














Praise for The Leader’s Window


“Most of the time people don’t retain training concepts beyond ninety days. After five years, there are key managers who refer to and use The Leader’s Window. Several of our most successful executives use the performance contracting process almost religiously. It is no accident that their divisions produce results and they leave solid teams in place when they advance to higher levels.”


J. Kevin Schmidt, Vice President, Human Resources, Saint-Gobain Abrasives-North America


“The Leader’s Window should be required reading for leaders and team members of any organization that is serious about empowering teams to make a difference. Until the L4 System is mastered, other concepts of sharing leadership are without purpose and lacking discipline. This is the very best book for influencing successful work team design and implementation.”


Jack D. Orsburn, Ph.D., President, Orsburn Team Works, Inc., and author of Self-Directed Work Teams


“So many emerging leaders are in hot pursuit of the holy grail—the one perfect way to lead. The Leader’s Window helps them see that there is no one perfect way and provides them with practical tools and approaches to assess situations and lead effectively.”


Thomas J. Bailer, Vice President, Organization Development & Corporate Education, The Hartford Financial Services Group, Inc.


“The Leader’s Window presents a proven approach to raising the performance levels of individuals and teams. It’s a consistently effective way to establish goals and priorities, to create smooth and productive working relationships, and to measure and reward fairly. It is especially useful in helping managers strike the critical style balances necessary to coach people of all levels and capabilities to their full performance potential.”


Howard Deck, Vice President, Super Abrasives Division, Saint-Gobain Abrasives


“In my twenty-six years of experience, I have never found any leadership approach that compares with The Leader’s Window for simplicity, clarity, proactive application and accountability, or measurable achievement. While sharing this approach with hundreds of organizations, I’ve gotten rave reviews. The Leader’s Window works!”


Robert P. McClendon, Jr., President, McClendon Management, Inc.


“The Leader’s Window approach has provided our managers the tools they need to improve communications, with the appropriate mix of clear direction and support, to all our field technicians. We’ve found that constant focus on these basic needs makes leading our team successfully much easier and more profitable.”


Gerald M. Riggs, President, Ampam Riggs Plumbing


“The Leader’s Window is more than a management theory. It turns on the light for managers to realize that a ‘one-size-fits all’ leadership style does not work. It gives managers the ‘how-to’ training they need to manage people effectively.”


Fred Hermann, Vice President of Operations, Younger Brothers Construction


“The Leader’s Window is an incredibly practical book that takes the mystery out of leadership. It speaks to the challenges of leaders at all levels and gives them tools that really work on the job with their people. Can leadership be learned? With this book, the answer is yes!”


Ashley Penney, President, Catalyst Consulting & Training


“The Leader’s Window and the taxonomy of leadership styles the authors have devised are both insightful and useful. They can help reduce execution risk.”


Dick Sabot, Chairman, eZiba.com,
and Professor Emeritus of Economics, Williams College


“The unique insights offered in this book are bound to add value to you and your company. If the authors’ concepts are implemented within an organization, it will operate more efficiently by increasing the effectiveness of management, resulting in less rework and much higher profits.”


Roy Humphreys, President, Shea Homes
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Preface



If you are part of any business, at any level, in almost any part of the world, you know that leadership and teamwork are two drivers of organizational success for the twenty-first century. You also know that leaders are continually challenged by the never-ending change and uncertainty of the contemporary workplace.


The global economy is putting unprecedented pressure on every organization to give customers what they want in the most cost-effective ways. The organizations that will thrive in this competitive environment will be the ones that can focus the brainpower of their people—the ones that have leaders who can get teams to deliver results.


Are you that kind of leader? Or do you find yourself struggling to transform individuals in your organization into a high-performing team?


Do you know what kind of leadership works in every situation or would you like to be sure you are using the right leadership approach with the right people at the right times?


Do you know how to turn unmotivated people into highly effective workers? Or are you too busy with your own work to get the people around you to do what needs to be done?


If these are the kinds of questions that prevent you from harnessing the power of the people in your organization, then we’d like to introduce you to a proven, surefire formula for success that we call The Leader’s WindowSM.


What is The Leader’s Window? It’s a structure with four small windows of leadership—four equally good but different styles for leading people. Each one has its place, and this book will give you many examples of leaders who use each style with great success. The challenge is knowing where and when to use each one and developing your agility to use all four. That’s what The Leader’s Window is all about.


In this book, we will show you a new strategy for leading individuals. The best leaders in every organization have been doing this for years. Once you understand it, you will know what to do to help your people perform to the best of their potential.


We will also show you a new strategy for orchestrating the group dynamics that can make or break a team. The best leaders know how to inspire groups to great accomplishments. Once you know what they do, you will know how to take advantage of the power of team spirit.


Finally, we will show you how to put these two strategies together: four simple secrets for building and maintaining the high-performance teamwork that is necessary for guaranteeing your organization’s long-term success.


“Isn’t being a leader more about good instincts than elaborate techniques?” you may ask. While using your intuition to help you be effective as a leader can prove very valuable, there is a complexity in today’s workplace that requires more than just good instincts.


“Aren’t real leaders born?” you might ask. Leading is more than a birthright reserved for the lucky few. We know from our work in many organizations for the past twenty-five years that most people can learn how to lead. We also know that learning to lead in today’s complex world is a lot more complicated than who you know and where you come from.


