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For our grandchildren, the leaders of our future,
 may you realize your dreams:
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PREFACE

Of course, the answer to the slavery question was already embedded within our Constitution—a Constitution that had at its very core the ideal of equal citizenship under the law; a Constitution that promised its people liberty, and justice, and a union that could be and should be perfected over time.


And yet words on a parchment would not be enough to deliver slaves from  bondage, or provide men and women of every color and creed their full rights  and obligations as citizens of the United States. What would be needed were  Americans in successive generations who were willing to do their part—through  protests and struggle, on the streets and in the courts, through a civil war and  civil disobedience and always at great risk—to narrow that gap between the  promise of our ideals and the reality of their time. . . . I believe deeply that we cannot  solve the challenges of our time unless we solve them together—unless we  perfect our union by understanding that we may have different stories, but we  hold common hopes; that we may not look the same and we may not have come  from the same place, but we all want to move in the same direction—towards a  better future for our children and our grandchildren.


—Senator Barack Obama
 “A More Perfect Union,” speech on patriotism, delivered March 18, 2008

 



 



It has been eighteen years since we first published Learning to Lead and although we have witnessed many changes during that time, we have never  wavered in our certainty that we continually require leadership to confront turbulent times as well as personal upheavals in our daily lives. The leaders of today who meet challenges both on the international stage and in their own communities have certain clear and identifiable qualities.

They are both reflective and action-oriented. They understand that collaboration produces the most creative and effective outcomes. They take pleasure in encouraging others to succeed and flourish. They make decisions even when all the data are not available. They are not afraid to refrain from action when restraint seems warranted. They generate and sustain trust, and are purveyors of hope, while not fanning unrealistic expectations. They encourage transparency and eschew the use of fear. They are wholly and actively people of principle. They find joy and fulfillment in solving problems. They consistently discourage “personality cults” and shy away from monuments to their achievements. They seek to learn, for the sheer pleasure of it. They are committed to shaping the learning of others, especially those who are in most need of a chance to learn. They prepare the ground of acceptance for what has not yet been imagined, a trait especially important in an age as fluid and uncertain as ours. They are imaginative as well as practical. They relish diversity and they are instinctively compassionate toward those with whom they differ.

You, our reader, may feel we are asking too much of you when we suggest that you strive to match these leadership attributes. But if you elect to do so, we promise you that you will ennoble your life and increase your joy in living it. We are each longtime students of leadership and have found the learning process both challenging and satisfying.

Warren was dramatically confronted with the demand to be a leader as one of the youngest lieutenants in the U.S. army in the European Theater during World War II. He not only led his men into combat but sought to guide foot soldiers toward an understanding and appreciation of the values they were defending with their lives. His leadership lessons emerged during his stint as university president and, more recently, in his capacity as Distinguished Professor at the University of Southern California and Chair of the Board of Advisors  for the Center for Public Leadership at Harvard University’s Kennedy School of Government. His role as advisor to many public- and private-sector leaders seeking and engaging the highest offices in corporations, city governments, Congress, and presidential administrations provided opportunities for Warren to share the lessons he learned and the wisdom he gathered.

Joan was shaped as a leader by the civil rights struggles in Chicago in the 1960s and, later, during the desegregation of Boston’s public schools. As a faculty member at Harvard University’s Graduate School of Education she confronted leadership challenges in attempts to reduce racial and gender discrimination among students and staff. Her leadership lessons were hard-won; as a founder of Cambridge College, she learned strategies for encouraging women and professionals of color as successful leaders in positions they had previously been denied.

As we both to reflect on leadership in this fourth edition of Learning to Lead, we invite you to join us in gaining new insights in a critical effort to make a difference in troubled times.




A Time of Crisis 

In the beginning of this new century, the deck has been shuffled and wildcards have been added over and over again. Changing rules have turned our world topsy-turvy, bringing dramatic new players to the stage.

