 – 18 are the heart of the book. They are all about what you can do to make the biggest difference. Whether you are running a group of companies or have just taken on your first leadership role at a new level, the job is basically the same. Steve Radcliffe, in his brilliantly intuitive Leadership: plain and simple (2012), argues that leadership is really only about doing three key things well, which he summarises as Future – Engage – Deliver or ‘FED’. The simplicity of his framework is immediately appealing. The more we keep things simple, the better.
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			Getting a powerful match between what you are good at and passionate about, and the goals of your team or organisation can make a huge difference to how successful you will be
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			Future – Engage – Deliver

			In the FED model, the first key area focuses on the future you envisage for your organisation or team. It relates to your shared vision: what you want your team or organisation to achieve together. Of course, this needs to be backed up with a clear approach to managing those changes in a way that makes the best use of your resources, both financial and human. Ideally, the overall strategy will be based on what you believe will make you most effective, and the degree to which you are keen to try out and evaluate new ideas for yourself. For those in system leadership roles, this is about the strategy underpinning how a group of companies or a group of colleagues can work together successfully. For those of you in your first leadership role, it’s about translating wider organisational goals into something tangible and ambitious for your front-line team. 

			Importantly, Radcliffe argues that to have the greatest success as a leader, you need to care about your vision or goal, and – to use his delightful turn of phrase – you need to be ‘up to something’! Getting a powerful match between what you are good at and passionate about, and the goals of your team or organisation can make a huge difference to how successful you will be. Without this, he believes, there’s no guarantee of achieving meaningful progress. 

			Once you are clear on your vision for the future and your strategy for getting there, the next key area of work is to build and sustain great relationships. Only if you engage effectively with others can you as a leader at any level make change happen. For CEOs, having a team of management and staff who are committed to shared goals and who work effectively together to achieve them, is at the heart of what makes a great organisation. In other words, this is all about getting collective buy-in to what you want to achieve, and inspiring and enabling others to lead with you. As Radcliffe puts it, whatever leadership role you have, you want to make sure ‘the relationships are big enough to get the job done’. Never was that maxim truer than in today’s world, where communication is so essential to effectiveness.

			The third stage in the model is focused on making sure you deliver. Leadership isn’t just about strategy and inspiring others, it’s about making sure things happen when you want them to, and to the standard you expect. Great organisations are the result of great delivery, and we know that one of the biggest challenges is how to create this consistent delivery for every customer or stakeholder, regardless of their location, their religion, their background or their age. 

			In any context, great delivery comes from clear systems, processes and support, which enable your people to be great at their jobs, especially your front-line team. It’s also about monitoring outcomes and progress to assure consistency and continuous improvement.
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			No place of work achieves excellence if the leaders responsible for bringing out the best in their management and their people are poorly organised
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			Primary Colours model

			The beauty of Radcliffe’s model is its simplicity. But there is another leadership framework, created by David Pendleton (2012) which is very similar to FED and considers, in effect, how each of the three elements interact with one another. For me, with any context in mind, breaking leadership into slightly smaller chunks in this way is useful and resonates with the reality of the job at any level. The figure below shows how the model works.
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			Six key areas for leadership action

			Adapted from David Pendleton’s Primary Colours model (2012) combined with Steve Radcliffe’s Future-Engage-Deliver (2012)

			There are some important interplays between the three FED leadership areas. It’s no good having a great strategy unless you have planned and organised. Planning ahead comes more easily to some leaders than others but is critical for us all. No place of work achieves excellence if the leaders responsible for bringing out the best in their management and their people are poorly organised. Apart from the obvious confusion and inefficiency that results, the negative effect on individuals’ motivation can be detrimental to their performance.
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			Your team will be much more effective if everyone is clear as to where you are heading
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			Secondly, you can lead the most harmonious and motivated team in the world, but if the individuals in it aren’t clear on a shared direction of travel, you won’t achieve the ambitious goals you are striving for. Creating strong alignment is critical and good communication is the lifeblood of an organisation. Whatever level you are leading at, your team will be much more effective if everyone is clear as to where you are heading and has bought into the vision and mission.