Most of the leaders and aspiring leaders we know talk about feeling boxed in by conflicting demands—one set of messages from above pressuring them to lead forcefully, and a different set of messages from below expecting them to lead empathically. Do you feel trapped in this kind of box? The Leader’s Window will show you the way out of this trap with a solution that meets the needs of the people you work for and the people who work for you.


By following the secrets of The Leader’s Window, you’ll learn a step-by-step approach to maximizing the full potential of everyone around you, and you’ll learn how to adapt and change your approach as situations change and circumstances shift.


These are demanding times in an increasingly competitive world. The organizations that endure will be able to make the most of their human resource—their people. We know from our experience that The Leader’s Window can help you be one of those people—a leader who can give your organization the competitive edge—and we welcome the opportunity to help you develop that edge.


JOHN BECK NEIL YEAGER
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Welcome to the
World of Leadership



INTRODUCTION


When we first published The Leader’s Window in 1994, the L4 System for leading high-performing teams had been in existence for seven years. There have been considerable changes in the system as we have adapted it to match the realities of the work world and the increasingly complex demands on leaders. Welcome to the world of leadership.


Seven years after the first edition, much has changed in the marketplace. The transformation of the global economy into a frenetic environment where dot-coms come and go has created a level of economic uncertainty that is unprecedented. Brick and mortar companies are attempting to transform themselves into “click and mortar” entities agile enough to compete in the e-commerce arena. Financial services firms are gobbling each other up at lightning speed, turning them into complex transactional mazes. Industrial giants are consolidating at a dizzying rate, reducing the number of players to a small but powerful few. All of this has created an environment in which effectively leading individuals, teams, and whole organizations can seem like an overwhelmingly daunting task.


Add to this complexity the heightened competition for technologically savvy professionals in a tight labor market. Factor in the arrival of Generation X employees and the free-agent worker mentality they have spawned. Consider the increased preponderance of technology-driven workplace dynamics, resulting in the proliferation of virtual teams and telecommuting. It’s easy to see how the ability to attract, develop, and retain talent has become an even more formidable leadership task than it was when the world was simpler and more predictable.


In addition to presenting our latest thinking on how to utilize The Leader’s Window to be the best leader you can be, throughout this new edition we will offer advice on how to deal with organizational and cultural changes that impact your leadership effectiveness. We will also offer advice on how to effectively lead people who are fundamentally different from you and how to work with people you will never meet because you are in different parts of the world.


THE LEADER’S DILEMMA: THE PROBLEM


It’s easy to be confused about leadership.


First you heard that being a leader means having a vision, pursuing it with passion, and doing whatever it takes to get your people to bring that vision to life. So you got busy driving your people, challenging them to do the right things, pushing them to do everything the right way.


Then you heard a speaker who seemed to make a lot of sense. She said that you won’t get the most out of your people over the long run if you keep pushing them relentlessly. You have to support their efforts, this speaker said, help your employees grow and develop, encourage them, and motivate them. So you sat down and talked with the people who work for you, listened to their concerns, and tried coaching them as well as you could.


Then, just when you thought things were moving in the right direction, you read an article claiming that the answer lies in empowerment. Make people feel powerful, it said, and you will be enhancing your own power. Give your people lots of responsibility, and they will learn how to do whatever needs to be done. So you backed off, left your people alone, and waited for them to start feeling empowered. And you really hoped they would because, after the recent downsizing, you didn’t have time to spend with them anyway.


The bad news was that your empowered workforce quickly became stretched thin and stressed out from all those responsibilities. The good news was that you had just read a new book that assured you that good leadership is decisive leadership. Take people’s suggestions, this author said, but keep hold of the reins. That is the best way to get your employees’ buy-in and commitment while ensuring that things get done right. So now you have started spending more time with your people, listening to their ideas and redirecting them whenever they seem to be having problems.


The next wave of inspiration will probably send you back to cracking the whip like you used to do in the first place. If this merry-go-round sounds familiar to you, welcome to the leader’s dilemma.


The leader’s dilemma is a concern for anyone faced with managerial responsibilities as we head into the twenty-first century. For years, those attempting to explain good leadership have suggested that leadership is a science. From the mechanistic influence of Frederick Taylor’s The Principles of Scientific Management (1911) to the humanistic, behavioral science approaches of the 1960s to the search for excellence and one-minute solutions of the 1980s, people have been trying to pinpoint the answer to the leadership question.


In Search of Excellence (Peters and Waterman 1982) helped a lot of executives recognize the need to build a strong organizational culture, and The One-Minute Manager (Blanchard and Johnson 1981) reminded all managers to set goals and give praise. But most managers are still looking for more complete explanations about how to lead. Unfortunately, what has emerged is more philosophical explanations for leadership. Leaders need to take control, said Warren Bennis and Burt Nanus in their book Leaders: The Strategies for Taking Charge (1985). There is an art to leadership, proclaimed Max Depree, chairman of the Herman Miller Furniture Company, in his inspirational book Leadership Is an Art (1989).