Consider, for example, the change that occurred in Philadelphia, Mississippi, the small community where in 1964 the Ku Klux Klan killed three civil rights workers in one of the era’s most infamous crimes. Forty-five years later, in 2009, the mostly white populace of this city elected a black mayor, James A. Young, to lead them. Recently the Xerox corporation announced that their first female CEO, Anne Mulcahy, an anomaly in corporate leadership herself, had retired and replaced herself with Ursula Burns, the first African-American woman to lead a corporation of this size.

On the international scene, China has embraced entrepreneurism and other forms of capitalism and has emerged as a player, fiercely contending with India to be the premier “emerging market.” The European Union is now a global economic force, replacing the franc and deutsche mark with the Esperanto of European currencies, the euro. And Latin American leaders, having emerged from very poor communities and previously unempowered ethnic minorities, are increasingly independent in their political and economic leanings, often shunning the United States and its history of economic and political leadership.

Inside the United States, the rules of the game are in flux. At Google and other giants in Silicon Valley, over 50 percent of engineers are immigrants (primarily from India, China, and Russia) and they are transforming this segment of U.S. industry into the world’s leading producer of wealth and new jobs. The American free press is in danger of extinction, as well-respected newspapers including the Boston Globe and the Los Angeles Times drastically cut editorial and other staff, consider Web-based outlets, and take extreme measures to avoid bankruptcy. In addition, diversity of opinion and reporting assignments have narrowed as media conglomerates buy and sell news organizations to finance capital investments.

The “new economy” that emerged and soared in the 1990s has now crashed. The auto industry and vendors, suppliers, and adjacent industries in the United States are bankrupt or close to it. Once-respected corporate leaders have been accused of unbridled greed and irresponsible manipulation of financial deregulation. The worldwide economic crisis, the worst since the Great Depression of the 1930s, has revealed failures in the interlocking system of markets, stock exchanges, investment networks, and banks. Headlines from the New York Times  scream disaster in graphic terms:
• Bush White House Leaves $482 Billion Deficit

• Lehman Hit Hard as Talks End

• One Week’s Wild Ride: A Vast Economic Bailout as U.S. Acts to Restore Confidence 


• Super-Rich Getty Trust to Slash Its Budget 25%

• Asian Investors Fear Aftershocks of U.S. Meltdown

• A Bitter Struggle Over Outsize Pay for Executives

• Central Banks’ Lifeline: Huge Loans Attempt to Spur Revival of Lending

• A Fragile, Lonely Existence for Remaining Wall St. Titans: Morgan Stanley Seeks Merger; Goldman Feels Pressure

• Shaken British Leader Gordon Brown Fights to Stay at Helm

• 60,000 Jobs Lost in a Single Day: The Cuts by Firms such as Caterpillar, GM and Home Depot Aren’t Likely to Reverse Under a Stimulus Plan

• In the Lap of Luxury, Paris Squirms and Faces Most Serious Setback Since War Broke in 1939

• Forecasters See Fast Recovery; Others Doubt Their Eyesight

• Data Shows Manufacturing Is Suffering in All Corners

• Stocks Rally to Start Year; Will January Be an Omen?





President Obama has labeled abhorrent business practices “shameful and the height of irresponsibility.” Joseph Stiglitz, the 2001 Nobel Laureate in economics, estimated that the rate of worldwide unemployment for 2009 could reach 50 million. Mary Schapiro, upon becoming president of the Securities and Exchange Commission (SEC), uncovered spiraling fraud in the billions perpetrated by the corporations her agency was responsible for monitoring. The exposure of the shocking “Ponzi” scheme of once-respected financier Bernard Madoff revealed that he had stolen $65 billion from a network of trusting individuals, universities, hedge funds, and charitable organizations in phantom investments perpetrated over thirteen years.

