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  For Peter Anderton. A man whose principles are so strong that he stepped away from this book on the grounds that it contains a couple of naughty words.




  #Respect.




  Top banana.
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  THE BIT THAT NOBODY READS (BUT YOU REALLY SHOULD)




  Thank you and welcome. Isn’t it amazing how very patiently a book will wait to be read?




  Three quick asides before the off …




  First, we’ve twigged that books sell well when they tell you what you want to hear. Our editor says it’s usual to butter you up, so here goes – leadership is complex. It’s a tough gig, hence you get paid more. The responsibilities are heavy. Leaders are the new superheroes – you have to be flexible, sharp, empathetic and super intelligent. Much cleverer than your employees, for sure.




  In the modern world, that last bit is most probably untrue. It’s important for you to know that we’re going to continue to tell you the truth, and nothing but, throughout. Even if it’s not what you want to hear.




  Second, something you already know – your influence as a leader is massive. It has a huge multiplier effect. A leader in a positive mood cascades far and wide. If the whole organization is feeling good, everyone is optimistic, making good decisions and being creative then, wham, that’s a superbly productive day.




  As Bruce Forsyth used to say, ‘and that’s all there is to it’.




  If only it was that easy?




  While physics has immutable laws, ‘people’ are a law unto themselves. So, yes, on a good day you will have a multiplier effect but the reverse is also true – bad leaders can also have a subtraction and division effect!




  By the time we’re old enough to enter the workplace we have developed into emotional, walking, talking, lumbering habit machines. We’ve got a sense of who we are and what we’re good and bad at. Most functioning adults also have a canny knack of being able to imagine how others perceive us, which gives rise to a whole load of issues around self-consciousness and embarrassment. In short, we all end up with an identity. If you want to change ‘who you are’ in the truest personal development sense of ‘leaning into being your best self’ then it’s worth analogizing that life’s not a nippy speedboat zipping about on a millpond sea – you’re carrying a lifetime of emotional and psychological cargo being hauled across the vast oceans of your unconscious. We want to provide you with some quick wins, but a lot of personal change takes time, courage and practice so please expect a fair bit of sloshing around.




  And third, something you didn’t know – Apple Inc. will go rotten. Yes, it’s a ridiculous statement. In every leadership and/or business book written in the last ten years Apple has been held up as a model of how to do things. Steve Jobs is some sort of a demi-god, worshipped as a creative visionary who invented simplicity. Apple, the most profitable company in the history of profitable companies, the organization that has an income greater than the entire 1977 US stock market, the company who is bigger than the GDP of Slovakia … and here we are, leadership small-fry, suggesting that Apple’s going to go belly up. What’s more, we’re even daring to suggest that it’ll happen a lot sooner than you think.




  How do we know? Because nothing is permanent. Change has quickened to the point that business cycles are shortening, global competition is like a pack of rabid dogs and, sooner or later, Apple will get bitten. Some other company will emerge as the ‘new Apple’, headed by the ‘new Steve Jobs’ and historians will look back at these two paragraphs and coo at our foresight.




  So, as the world quickens, what are we supposed to do? I think the trick is to enjoy the hurly-burly as life hurtles by in a blur. Be proud in the knowledge that historians will look back at us and go Wow! They really were in the eye of the storm. They coped with the advent of the internet, all you can eat data, e-commerce and Brexit. They grappled with social media, global warming, oh, and the fall of Apple.




  Our point, before the off, is that you are leading in extraordinary times. So a top tip that also happens to be a recurring theme of this book: remember that in 40 years’ time, you will reflect back on now as ‘the good old days’ so take time to enjoy today, today.




  [image: Image Missing]




  Chapter 1




  JUST ONE THING TO REMEMBER
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    It’s all hectic days and Russian dolls to start with, plus a reminder to not forget your towel. We explain why working 24/7 isn’t such a bad idea and ditch some tired leadership notions into Orwell’s Room 101.




    Chapter 1 challenges you to shine as well as rise, while also explaining why a third of roller-coaster riders are ill before they start. You’ll notice our penchant for fairytale endings, albeit with dwarves and frogs along the way. There are also bulls and sheep (excellent ones).




    Yes dear reader, Chapter 1 sets the standard. You’ll notice that absolutely everything you’d expect from a ‘normal’ leadership book is completely absent, a point that we hope you think is wonderful.




    Now what was that one thing I needed to remember again …?