In the 1990s, the quest to understand what it takes to build and sustain organizations expanded outward. Margaret Wheatley, in her thought-provoking book Leadership and the New Science (1992), suggested that we could understand organizations better by looking to the sciences of quantum physics, chaos theory, and molecular biology. In The Fifth Discipline (1990), Peter Senge and his colleagues at MIT proposed the notion of the learning organization, a systems approach to managing organizations that urged organizational leaders to conquer their company’s learning disabilities. Their “systems approach” continued to have broad appeal throughout the 1990s as they released several volumes on how to create learning organizations, including The Fifth Discipline Field Book (1994) and The Dance of Change (1999).


At the same time that would-be leaders sought help by looking to other disciplines, they also went inward. Having effective habits and the right principles are the keys, suggested Stephen Covey in his book Principle-Centered Leadership (1990). Building on his groundbreaking 7 Habits of Highly Effective People, he paved the way for looking at leadership from the inside out. The study of emotional intelligence became popular as the notion that understanding self and others gained broad acceptance as a key to corporate success. Daniel Goleman’s books Emotional Intelligence (1994) and Working with Emotional Intelligence (1998) suggested that EQ was a greater factor for leadership success than IQ, and the corporate world embraced the notion of “know thyself” (and each other) like never before. The continued success and increased popularity of personality inventories like the Myers-Briggs Type Indicator® (MBTI®) instrument further reinforced the value of psychology in the workplace.


Yet most people who have tried to lead—successfully or otherwise—know that taking charge is easier said than done. Inspiration, good habits, and right principles are absolutely critical but aren’t always enough. Broadening your perspective by exploring the universe and the psyche is a worthy pursuit but doesn’t in and of itself lead to results. Taking charge can give you credibility, and inspiration may be the catalyst for getting others to take action. Principles are most likely the right foundation for aligning yourself and your organization, and increased awareness of self and others helps you make better choices. But the bottom line is that performance that leads to desired results must be orchestrated carefully if you are going to succeed as a leader.


So what’s the answer? All the clients we work with are trying to increase their competitiveness by driving down costs, listening to their customers, empowering their employees, and creating a team-based culture committed to continuous improvement. Some days they find themselves going crazy because they aren’t sure if they should be driving or listening, empowering or improving. What they want to know is how to do all of these things at once.


THE LEADER’S WINDOW: THE SOLUTION


We believe there is a solution to this complex question of leadership. It does not come from a debate about art versus science, inspiration versus perspiration, character versus competence, or principles versus power. It comes from understanding the essential behaviors for simultaneously challenging a team of people to reach for a vision while empowering each individual team member to take the actions that are needed to achieve that vision. High-performance leadership exists when everyone, leaders and followers, is performing at his or her highest level—whether alone or in teams—all of the time.


The guide we use for ensuring that your approach to leadership works all the time, every time, is called The Leader’s Window. The Leader’s Window will not give you a quick fix, because leading people requires a concerted effort and needs to be sustained over time. What it will give you is a methodology for using your actions as a leader in a focused and purposeful way. It is a guide for promoting teamwork that maximizes the potential of every individual while fully utilizing the power that can come from getting a group of people to work together to achieve a shared mission.


To understand the secrets of The Leader’s Window, you will need to learn the art and science of what we call The Leadership 4 System. Sometimes we just refer to the system as Leadership 4. And sometimes we simply call it L4. Whatever you decide to call it, Leadership 4 is a highly refined approach to understanding the needs of both individuals and groups in a way that leads to high-performance teamwork. It is about people doing their best because they’re skilled, knowledgeable, empowered, interested, confident, willing, and aligned with the goals of your organization.


The L4 System is based on prior research on leadership, communication, decision making, reward systems, individual motivation, and group development. By expanding on those ideas, making them more precise and user friendly, L4 will teach you how to lead others in a way that maximizes results for them, for you, for your team, and for the organization you are a part of.


From your journey through The L4 System and mastery of its simple, yet proven, techniques, you will discover the secrets of The Leader’s Window and unravel the mysteries of high-performance leadership. As you read through this book, you will receive practical as well as inspirational advice that will make you a more effective leader.


Here’s an overview of what you will find:


• Chapter 1 sets the stage for thinking about leadership by emphasizing that teamwork requires getting each team member to perform to the best of his or her potential and creating group dynamics that foster synergy among those individuals. It also includes a short questionnaire that invites you to say what you would do if you were the leader in ten managerial situations.


• Chapter 2 defines the four leadership styles of The L4 System in terms of decision-making, communication, and recognition strategies and illustrates each style with well-known TV characters.


• Chapters 3 through 6 bring each leadership style to life with profiles of political and business leaders plus real case studies that show the value of each style.


• Chapter 7 shows you your personal Window of Leadership, including the main, backup, and limited styles that you selected on the questionnaire in chapter 1. You will also get feedback about the strengths and weaknesses of your leadership profile.


• Chapter 8 introduces the empowerment cycle for leading individuals—a new strategy based on our research about what the best leaders really do. This strategy totally revamps the way most managers have been taught to work with people, and it is extremely simple to use. Included are real-world examples of how the best leaders make the new paradigm work for them.


• Chapter 9 explains how to match all four styles to a follower’s task-specific potential by using a simple method for diagnosing ability and motivation. This chapter also gives you additional feedback about your responses to the ten cases in chapter 1. You will see whether you are using the styles with the right people at the right times.