These hard-to-believe scandals have continued to unfold in failing world finances. Shortly after the banking and investment giant Citigroup received an initial bailout with U.S. taxpayer funds, its executives allocated $50 million to purchase a corporate jet. Richard Fuld Jr., the chief executive of Lehman Brothers, who hid and disguised the financial ruin of his company and oversaw the bankruptcy of this once-venerable institution, received $466 million from 1993  to 2008 in personal compensation and $62 million in exit pay. Charles Prince, chief executive of Citigroup, who oversaw his bank’s near failure, earned $53 million from 2003 to 2007 and $40 million in exit pay. James Cayne, chief executive of Bear Stearns, who headed this investment bank as it crumbled and was taken over by the U.S. government in an attempt to save it, earned $232 million from 1993 to 2007 and $61 million in exit pay. Equally astonishing was the report from more than two dozen high-ranking Freddie Mac executives that CEO Richard Syron ignored their internal warnings on the danger of sub-prime mortgages and derivatives they gave him as early as 2004. Syron earned $19.8 million in 2007 as his company was sliding into ruin.

Outrageous amounts of compensation for heads of failing banks are disheartening enough in times of financial despair, but when we realize that these banks misspent the retirement accounts of working people, cost the thin mortgages of poor families, and misspent the scrimped savings of countless millions, we question not only those who greedily took the money but also the board members, consultants, advisors, and government regulators who were complicit in such shameful practices.

Economic failure has impacted once-protected civil service employees who face layoffs and furloughs without pay in state, county, and city governments, and has threatened the stability of big-city public school systems attempting to avoid bankruptcy. Unemployment is at its highest in decades, hiring freezes are mounting, and urban core populations face home foreclosures and an epidemic of youth who are living on the street.

The Los Angeles County food bank that supplies meals for the needy reported delivering 750,000 meals a week in the spring of 2009 for a population swelling with the elderly and a growing number of middle-class families. This figure has ballooned since that date as food supplies diminish. A national deficit threatens social and medical protection for children, the poor, and the elderly. Political conflicts surrounding the adoption of a new U.S. healthcare system have blocked widespread and thorough coverage for needy populations. The income gap between the wealthy and those without hope for minimum subsistence grows daily.  The American Dream is crumbling as those in communities across the country lose their homes, their jobs, and their pensions, and are relegated to living in the street, in the largest numbers since the Great Depression.

Heads of households wonder: Can we remain employed and stabilize our personal finances? Can we feed and clothe our families and ourselves? Can we maintain healthcare coverage and meet mortgage payments? The ruptured economy is particularly painful for rural Americans. They wonder: can we meet fuel prices we cannot afford and can we heat our homes, power our trucks and farm equipment, feed our livestock, transport our children to schools, and take our family members to doctors and drive for errands to grocery and hardware stores. Many are finding it increasingly difficult to meet the everyday requirements of a simple life.

Despite the highest medical expenditures in the world, the United States is currently ranked twenty-ninth in the world in infant mortality rate, tied with Poland and Slovakia and far behind many Scandinavian and East Asian countries. Yet large U.S. pharmaceuticals, insurance companies, and medical conglomerates have strenuously opposed healthcare reform for newborn children.

Technology, that magnificent tool, allows people worldwide to communicate electronically, bringing down walls that once separated nations and facilitating the exchange of ideas among individuals. However, it has not made life safer or more peaceful. Religious fundamentalists have turned the most up-to-date machines to medieval uses. We now live in a world where the suffering of a woman being stoned to death for adultery can be broadcast on satellite TV, where cell phones can be used to detonate bombs and data from confidential financial and health records can be gathered to invade or destroy privacy, and to facilitate widespread identity theft.