  




  The Hitchhiker’s Guide to Leadership
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  ‘WE HAVE THE MOST WONDERFUL JOB IN THE WORLD. WE FIND PEOPLE IN VARIOUS STAGES OF SLEEP. AND THEN WE GET TO TAP THEM ON THE SHOULDER AND BE WITH THEM AS THEY WAKE UP TO THE MAGNIFICENCE OF LIFE.’
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  Sydney Banks




  You might be a big reader (someone who reads a lot of books, not a fat one). Or, you might not be.




  It doesn’t matter. All that matters is that you read this one. We’ve gone to the trouble of designing it so it’s very readable. It’s got everything that a ‘normal’ book has – words, pictures, paragraphs, punctuation – everything that is, except a story.




  A book without a story? Waddayamean, it’s not got a story? How can a book not have a story?




  Just to confuse you, it has, and it hasn’t. It’s not got a story as in boy wins ticket to chocolate factory and fat kid gets stuck in a tube along the way. Its story is YOU. Yes, YOU are the central character. The only character really. YOU are not only in it, but you are the glue that holds the story together.




  Which is where things really hot up. We want your leadership story to be one of action, excitement, adventure and fun. We want it to be one of those magical fairy tales where you inspire your team, give epic customer service and live happily ever after. You might have to kiss a few yukky frogs or live with seven dwarves somewhere along the way, but that’s part of the adventure.




  Too many folk have a rather dull leadership story. They ‘live’ a rather unspectacular corporate life; limping from one day to the next. Kissing frogs once in a while is just about bearable, but snogging them every day? Not good.




  We wrote ‘live’ in inverted commas because it’s important to know the difference between ‘being alive’ and ‘living’. You see, technically speaking, you can be alive (showing all the classic signs: breathing, moving, eating toast, etc.) without really living. We figure that if you’re going to the trouble of being alive, you should upgrade to ‘properly living’. It’s more than having a pulse. It’s about energy, passion, motivation, effort, colour, excitement, frogs and dwarves.




  Make that pulse race a bit.




  So, congrats, you’re alive. But are you really living?




  In The Hitchhiker’s Guide to the Galaxy,1 a person who can stay in control of virtually any situation is somebody who is said to know where his or her towel is; Douglas Adams’s genius logic being that a towel has immense psychological value. If you pick up an intergalactic hitchhiker who has their towel with them, you will automatically assume that they are also in possession of a toothbrush, flannel, soap, sandwiches, flask, compass, map, alien repellent, cagoule, space suit, etc. It gives you faith. Burrowing deeper into the assumption, anyone who can hitch the length and breadth of the galaxy, rough it, slum it, struggle against terrible odds, win through, and still knows where their towel is, is clearly someone to be reckoned with.




  Think of this book as your intergalactic towel. Yes, the modern world is bonkers but this book will give you a certain presence which will make you someone to be reckoned with.




  The Most Excellent Sheep




  So let’s start with someone who’s lost their towel.




  Here’s a classic family story, witnessed up and down the land. If you’ve got kids, you’ll be familiar with it. If you’ve not, you’ll still be familiar with it. Picture the typical hectic Monday morning scene as the family goes through their ‘getting ready for school and work’ routine. And then, while mum is simultaneously making packed lunches and ironing shirts, the daughter pushes away her untouched and now silent Rice Krispies and utters the dreaded, ‘I’m not feeling very well’.




  The daughter makes sure to put on her feeble voice as part of the convincer strategy. Of course, mum’s wise to this. It’s a game. Her daughter has previous. This mysterious illness often crops up on a Monday when her daughter just happens to have a very busy timetable. And there’s something else to add into the mix. Mum’s day is already full. She has an important and unmoveable appointment so staying back to look after her ‘poorly’ daughter is not going to be possible. So mum does what all half-decent mums do: she feigns concern and puts her hand on her daughter’s forehead and attempts the classic fob-off. ‘You’re a teensy bit warm but I think the walk will do you good.’




  ‘I’m really poorly, honest mum,’ she wails through sad eyes. ‘I really don’t want to go in today.’




  Mum sighs. ‘We’ve been through this before, Angie. You can’t just skive off.’




  The girl whines some more. ‘But whhhhhyyy?’ she wails, burying her face in her iPad.




  ‘Because you’re the manager!’




  Now, if you’re in a position of authority at work, you will have had mornings like this. As a leader, you have contracted a horrible disease called ‘responsibility’. Chances are that someone higher up the food chain is saying, ‘Here are some responsibilities. We’re not taking any of the old ones away, mind. And here’s a few whopping targets and slightly less budget than you had last year. And here’s your team. Go make some brilliant things happen.’ Gulp! And, at a lucky guess, you’ve reached a tipping point where you can’t work any harder? And, let me guess, if I ask you to work ‘smarter’ you’re going to rip my throat out?