• Chapter 10 invites you to try out the concepts from chapters 8 and 9 and shows you how to bring them to life with real cases and a question-and-answer format that guides you to create your own applications. It also includes information on how to manage the new reality of the free-agent workforce and how to best use technology when leading individuals.


• Chapter 11 addresses the issue of personality and leading individuals. Using the four preference scales of the Myers-Briggs Type Indicator assessment, you will learn how to effectively empower people who operate from each of the eight personality preferences.


• Chapter 12 shifts away from leading individuals to the question of creating effective group dynamics. It introduces the group devlopment cycle for understanding and leading groups and includes cases to illustrate this way of thinking. It also includes advice on how personality can affect group dynamics.


• Chapter 13 puts The Leader’s Window together by showing you how to integrate the individual empowerment cycle with the group development cycle. The four secrets in this chapter explain how to use the four leadership styles in a clear sequence that builds and maintains high-performing teams. Real-world cases illustrating this sequence show you how it is done and the consequences of ignoring the secrets. Included are the seven myths of teamwork and tips on how to deal with virtual teams.


Whether you are the CEO of a company, an upper-level manager, a frontline supervisor, or the informal leader of the XYZ task force, The Leader’s Window will provide you with insights, information, and practical tools for harnessing the potential of each individual and transforming that potential into high-performing teams.





Windows on the World of Leadership



CHAPTER 1


The only constant is change. As we enter the twenty-first century, it is hard to think of an industry that has not undergone massive transformation in the past ten years. It’s impossible to know for certain what the future will bring, but if the trend at the start of the new millennium is any indication, there will be more mergers, acquisitions, divestitures, spin-offs, and start-ups.


Companies are merging at an astounding rate. Exxon and Mobil have joined forces. BP spent the 1990s systematically acquiring its competitors, including Amoco and Arco. Disney owns ABC and ESPN, GE owns NBC, and AOL Time Warner is creating a media empire the likes of which has never been seen before. American Airlines purchased TWA. Upstart Worldcom bought MCI, while Bell Atlantic joined forces with GTE and Vodaphone to create the cellular powerhouse Verizon.


While many corporations are merging to survive and thrive in this volatile global marketplace, others are shrinking as they struggle to hold on to market share. Industry icons like AT&T and Xerox have seen their value drop precipitously. So have Lucent, Intel, and Microsoft. This sort of change has become so commonplace that in late 2000, when insurance giant Aetna sold a significant percentage of its customer base to ING in order to focus exclusively on medical insurance, no one batted an eye.


A little more surprising, because it had existed under a bubble of optimism, was the large-scale reduction of players in the dot-com world. Recent estimates are that 90 percent of the dot-coms existing at the end of 2000 will fail within the next few years unless they are anchored to a more traditional “brick and mortar” company—or are adopted by a more venerable one. For example, e-tailing giant Amazon.com currently has interests in Drugstore.com, Pets.com, HomeGrocer.com, and a host of other struggling ventures.


The volatility has been accelerating for some time. When corporate giants like IBM and General Motors went through several massive white-collar layoffs in the 1990s, it became clear that the corporate landscape was changing irrevocably. By the end of 2000 such actions had become commonplace. If you had been hoping that job security in America was going to make a comeback, or that lifelong employment would be adopted as the way to compete globally, you knew that hope was gone and started digging in for the long fight.


The truth is that the implicit pact between worker and leader has been banished forever. The idea of motivating good performance with job security may have helped the leaders of the industrial age or even the “intrapreneurs” of the first leg of the information age, but it is not enough for the leaders of the emerging age of uncertainty. The new employment model is free agency. Long employed in the sports world, it has replaced the model of the organization man or woman and the careerist model that followed.


Successful leaders of the twenty-first century will be those who give these free agents what they need, when they need it, in a form in which they can use it. The new leaders will be those who provide people with what they need to perform to the best of their potential. This approach is a far cry from either the authoritarian approach or the gentle helper approach espoused in earlier leadership theories. It is an approach based on the belief that volatile organizations require adaptable leaders—people who understand the dynamics of life in the contemporary organization and who are experts at matching their leadership actions to employees’ performance needs.


As the business world continues to reinvent and restructure itself, one of the most significant changes is the demise of the professional manager. Since the onset of the industrial revolution, those at the top have depended on these “middle managers” to make sure that those at the bottom do what needs to be done. The wholesale elimination of layers of middle managers whose role was to orchestrate the activities of others means that everyone in an organization is now a potential manager. Add in new employment models resulting in large numbers of contract employees and consultants, plus new organizational models that make reporting relationships ambiguous, and the picture gets even more complicated. What today’s managers need most—including everyone from the CEO to the person at the lowest level in the shrunken hierarchy—is to learn how to lead in the fast lane.


Working with other people to do more with fewer resources is the biggest challenge facing organizations as we begin the twenty-first century. Not just big corporations are affected. Small and medium-sized businesses are struggling just to stay alive, and as big corporations continue to reinvent themselves, more small businesses are cropping up on the horizon. Not-for-profits are also squeezed tighter than ever. And government agencies are under incredible scrutiny, not to mention whole governments that are being toppled all over the world.