Hopelessness is exacerbated when elected political leaders betray the trust of those who put them in office. Rod Blagojevich, governor of Illinois, did so before he was indicted on nineteen counts of corruption, including offering to sell the Senate seat in his state that was vacated by President Obama and engaging in racketeering and fraud for financial gain. Likewise, the governor of  New York, Eliot Spitzer, who, despite a reputation for effectively fighting crime, was compelled to resign his office after being identified as “Client 9” in a prostitution ring. Evidence that the Bush White House approved the use of “enhanced interrogation techniques” that included torture and violated the human rights of terror suspects gravely undermined the trust of U.S. citizens in that administration.

Where do many of us turn in times of disillusionment and distrust? Some of us look to our church, synagogue, or mosque for solace, wise counsel, and role models. Catholics, however, had their trust shaken when investigations by the U.S. Attorney for Los Angeles revealed that Cardinal Roger Mahoney failed to restrict or discipline priests who had been publicly accused with convincing evidence of sexually molesting children in their parishes. Members of the Jewish faith have been troubled when heads of Jewish organizations have failed to speak out against Israeli government directives ordering troops to fire on and kill women and children in Gaza. And Muslims in the United States have been ashamed when suicide bombings perpetrated by members of their religion have killed many citizens of the Middle East.

The current worldwide leadership crisis is as great a threat to humanity as any pandemic, famine, terrorist act, or nuclear disaster—because if we fail to have courageous leadership and bold and ethical leaders, even simple solutions become impossible.




Bold Leaders 

We can assure you that, in all our years of advocating for bold, unabashed leadership, we have found that leaders who truly make a difference are able to throw off despair, self-doubt, cynicism, and irresponsibility. They embrace unembarrassed optimism and unashamed enthusiasm. They are willing to speak truth to power. They assume that change is inevitable. They refuse the seduction of trying to be a self-righteous savior. Shunning greed, they look to creating value for society and  the global community. They meet the gold standard for ethical leadership. They are, without a doubt, bold in their values, their commitments, and their acts of leadership.

Without ethical leadership, solutions to any problems are false, often self-serving and corrupt. Even as we admire the single leader who seems to save the day, we increasingly find that the best leaders have integrity and attract others with ethical behavior. In the collaborative mode that these leaders establish, they create stimulating, synergistic connections, support honest interactions, build trusting relationships, and encourage self-management across organizational lines. They link people through dialogue. They work with others to discover intelligent solutions and endorse viable results. They are responsible for their actions and stand by what they deliver. These leaders embody a clear commitment to values, ethics, and integrity, and yet are modest about their contributions as they enjoy the intrinsic rewards of doing good work.

Those who achieve truly unprecedented results have talent and intelligence. They have original minds. They see things differently. They spot gaps in what we know and have come to accept. They have a knack for discovering interesting, important problems and they embody the skills to solve them. They want to do the next thing, not the last one. They see connections and relationships among events and individuals. Often they combine specialized skills with broad interests and multiple frames of reference. They tend to be both deep generalists and expert specialists. They are not so immersed in any single discipline that they can’t see solutions in others. They are problem seekers and solvers, and they can no more stop looking for better ways of doing things than they can give up breathing. They have flexibility as well as tenacity, which is so important in accomplishing anything of value. They are aware of what they are doing and bring their authenticity to the process.

Becoming a bold leader is intense and challenging, and to embark on it individuals must acquire a positive sense of themselves. They do so by recognizing both their abilities and their limitations. They are brave enough to solicit and integrate feedback, remain continuously open to new experiences and information, and  stay attuned to the inner voice that directs them as they fulfill their promise to themselves and others.




Leaders Embrace Candor 

Among the important qualities of leadership there is at least one absolute: Leaders create solutions to problems only when they embrace candor and signal that they are willing to listen to unpleasant truths that may be sources of data that will lead to informed decisions.

When President Barak Obama had lunch in the Oval Office with all living past-presidents (George W. Bush, Bill Clinton, George H.W. Bush, and Jimmy Carter), the New York Times (November 10, 2008) reported that he asked his predecessors two key questions: “How do you make sure that you get good information? How do you make sure that people aren’t just telling you what you want to hear?” The soon-to-be-president was prescient regarding his need to know. Leaders rely on others to keep them informed about complex problems, and therefore they must create a climate of candor to get the information necessary to make the best decisions.