			Finally, leadership at any level is about leading a team, not doing everything yourself. While it can be very tempting to take on tasks, partly because you know you can usually do the job more quickly and better than others, great leaders create teams, delegating tasks and decisions to others. Empowering colleagues in this way, so long as it is done well, has the capacity to significantly increase the quality of delivery overall. 
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			Management is doing things right; leadership is doing the right things
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			Leadership and management

			Distinctions are often made about the difference between leadership and management. Both are critical for the success of a team, a department, a growing company or a group of companies. As the management consultant Peter Drucker said: ‘Management is doing things right; leadership is doing the right things.’ But sometimes there are times when the distinction between the two can feel artificial. Where, for example, does a good coaching conversation sit? In our view, it is both. You are leading by asking great questions which are helping a colleague to develop, and empowering them to lead too. You are managing by engaging in a conversation that is usually about improving delivery, performance and, ultimately, customer impact. 

			This is why David Pendleton’s Primary Colours model and Steve Radcliffe’s Future-Engage-Deliver model work so well. They both avoid making this distinction while at the same time covering the critical elements of each. Both look at leadership, doing the right things, and the key elements that relate to strategy. Both also give proper attention to delivery and making things happen well. The link between the two is great engagement with those who will make everything work. This book takes the same approach. The focus is on providing models and guidance that leaders at all levels can apply to their context, rather than providing technical descriptions of management techniques such as financial planning and budgeting. 

			Ultimately, the actions you take as a leader are critical. What you do to create strategy, build relationships and ensure strong delivery will underpin the success of your management team and your people. But it’s not quite as simple as that. Your success as a leader isn’t just about what you do. It’s also about how you lead: your leadership style and how you support and inspire others to develop. 
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			Getting your leadership approach right has the potential to significantly enhance the impact of what you do for all those you work with
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			Chapters 19 and 20 discuss the importance for leaders at all levels to be able to adapt their leadership approach to suit their context. In our experience, this usually boils down to properly understanding your people, their performance, and how much time you have. Success in this area can come from developing the critical leadership habit of asking first. Using a coaching leadership approach, at least to start with, in a conversation can unlock a much deeper understanding of any situation, enabling adjustments to be made both to what you decide to do and how you decide to do it. Getting your leadership approach right has the potential to significantly enhance the impact of what you do for all those you work with.

			Culture and climate

			What you do as a leader makes a difference to the results you achieve. But the relationship between leadership and results isn’t direct. As shown below, the actions you take as a leader have a significant impact on the culture and climate within your sphere of influence.
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			Leadership and results

			Adapted from Corporate Leadership Council (2004)
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			Culture is essentially ‘the way we do things around here’

			[image: ]

			In this context, culture is essentially ‘the way we do things around here’ and relates to systems, procedures, and common practices delivered to a high standard. A useful way of thinking of culture is to consider what someone new joining your team would see happening on a day-to-day basis and the extent to which everyone in the team is working in the same way and to the same level of expectation. Is there a consistent set of high expectations from you about how your team should work? As a result of this, for example, are the customer service teams you oversee inspiring and well organised? Do employees have strong and supportive relationships with their peers and all the colleagues they work with?
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			Climate is more about how it feels to work in a team
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			Climate is more about how it feels to work in a team. For your team, this reflects its morale, how appreciated your team feels and the degree of trust within the team as a whole. This is much more difficult to describe or measure, but there is evidence to suggest that the effect of climate on team productivity is considerable. This is explored in more detail in the next chapter.

			Discretionary effort

			Taken together, the more positive the culture and climate you create, the more likely your team is to go the extra mile. This concept is known as discretionary effort. It commonly describes the input from individuals over and above what is required in their contracts. Critical in this context, however, is that this effort is productive. You will probably know of well-meaning and hard-working colleagues who regrettably did not have the impact their efforts deserved because they were too often not sufficiently focused on the right things. In a sales context, it’s all very well having fantastically enjoyable meetings and team building sessions but if what the sales team is learning fails to relate to the strategy they are meant to be following or the targets they are striving for, it’s all going to be a waste of time. 

			In other words, it’s not about working longer or harder. That can cause stress, burn-out and disaffection which lead to too many people quitting their jobs. It’s about caring about one’s work in a way that means individuals are constantly striving to improve, to be a tiny bit better tomorrow than they were yesterday.

			Getting the culture and climate right can therefore also have an impact on an individual’s intention to stay at a place of work, which in turn affects overall retention levels. If you accept the argument that the bigger problem for many organisations is retention not recruitment, then getting these basic conditions right is crucial for everybody involved no matter how big your organisation or business.

			Pulling this all together

			This figure sums up the overall Honk! framework. It forms the basis for the structure of the rest of the book.
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			The Honk! leadership model

			Leadership starts with you and your understanding of yourself, the way you tend to behave in certain situations, what you enjoy and are good at, and those areas you should probably focus on if you want to improve your effectiveness. But you also need to take the time to understand your situation properly; the people around you and the context you find yourself in.