Leadership is in the headlines every day. George W. Bush versus Al Gore, and the Florida Supreme Court versus the United States Supreme Court, in the 2000 presidential election. Tony Blair in Great Britain. Vladimir Putin in Russia. Zealous leaders perpetuating conflict between Israel and the Palestinians. The clerical leadership of the Mullahs in Iran. The military leadership of Saddam Hussein in Iraq. Tribal leadership in Eastern Europe and in several parts of Africa.


Leadership is what makes business news as well. Ford’s Jacques Nasser and his valiant efforts to deal with the Firestone tire crisis. Carly Fiorina’s reinvigo-ration of computer giant Hewlett-Packard. Sam Walton’s legacy at Wal-Mart. Jack Welch’s tough-minded but people-involving success at General Electric. Andy Grove’s ongoing success at Intel. Bill Gates’s intellectually confrontational software mecca Microsoft. Oracle’s Larry Ellison and his efforts to dethrone Gates as master of the software universe. Michael Dell’s direct line to the customer. Herb Kelleher’s customer-oriented approach to air travel. Warren Buffet’s quiet and consistent stewardship of conglomerate Berkshire Hathaway. The transition at Apple from Steve Jobs’s technowizardry to John Sculley’s marketing acumen and back to Jobs’s creative stewardship. Oprah’s burgeoning empire and pervasive influence. Profits and greed on Wall Street. The internationalization of entire industries. Searching for the right partnership between business and government in order to compete in the worldwide marketplace.


Leadership is everywhere—not just at the top, like the world leaders and business leaders mentioned above. Whether you are a CEO or a frontline supervisor, knowing how to lead people is the hardest part of the job. And the underlying questions behind every discussion about leadership are: How do you succeed and how do you avoid failure? How do you breed winners instead of losers? How do you build competitive spirit and avoid complacency? What do you say and do to deliver top-quality results and enhance your reputation as a leader?


Leadership is no picnic. If you are going to learn how to be a good leader, you will have to open your mind to new ideas without discarding all of your old ideas. Moving into the future does not mean letting go of everything you have done in the past. It means getting perpetually smarter about how you integrate the old and the new. It means taking what you know about the science of leadership and blending that with the finesse that comes from the art of leadership.


Learning to lead also means not getting caught up in the unrealistic search for quick-fix solutions to complex problems. If we have learned anything in our years of working with thousands of managers from all kinds of organizations, it is that leadership is one very big challenge. If leadership were easy, a lot more people would be good at it.


Finally, becoming a good leader also means taking a good hard look at yourself because what you think you do may not be what you really do. To help you look at yourself, before you read too far, we want to invite you to play the leadership game with us. This will give you a chance to think about yourself as a leader while you read this book.



WHAT KIND OF LEADER ARE YOU?



On the following pages, you will find ten short cases that will help you think about the ways you lead people. Each case describes a common work situation that is typical of the problems that confront most managers. After each case, you will find four possible actions, each of which is used frequently by a large number of leaders.


As you read each case, don’t try to guess the “right” answer. What is right for you may not be right for someone else. Just choose the actions that are typical of you and the ways you interact with people when you are the leader. Here’s what to do:


1. Read each case and imagine yourself as the leader in that situation.


2. Read the actions and think about what you typically do in that type of situation.


3. If one action stands out as describing you, give five points to that action by writing the number 5 in the space beside it.


4. If no single action describes how you would handle the situation, you can divide the five points in any combination that adds up to five: (4 + 1), (3 + 2), (2 + 2 + 1).


Be sure that your responses for every case add up to exactly five points, no more and no less. For example:
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Read these cases and have some fun thinking about what you would do in each one. Remember that what you really say and what you really do is where the rubber meets the road in the game of leadership. Later on, in chapters 7, 9, and 12, we will show you how to interpret your responses to these cases so that you can see what your leadership profile looks like.




CASE 1


Tom has recently joined your department and seems nervous about his new work. He is reluctant to take on much responsibility because he is not sure his skills are right for the job. You are confident that he will be fine as soon as he learns the job.


Actions










	
A. Ask him to identify the skills he brings to the job and then tell him how to use them in productive ways.


B. Give him a full orientation to his new job and tell him what he needs to do to get started.


C. Keep an eye on him from a distance to see what he can figure out on his own.


D. Ask him to identify the skills he brings to the job and help him discover his own ways to apply them.
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CASE 2


Susan was assigned to you after a rocky experience in another region. She is talented and confident, but she resists learning the job requirements and wants to work with customers entirely in her own way.


Actions










	
A. Ask her about her past experience and then tell her how her work here should be done.


B. Ask her about her past experience and then help her think through a plan for getting started.


C. Review the customer list with her and tell her what to do to get started.


D. Give her a chance on her own before saying anything.



	[image: image]













CASE 3


Joe has joined your department with great enthusiasm and confidence. He has a proven track record and is in tune with your goals. Mostly, he needs to get oriented to the specifics of his new responsibilities and the ins and outs of how this company works.


Actions










	
A. Help him to think through the new assignment and develop his own training plan.


B. Let him know that you are confident that he can learn the job on his own.


C. Explain the job requirements and then tell him what he should do and why.


D. Explain the job requirements and then seek his input as you develop a training plan for him.
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CASE 4


Jane is a great saleswoman who consistently makes you and the company look good. Usually, you just stay out of her way, but lately you have thought that you should let her know that you are still the manager.