Effective leaders weigh the pertinent facts, study options, and are careful to hold their “gut reactions” in check while they are doing so. They ask powerful, challenging questions and test and judge information that may be confusing and frightening. Even when they “kick the tires” and discover information they did not want to hear, they do not shy away from evaluating what they think they know, considering all new data, and continuing their search for that nugget of knowledge that will lead to a viable solution.

Great leaders let it be known that they value candor, refusing to cater to yes-men and -women in their inner circle. They seek those who speak the truth, however hard it may be to hear. And candor goes both ways. Principled naysayers allow leaders to reevaluate their positions and learn from their mistakes. Relevant  information is not merely an executive perk; leaders share it with everyone involved, whether employees in a workforce or citizens of a nation.

Good leaders make people feel that they are at the very heart of things and are counted on to contribute to the success of the enterprise. Obviously there is some information that must be kept to an inner circle, but leaders hold it to a minimum and, to the extent possible, share data that will enable their colleagues to make informed decisions and act responsibly. Those who discover they have been lied to will never trust again. Thus are enemies born.




New Definitions 

The challenges that arise during times of great transition are especially daunting and call for diverse groups of talented people, committed to working together at every level of society and across every organizational hierarchy to tackle complex problems and implement coordinated, strategic solutions for the common good. The most successful leaders invite diverse minds to join them in their efforts. Consider the following shining examples: Dr. Martin Luther King Jr., Sitting Bull, Mohandas Gandhi, Cesar Chavez, Susan B. Anthony, and Nelson Mandela. One characteristic is common to these towering leaders. It is that they each had willing followers who shared their values and commitments and believed their successes were the natural outcomes of their united efforts.

Even in today’s winning corporations, shared power is an everyday practice. The collaboration among the three leaders at Google, for example, accounts for much of this Internet giant’s success. And when Apple’s Steven Jobs temporarily stepped aside to tend to health problems, he confidently turned the role of CEO over to Tim Cook, a man he’d partnered with for eight years to lead Apple’s iPod/iPhone revolution.

In government, President Obama brought this form of leadership to his administration. He demonstrated his commitment to collaborative problem  solving when he appointed Republicans as cabinet members and invited his former adversary, Hillary Clinton, to be his secretary of state.

Leaders who attract willing followers to join their efforts have the talent to engage colleagues in continuous, spontaneous, creative collaboration, and results can be proudly owned, as promised by the wise Confucian scholar Lao-tzu in his  Tao Te Ching:

The best of all rulers is but a shadowy presence to his subjects.  
Next comes the ruler they love and praise;  
Next comes one they fear;  
Next comes one with whom they take liberties. . . .  
Hesitant, the best does not utter words lightly.  
When his task is accomplished and his work done  
The people all say, “it happened to us naturally.”






As we redefine leadership to meet the upheavals in our society, we must learn to lead with characteristics of powerful and effective leaders. These leaders have:1. A Focus on Purpose, Direction, and Values The leader’s purpose is to galvanize and energize others to achieve meaningful goals. This purpose gives resonance to the work and lives of all involved. Leaders not only have a clear sense of direction, but they communicate their dream to inspire ownership by everyone in the organization. Every leader has an agenda, a set of closely held values, and a vision of “the common good.” These values, the very fabric of leadership, attract us to the person whose dream we will realize.



2. A Commitment to Building Trust with Followers Leaders generate and sustain trust, the lasting social glue that binds commitment and inspires high-quality results. To trust a leader we must have confidence that this person is competent and worth following. Our trust is inspired when leaders openly communicate and encourage dissent. Leaders generate trust by including key stakeholders to make decisions about the future.