  You’ve streamlined everything in an attempt to be super-efficient. You have an email system, with lots of little yellow folders. And, if you’re super-duper efficient, you will have developed the ‘Russian Doll’ system whereby some of your little yellow folders have little yellow folders in them? Your fool-proof method of organizing your emails has created a bit more time, but that extra time will not be spent luxuriating on the team strategy or coaching your best people – it will simply be filled with even more emails. So, here’s a clue upfront. Sending emails is not your purpose (more of that later).




  The likely result of this tumultuous workload is that you’re exhausted. When your alarm rudely awakens you at 6am on a winter’s morning you don’t leap out of bed with a ‘Woohoo! Another Monday. Another opportunity to inspire my team and provide world class customer service.’ Nope. Your lustre is lacking and you need an energy transfusion. Most people groggily hit the snooze button in a desperate attempt to grab another nine minutes and 59 seconds of slumber before they drag their carcass out of bed.




  Your commute is unlikely to be one of peace and joy. You might be one of the train commuters. Overground is bad enough, but underground? Crammed with people, nose to armpit, with no fresh air, shooting through a metal tube at 40mph. If you were pigs, sheep or cows the animal rights’ folk would have it banned. Inhumane treatment. But because you’re going to work it’s somehow okay?




  Of course, it’s not just work. ‘Busyness’ applies to life. We get irritated by slowness. Your microwave meal’s instructions tell you to cook it for two mins, then remove, stir and let it do another two – and you get angry that your evening meal is going to take so bloody long. Are you a digital lemming who gets home from work and immediately logs onto their emails?




  Let’s not pull any punches. We’d dare to suggest that life’s not just exhausting, it’s actually unfair, with managerial life doubly cruel. We tend to agree with Dennis Wholey who once said: ‘Expecting the world to treat you fairly because you are good is like expecting the bull not to charge because you are a vegetarian.’




  

    Top Tip




    To cut your ‘to-do’ list in half, simply get your to-do list and cut it in half. (Get a grown-up to help with the scissors.)




    #ArdaghTips


  




  Life can feel like a Mexican stand-off: you versus life – who’s gonna blink first?




  While we’re in ‘no punches pulled’ mode, we’ll tell you straight, it ain’t gonna be life. Life’s just going to keep coming at you. The trick is to mould yourself around it, to craft a life worth living. One of abundance, energy and optimism that might not quite reach fairy tale proportions but it does end in a happily ever after.




  But how? When the modern world is loaded against us. How do we flourish, against the odds?




  The short answer is that it’s perfectly possible, but it requires a re-think of our thinking, a re-calibration of our attitudes and a step up in behaviours. Here’s a quirky sentence that sums up the rest of the book: if more of the same isn’t the answer, then maybe we need to re-focus to less of something different.




  It’s comforting to appreciate that human beings have always been fighting against the odds. Our ancestors faced the very real physical dangers of hunting for their supper. A bad day at work meant a starving tribe, or worse. Instead of bringing home the bacon, you were the bacon!




  It wasn’t that long ago that industry was invented. Dickensian factories, child labour, belching fumes, insanitary hell holes. Nowadays it’s a rare sight to see children up chimneys or employees devoid of personal protective equipment, toiling in intolerable conditions. Instead of slogging it out down the pit at the coalface we’ve become prisoners in a digital chain gang, hacking away at the typeface.




  The miners might have had it tough but at least they didn’t have to attend back-to-back meetings before commuting home and logging onto their emails. In the blink of an historical eye, physical danger has been replaced by mental danger. We see it every day. Schools, hospitals, businesses – their budgets are stretched to breaking point. It’s a huge invisible irony – they can’t afford more staff because they’re already employing dozens of agency and temporary workers to cover for the ones who are off with stress, burnout or mental illness.




  While the toxic fumes might now be filtered out, our physical safety has been secured at the cost of our mental safety with ‘busyness’ and ‘infomania’ hovering above us like some spectral death-figure.




  Your author tag team are all very much of the real world. Indeed, this reality is our starting point. We’re equipping you with knowledge and skills for the world as it is, not the world from ten years ago. We’re sending you out there to swashbuckle against the odds. We’re not promising it’s going to be easy, but we can hand-on-heartedly tell you it’ll be worth it.