Actions










	
A. Give her recognition for doing so well and remind her that you’re there if she needs anything.


B. Ask her to update you on her activities and then tell her which ones you think she should pursue.


C. Ask her what seems to be working best for her and listen to her plans for the near future.


D. Review her customer list and tell her what she should be doing with each one.
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CASE 5


Ted has worked in your department for the past five years. He is technically sound but does not understand the big picture. He has also turned off several people with his aggressive enthusiasm. Since his last performance appraisal, in which you gave him some honest feedback, his confidence seems to be shaken.


Actions










	
A. Redirect him so that he understands exactly what he needs to do differently.


B. Listen to his concerns and then help him think through the steps he wants to take.


C. Be patient and wait for him to come around on his own.


D. Listen to his concerns and then redirect him so that he understands exactly what he needs to do differently.
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CASE 6


You have assigned Martha, one of your best employees, to collect consumer data that will be needed for your department’s upcoming strategy meeting. She has been working diligently to get the assignment done on time. Your boss has just requested the data a week early, and you know she will be really upset.


Actions










	
A. Let her know the boss is looking for the data.


B. Give her a deadline and outline the steps for her to complete the assignment.


C. Ask her what has been done on the assignment and then outline the steps for her to complete it.


D. Ask her what has been done on the assignment and help her create a plan for finishing it.
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CASE 7


Barry has been in your area for many years. He is normally a self-starter, and you have always been able to rely on him to get the toughest jobs done. He has deadlines for several major assignments approaching rapidly.


Actions










	
A. Ask him about his assignments and give him your support on them.


B. Anticipate that he may need support but wait for him to approach you first.


C. Ask him about his assignments and then lay out clear expectations for each one.


D. Lay out clear expectations for each of his assignments and be explicit about what he should be doing.
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CASE 8


Jenny is frustrated with her job and actively looking for a transfer. She knows all the required tasks well but has a tendency to be careless even under normal circumstances.


Actions










	
A. Stay close to the situation and be sure that standards are maintained.


B. Ask her about her concerns and then give her a plan for maintaining standards during the interim.


C. Ask her about her concerns and help her develop her own plan for the interim.


D. Let her know that she is needed to handle the work.
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CASE 9


Your organization has embarked on a Quality initiative and you have been assigned to lead a Continuous Improvement Team. The team members represent all of the departments that have a direct interface with yours. The first meeting is today.


Actions










	
A. Lead group discussions that help the members define the team’s mission and their roles.


B. Let the members outline the improvements they are planning to make in their own departments.


C. Clarify the team’s mission and explain members’ roles and responsibilities.


D. Incorporate members’ suggestions as you determine operating principles and procedures.
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CASE 10


You are leading a team that has performed well in the past. The team members are experienced and have always handled responsibilities well. Recently, they have seemed burned out and you are afraid their interest will drop off completely.


Actions










	
A. Leave them on their own for a while before you take any formal action.


B. Redefine their responsibilities clearly and work closely with them until the group is back on track.


C. Ask the group for ideas about changes that are needed and use their input to make improvements.


D. Lead discussions about the current situation and help the group decide what changes are needed.
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WHY WERE SOME CASES ABOUT
INDIVIDUALS AND OTHERS ABOUT GROUPS?



The cases you just read focused on eight problems about individuals and two that involved group efforts. That is because we believe that to have a high-performing team, you need to lead the individuals on the team in unique ways according to who they are and what they have been asked to do. In addition, you need to lead the group dynamics that emerge as the individual contributors interact with one another and with you. This applies to teams in functional units, departments, and divisions. It also applies to cross-functional teams, project teams, committees, task forces, joint-venture teams, special teams, virtual teams, etc.


WHAT IS A HIGH-PERFORMING TEAM?


In our team-building practice, we work with leaders and their team members to help them develop productive working relationships and overcome self-imposed constraints. We help them clarify where they are going and how they are getting there. We help them eliminate ways in which they are tripping over one another’s feet while discovering better ways to take advantage of the full resources available to the group.


This team-building work has given us a unique opportunity for understanding teams. In essence, it has taught us that high-performing teams have


• A clear and unambiguous mission


• Clear goals with measurable targets for the team as well as for the individuals on the team


• People who have the skills necessary to accomplish the mission


• Clear roles and responsibilities for each member of the team


• Well-defined leadership responsibilities that are shared among team members in ways that maximize openness without sacrificing control


• Clear, timely, and open communication down, up, and all the way around, within the team as well as with suppliers and customers


• Effective decision-making structures that enable the team to tackle tough problems in a systematic way without getting bogged down in trivia


• Efficient systems/procedures that help people get their work done


• Formal or informal rewards that value people for their contributions as well as for the team’s successes


• An overall climate that encourages people to push the edge of the envelope and creates a positive team spirit


Creating and sustaining a high-performing team is no small task. According to Tony Daloisio, the leader of our Charter Oak team that compiled these findings, “Each of these factors represents a key ingredient of a high-performing team. We find that teams can get stuck on any of these issues. What’s interesting is that the solutions always come back to the issue of leadership. An ambiguous mission, unclear goals, poor communication, inefficient decision-making procedures, or a lackadaisical climate can be corrected if the leader is committed to working on the problem. If not, it is not likely to get resolved.”