3. A Skill in Conveying Optimism Leaders are purveyors of hope. Their optimism communicates a belief in the worth of followers and the talents of those around them. This optimism is pervasive and powerful when leaders do not get stuck in brooding about mistakes, problems, wrong turns, or mishaps. They view errors as opportunities to learn new information, to enhance or change their dreams, to power their visions, and to redirect their strategies for achieving success. Their optimism stems from their clear vision of the future and their commitment to bringing their team along for the ride.



4. A Talent for Inspiring Action to Produce Results Leaders have the capacity, the special knack, the talent to convert purpose and vision into actions that will produce results. Most leaders are pragmatic dreamers and practical idealists who create solutions to seemingly overwhelming problems. Moreover, they make sure they get where they want to go by living the principles they espouse. When they strive to translate ideals and intentions into reality they act ethically to make an apparent difference.








Competencies of Successful Leaders 

Obviously each leader has unique skills, talents, abilities, styles, behaviors, and winning formulas. Leaders come in every race, ethnicity, age, sexual orientation, role, and circumstance imaginable. What they share, however, are six clear and powerful competencies:
• Mastering the Context. Leaders focus on understanding the big picture, the impact of external events on their decisions, and the forces that may be beyond their immediate control. They stand by an “internal” context of their own values, frames of reference, agendas, and ethical commitments.

• Knowing Yourself. Leaders deeply appreciate self-knowledge and are committed to continually learning about themselves throughout their lifetimes.  They engage in introspection and humbly solicit feedback to stimulate a lifetime of learning.

• Creating a Vision. Leaders create an evolving, vibrant, and compelling vision to guide their plans and mobilize others to join them in making changes. Their vision is so real that they live and breathe it.

• Communicating with Meaning. Leaders shape their communication by considering the concerns and intentions of their listeners. They walk in the shoes of those they wish to reach, delivering their messages to allow others to easily grasp their meaning and join in their endeavors.

• Building Trust Through Integrity. Leaders consistently live ethically and demonstrate their values through action. They build trust through consistency and in times of trouble can be counted on to meet challenges head-on.

• Realizing Intentions Through Actions. Leaders are dreamers who are skilled in producing concrete results that are expressions of their visions and values, and they consistently invite others to act with them in realizing their intentions.





Our goal in writing this book is to encourage you to develop all six of these leadership competencies. When you do so, you will be prepared for any eventuality and will be able to meet the challenges of your times with brave and brilliant leadership, as did these figures from our shared history:

Winston Churchill truly mastered the context of his shifting times, during both World Wars as well as in times of peace when he preserved the British Empire. Mother Theresa was steeped in self-knowledge as she humbly insisted that her work with the “untouchables” of India was a greater source of deep and fulfilling satisfaction for herself than for those she served. Few people can match the power of John F. Kennedy’s clear vision that the United States would place a man on the moon ten years after he declared his dream. Although he did not live to see Neil Armstrong take this “giant leap for mankind,” his vision resounded in that moment. A leader with legendary talent as a great communicator was Dr. Martin Luther King Jr., who moved millions to guarantee human rights for all  people. What better example of a leader who lived her commitment to realizing the clear and concrete result of peace and international understanding than Eleanor Roosevelt, who united former enemies to create the United Nations? Many of us are familiar with the trust created by the integrity of the Nobel Laureate Archbishop Desmond Tutu, known as the “Rabble-Rouser for Peace.” With that trust he led the unprecedented “Truth and Reconciliation Commission” in South Africa to heal his country with forgiveness and hope.

While history may not demand that we express these levels of leadership, we are certain that each of us has the capacity to become a leader in our own life. In light of this truth, we offer you an opportunity for learning and knowledge with which you can discover your innate leadership talents, hone your blunted or undiscovered skills, and express yourself as the successful leader you can be. We humbly offer the wisdom we have gleaned from others and the hope that you will value the process as much as we have enjoyed creating it. We wish you well on your journey.
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