			Taken together, an understanding of self and situation should enable you to decide what actions you need to prioritise and the best approach to take in implementing them. If you get this right, you will create a productive culture and climate that combine to release significant discretionary effort from those you lead while achieving the outcomes you desire.
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			Leadership starts with you and your understanding of yourself
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			You will notice that the first four tiles are shaded. This reflects the fact that they are the key areas where leaders can make changes which will make a difference. The remaining chapters in the book are grouped under these four areas. The outcomes of the changes you make in all these areas will lead to the positive differences in culture, climate and discretionary effort that will bring you the results you want. 

			Our website, honk.org.uk offers leaders the chance to access high quality online tools to support leadership development. These resources can be used by individuals or groups of leaders alongside this book. Once an organisation has joined the website, it has one year’s unlimited access to all the Honk! diagnostic tools listed below for any member of staff in the organisation.
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			Persona: This online tool asks just 20 questions to create a detailed predisposition report for any leader within an organisation. Based on a Jungian analysis of personality, the tool is designed to help leaders better understand their natural strengths, ways of working and potential areas for growth. Great leadership starts with individuals knowing themselves well, and Persona can help all leaders have a greater insight into their leadership predispositions.
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			360: This tool gives leaders at all levels the chance to rate themselves against 40 key leadership competencies. It also allows leaders to identify colleagues from whom they would like to seek similar feedback. In addition, there is an opportunity for colleagues to give short written feedback on three areas of strength and a potential area for growth. All this feedback is then anonymously collated and automatically emailed back to the leader concerned.
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			Team: This tool allows members of any team in your organisation to gather views on how effectively that particular team is working. Often used by senior teams, it asks a series of questions that are converted into a visual representation of the team’s effectiveness, with suggestions of where the team may want to focus next. It also collects three areas of strength and one potential area for growth from each team member. All this information is collected anonymously and then automatically mixed up and included in the final report, providing a useful reinforcement of what is working well and some potential areas for growth. The tool is based on the team development model outlined in Chapter 13.
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			Engage: This tool enables you to measure the degree of discretionary effort or engagement within your team or organisation. By asking ten simple but powerful questions, Engage can give you a deeper insight into how much your colleagues care about your team or organisation and are motivated to remain in the organisation and work energetically towards your shared goals. For each question there is an indication of typical response rates, but it is most powerful when used more than once to see how engagement has changed over time.

			Unlimited access to all the tools listed above is available for one single membership fee per organisation. To find out more, visit honk.org.uk

			Nudges

			
					Do you take time to understand your situation properly before acting?

					How do you make sure you understand your own predispositions fully?

					What is the balance like across the different areas of your leadership actions?

					What do you do to build discretionary effort?

					Change can be challenging; to what extent are you prepared for it?

			

		

	
		
			Travel further together
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			The previous chapter outlined what we mean by discretionary effort and where it fits within the wider Honk! model. As the diagram below reminds us, discretionary effort is the product of the culture and climate that our leadership creates.
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			Leadership and results

			Adapted from Corporate Leadership Council (2004)

			The Corporate Leadership Council (2004) carried out a survey of organisations of all types from across the world, looking into what builds engagement in employees. As part of this work, it asked thousands of participants how much effect each of the eight key actions that organisations undertake to build discretionary effort had on their levels of motivation. The table below shows what people said.
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			Factors that affect engagement

			Corporate Leadership Council (2004)

			We think it’s interesting to note how bonus pay is such a low motivator, especially given that this survey was carried out in a multitude of businesses as well as in settings such as hospitals, charities and schools. It is also interesting to see how important the induction appears to be. We imagine this is because an individual’s first impression of an organisation sticks and can have a profound effect on their expectations and assessment of the culture. Our final reflection is on the importance of the line manager. This is particularly significant for larger organisations, where middle managers – who line manage most of the staff – can elicit discretionary effort more than anyone else right from the beginning. 
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			No wonder middle leadership is often referred to as the engine room of larger organisations 
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			What is it that leaders of all organisations can do that will have the biggest impact on discretionary effort? Each of the tiles in the diagram below contains ideas that we believe build engagement. Some elements, like clarity, are not that exciting, but are fundamental when it comes to creating buy-in. If people don’t know what is expected of them, the required culture will not develop and discretionary effort will inevitably dissipate. Others, like openness, transparency and trust are more about creating the conditions that enable people to feel more positive about their workplace and their role within it.
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			Building discretionary effort