So it comes down to you, the leader. You are the driving force. What you say and what you do will determine the success of your team. And what all the leaders throughout your organization say and do will determine the success of your entire organization.


WHY IS TEAMWORK SO IMPORTANT?


Teamwork is essential to the culture of most successful organizations. In our organization alignment practice, we have learned that an organization’s culture can make or break any change initiative aimed at improvement. All too often, a leader will declare a new vision, develop a new strategy, announce a reorganization, or invest millions of dollars in new systems, only to find that a few years later there is not much difference in the way the company is doing business. That is because the leader has not paid enough attention to the organization’s culture. Without confronting old habits and established ways of working together, any major change is likely to fall flat on its face.


Basically, the concept of organization alignment can be likened to the alignment of an automobile or the human skeletal system. When a car is out of alignment it does not function optimally—the tires wear unevenly and more quickly, the gas mileage decreases, and the ride is bumpier than it would be with an aligned vehicle.


Likewise, when a person’s body is out of alignment the person is likely to experience back pain, be less flexible, and move far less efficiently and effectively than when the body is aligned. Just as a good mechanic can bring a car back into alignment and a good chiropractor can adjust the body to bring it back into alignment, organizational leaders can do things to bring an organization—or part of an organization—into alignment.


In order to align an organization, there are five dimensions to consider. First, you need to look outside the organization at the environment that surrounds it. Who are your customers? Who are your main competitors? What are the technological, economic, or demographic developments that might have a major impact on your organization’s future?


Second, you need to identify the core values that will align your organization with your environment and simultaneously align your workforce in pursuit of a shared vision. Values are at the center of an aligned organization. They are at the core of the vision that drives it forward into the future.


Third, the vision needs to be translated into specific strategies that must be articulated as departmental missions with measurable goals. The strategy makes the vision more concrete by turning the core values into an achievable set of targets.


Fourth, the strategy has to be implemented by a structure that outlines the roles and responsibilities needed to make the strategy succeed. To bring the structure to life, you also need systems in place that can put the strategies into motion.


Finally, the culture of the organization must motivate people to act in ways that are consistent with customers’ expectations and the core values that drive the organization.


We don’t want to minimize any aspect of what it takes to lead a high-performing organization. For an organization to be effective, its leaders have to consider each of the elements of alignment. They need to be aware of the environment, be able to articulate a vision that is shared by followers, know how to focus on the right strategic initiatives, design efficient structures, and put productive systems in place. They also need to create a culture where purposeful, focused teams work smarter and learn faster than the competition.


As Jonathan Spiegel, the head of Charter Oak’s alignment practice, says, “Leaders need to recognize that they must create a culture that enables people to achieve their vision. Without integration of individual efforts into productive teamwork, no customer-oriented vision has a chance of succeeding.”


Our emphasis in this book is on working with individuals and groups in ways that create the high-performing teams that will give your organization a culture capable of achieving greatness. The Leader’s Window can help you create an organizational culture that supports long-term success. This new paradigm for leadership can also enable managers at all levels of your organization to build an organizational culture in which everyone is inspired to perform to the best of his or her potential.


MANAGEMENT BY BUZZWORD


One of the biggest impediments to organizational success is the abundance of buzzwords that wash through corporate hallways in successive waves. While many of these catchphrases reflect worthwhile ideas that have stood the test of time, they cannot, in and of themselves, offer complete solutions. The key is to get beneath the slogans and understand what to do with the meaning they reflect.


Ideas don’t become buzzwords unless there is some truth beneath the surface. The problem is that often a leader will latch on to a buzzword and try to align his or her organization behind the particular philosophy it implies.


Figure 1 shows some of the buzzwords we hear most frequently. We suspect that they will sound familiar to you, too. We have grouped them into four small windows held together by a window frame to give you a sneak preview of The 4 Windows of Leadership. You will see later that each set of these buzzwords has its place in a good leader’s tool kit.


Window 1 focuses on vision, passion, drive, and results. Window 2 includes participation, involvement, synergy, and quality. Window 3 emphasizes listening, coaching, development, and support. And Window 4 focuses on trust, empowerment, delegation, and letting go.


Throughout this book we will build on these familiar buzzwords. As we’ve suggested, behind every buzzword there lies some truth. Our goal is to help you understand what to do with the wisdom of each small window and how to blend all of these truths together into a complete paradigm for effective leadership.


Each of these windows, when used appropriately, can be a powerful force in a leadership relationship. Each can also be a misguided attempt to jump on a buzzword bandwagon.
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Figure 1 Management by Buzzword


One of the reasons we suspect “management by buzzword” happens so often is that people are seeking simple answers to complex problems. The truth is that effective leaders do a lot of different things under different circumstances—and that all the things they do make sense some of the time. The problem is that the same actions don’t make sense at other times.


Articulating a vision for your organization and being impassioned about that vision can be a wonderful thing. Driving your direct reports to achieve results can prove worthwhile. However, forcing your vision on self-motivated people who have a vested stake in their own vision of their work may result in diminished returns.


Preaching the virtues of participation, involvement, and team synergy and continually stressing the importance of quality can lead to cutting-edge problem solving if you’re serious about using people’s input. It can also result in endless meetings and time-consuming processes.


Using a nurturing approach to managing people by listening to them, coaching them, developing them, and supporting them can lead to high performance. But if the people you’re coaching aren’t ready, willing, and able to take on the responsibility that comes with this approach, you may be too supportive for your own good.


Finally, finding ways to truly empower people by delegating to them, trusting them, and letting go of control can prove to be beneficial to everyone involved provided you are all positioned to take advantage of this high level of autonomy.


Within each window, there is a set of buzzwords that offers a potential blessing and a possible curse. The blessing emerges when the particular philosophy matches the conditions. The curse rears its ugly head when there is a mismatch between the methodology employed and the leadership needs of the situation. The biggest problems occur when a leader embraces one window for all circumstances and ends up trying to force every situation to fit the strategy instead of the other way around.


Throughout this book, our mission is to help you develop the tools to use the right leadership styles at the right times. We will help you learn to open each window when its messages are needed. Ultimately, that ability will determine whether you are viewed as a fad-following sloganeer or a savvy master of leadership.


USE ALL YOUR GOLF CLUBS


Whether you are supervising an individual, spearheading a team effort, or captaining an entire organization, you need to be open-minded about using a variety of approaches. Every situation will confront you with a new set of circumstances, and each window will give you a set of options. The challenge is to match the right response to each situation.


Instead of thinking of yourself as a professional manager with a set of leadership tools, think of yourself as a professional golfer with a set of very valuable golf clubs.


In golf, there is a reason that you have woods, long irons, short irons, and a putter in the golf bag. You need the woods on the tee and the fairway, the long irons in the rough, the short irons for the sand traps and approach shots, and the putter on the greens.


Imagine how ineffective you would be if you tried to play golf with only one club. If all you had was a putter, you’d be terrible off the tee and in the traps. If you had only woods, you’d be awful in the rough and on the greens. And if all you had was a short iron, you wouldn’t get very far off the tee, and you’d tear the greens to shreds. Not only would you be ineffective, but you would look ridiculous.


Many managers try the equivalent at work. They walk around with one approach and try to use it in every situation. They often take pride in being consistent when they are actually being ineffective in most situations—and they often do look ridiculous.


The point is that if you want to be effective as a leader you have to be prepared to use all your clubs. You don’t want to use them all at once, but you do want to use each one of them as the circumstances demand.


This may sound easier than it actually is. When you play golf it’s easy to know which club to use. On the golf course there is a nice flat spot with little markers to let you know that you are at the tee. The fairway is clearly distinguishable from the rough. You definitely know when your ball is in a sand trap, and the well-groomed grass and the flag serve as clear indicators that you’re on the green.


At work it’s a lot harder because the clues are never marked that clearly. That’s what The Leader’s Window is for, to help you see the clues that are there and figure out which clubs to use and when to use them.





The 4 Windows of Leadership



CHAPTER 2


When you responded to the ten cases in the last chapter, you had four actions from which to choose. Each of those actions is associated with one of the leadership styles of The Leader’s Window. In this chapter, we will give you a deeper understanding of these four different approaches to leadership so that you will have a clear picture of what each style looks like.


This is the first step toward mastering the four leadership styles. If you are going to open and close each of the four windows at the right time and apply the wisdom behind the buzzwords in value-added ways, you need to know the words and actions that bring each of these leadership styles to life.


You can’t play golf with the pros until you know how to use each golf club.


THE FOUR LEADERSHIP STYLES


The most common way to think about the four leadership styles is in terms of two general types of leader behavior: direction and support.


Being directive means telling people what to do, when to do it, how to do it, and why it should be done. It involves explaining assignments, providing information, and giving people instructions. Direction is associated with downward communication and influence from above. It usually results in close supervision and frequent feedback.


Being supportive is quite different. It is typified by encouraging upward communication, seeking people’s ideas, and listening carefully to their responses. Support means respecting people’s knowledge and involving them in decision making. It involves building people’s confidence, helping them accomplish assignments, and encouraging them to assume responsibility.


Actually, you should think of each type of behavior as a continuum. With direction, you might range from a limited direction, laissez-faire approach to a high-direction, controlling approach. With support, you might range from limited support and minimal interaction to high support and active communication. Between these extremes, there are many points on each continuum.


Figure 2 shows what the four styles look like in terms of direction and support.


These are the basic tools that a leader uses when interacting with other people. Style 1 (S1) is the high direction style. Style 2 (S2) is the high support, high direction style. Style 3 (S3) is the high support style. And Style 4 (S4) is the low support, low direction style.


S1, the High Direction Style


Style 1 refers to taking action without seeking input from others. Leaders who use Style 1 are good at giving assignments and informing team members of the actions they need to take. Their tendency is to tell people what, when, why, and how to proceed while providing close supervision.


S2, the High Support and High Direction Style


Style 2 involves direction from the top based on ideas that are actively solicited from members of the team. Leaders who use Style 2 are good at seeking information from key people and asking their opinions on issues. They like to share problems, listen to other people’s points of view, and then set a course of action and make assignments.
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Figure 2 The 4 Basic Leadership Styles



S3, the High Support Style



Style 3 involves assisting others in areas where they have responsibility. Leaders who use Style 3 are comfortable listening as people discuss problem situations. They ask many questions and provide some input to other people’s decisions. They act as a guide and a resource but leave the responsibility with those who are closest to the problem.
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