			Try to avoid falling into the trap of believing these are all about the warm and fluffy stuff. A great culture includes high expectations combined with appropriate challenge and support. 
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			If people don’t know what is expected of them, the required culture will not develop 
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			As mentioned in Chapter 1, greater engagement or discretionary effort doesn’t, indeed shouldn’t, mean that people are working longer and longer hours. It is about people feeling motivated to work more effectively. In fact, if your staff are working longer and longer hours and looking more and more exhausted, this should act as a flag to you that your systems may need a tweak or two. Mary Portas, better known as Mary Queen of Shops, states: ‘This simply isn’t the modern way; gruelling working practices are becoming less and less acceptable with younger employees, and rightly so.’ Mary puts her money where her mouth is and positively encourages her colleagues to make time for a balanced life. And yes, she not only talks the talk but walks the walk, working from home as often as she can. ‘Businesses have to be kinder,’ she says, ‘There’s a whole generation saying: “Hang on, I don’t want to work that way”. Millennials are unwilling to accept punishing hours. Companies need to adapt and recognise the wants and needs of a new generation if they are to be successful. Tomorrow’s businesses will be built on collaboration and understanding, and people will bring their whole selves to work and not aim for profit at all costs.’

			What motivates us?

			In his book Drive, Daniel Pink (2011) gives us a very simple and powerful synthesis of what motivates us at work. Based on extensive and respected psychological research, he identifies:

			
					Purpose – caring about what we are doing and why it matters.

					Mastery – the opportunity for us to get really good at something.

					Autonomy – having the freedom to innovate and personalise what we do.

			

			All three of his key areas feature in the model above and all three are eminently possible to achieve in the workplace. But sometimes leaders can take the first for granted, or they might put the second at risk by changing too much too quickly, or reduce the benefits from the third by overly specifying in minute detail how people should be doing their jobs. The best leaders are either consciously or intuitively tuned into their teams and their context to make sure they get this balance right.
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			The best leaders are either consciously or intuitively tuned into their teams
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			As well as building discretionary effort, a productive culture and climate have a positive effect on staff retention, which is a basic building block for creating consistency. 

			We’re sure you can all think of those absolute gems in your organisation, the people we later refer to as your ‘stars’ in Chapter 6. Pay close attention to how you treat them and see the difference it makes to your work place. Yes, of course some people will come and go, but if you build your culture and create bonds you’ll be stronger and will deal with that in a better way, from a more stable position. 
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			Train people well enough so they can leave; treat them well enough so that they don’t want to
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			The zone of growth

			The last model we would like to share in this chapter originates from the work of psychologists Yerkes and Dodson (1908). It suggests there is a powerful link between how challenging tasks are to complete, and the impact they have on our development. If we stay in our comfort zone, doing things we find easy most of the time, unsurprisingly our personal development is steady but limited. When we are in the zone of stretch or growth, the impact on our learning and development is suddenly much higher.
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FIVE LEADERSHIP LESSONS FROM GEESE
LESSON 1- THE IMPORTANCE OF ACHIEVING GOALS

As each goose flaps its wings it creates an uplift for the birds that
follow. By flying in a V' formation the whole flock adds 719 extra
to the flying range. When we have asense of community and focus,
we create trust and can help each other to achieve ourgoals.

LESSON 2 - THE IMPORTANCE OF TEAMWORK

When a goose falls out of formation it suddenly feels the drag and
resistance of flying alone. It quickly moves back to take advantage
of the lifting power of the birds in front. If we had as much sense
as geese, we would stay in formation with those headed where we
want to go. We would be willing to accept their help and give our
help to others.

LESSON 3 - THE IMPORTANCE OF SHARING

When a goose tires of flying up front it drops back into formation
and another goose flies to the point position. It pays to take turns
doing the hard tasks. We should respect and protect each other's

unique arrangement of skills, capabilities, talents and resources.

LESSON 4 - THE IMPORTANCE OF EMPATHY AND UNDERSTANDING

When a goose gets sick, two geese drop out of formation and follow
it down to the ground to help and protect it. If we had as much
sense as geese, we would stand by each other in difficult times, as
well as when we are strong.

LESSON 5 - THE IMPORTANCE OF ENCOURAGEMENT

Geese flying in formation ‘honK to encourage those up front
to keep up the pace. We need to make sure our honking is
encouraging. In groups and teams where there is encouragement,
production is much greater.
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