  

    Chill …




    My new boss told me he expects me to be on call 24/7 but I don’t really mind as July 24th is ages away.


  




  Chances are, staff numbers have been butchered to the point that there is no slack in the system and everyone is at full throttle. So here’s what we do – human beings look around at what everyone else is doing … and copy. As William Deresiewicz rightly points out, we become the world’s most excellent sheep.2




  If insanity means you keep doing what you’ve always done while expecting a different result, then current organizational behaviours are the preserve of Mad Hatters. Take a furtive glance at your work colleagues and fellow commuters. What do you want to be? Fuelled by caffeine and sugar, popping happy pills, on your third marriage and fourth heart murmur? A most excellent sheep, or safely in possession of your towel?




  We’re going to come at things from a different angle. We think people are silently begging to be led but the problem is that things can get a little complex. Most books are ‘additive’, giving you theories, principles and concepts to remember and apply. In the past you might, for example, have had to learn and remember seven habits, five levels, ten commandments, eight laws, twelve principles or whether you’re an ISTJ or an ENFP.




  As a big fat ‘thank you’ for buying our book, we will treat you to some ‘subtractive psychology’. Less is more. Let’s help take some shit off you. We want to give you less to think about, less to do and take things off your mind. Possibly, heaven forbid, take yourself and life less seriously?




  Ask yourself, all those years of ‘doing more’ – those seven habits, five levels, ten commandments, eight laws and twelve principles. Has it worked? When you went on a workshop and discovered you were an EFNJ, did it change your life? Or you could have spent a day with a very expensive consultant learning whether you were a horse, lion or monkey. Or a colour, perhaps?




  Nice one. Has it helped? Have you rumbled the secret and become God’s gift to leadership?




  Or is life just full-on exhausting?




  Baa-aa.




  Leadership is an education. And the best leaders think of themselves as the students, not the teachers.




  All your worldly problems may seem complicated. But what if they’re not? What if they can all be solved with some common sense, wrapped in fluffy insight, bounded by some soft padding of simplicity.




  Wouldn’t that make a nice change?




  Yes, in a radical detour from ‘normal’ leadership books, we’re going to give you less to bleat about and less to do. Oh joy! We’re going to be consigning a whole raft of tired olde worlde leadership ideas to George Orwell’s fabled Room 101, a darkened place where your worst leadership nightmares can be laid to rest. Our view is that the brave ‘newe worlde’ requires a rethink and an injection of mojo-enhancement.




  So here’s our first offering for Room 101 of leadership bunkum: we give you the overblown notion that, as a leader, your job is to inspire people. Carrying that particular yoke of responsibility is so pressurized and exhausting – it’s no wonder your shoulders are sagging.




  We’d rather you change your focus. We believe David Taylor and Steve Radcliffe are both correct in suggesting that the leader’s job is not to inspire people, but to be inspired.3 This is much more than a clever play on words and we want to prove what you already know – once you release the pressure valve of having to inspire your people, it allows you to work on inspiring the only person you can really take charge of – yourself. And, guess what, in a serendipitous alignment of the planets, you will accidentally inspire your team.




  Zombie-Land




  The science of positive psychology has a habit of proving what we already intuitively know. For example:




  

    • Happy people get sick less often (and when they do get ill, they recover faster).




    • Happy people have more energy.




    • Happy people are more optimistic.




    • Happy people are more motivated.




    • Happy people work better with others.




    • Happy people are more creative.




    • Happy people learn faster.




    • Happy people make better decisions.


  




  Now simply turn the positive statements above to negatives, and you get the workforce from hell! Is it really in anyone’s interest to have a negative, uncreative, sickness-prone, pessimistic, lack-lustre, sclerotic, depressed workforce?




  We work in organizations every day and have noticed an awful lot of mismatch between what is said and what is real. The way we run businesses is being stretched beyond breaking point. People at the bottom of the hierarchy have a job rather than a career and are clocking on for a shift of toil. It’s often dread and drudgery rather than joy and passion. But here’s a dirty little secret: it’s exactly the same at the top, except the hourly rate is a bit higher. Behind the façade there is a lot of gnashing of teeth and quiet suffering. Frantic activity, yes, but this is often papering over the cracks of discontent, burnout and emptiness. Restructures, competitive pressures, corporate politics, negativity, long hours, targets … it’s all a big game.




  

    Smonday …




    The moment when Sunday stops feeling like a Sunday and the anxiety of Monday kicks in.


  




  The result of these frustrating and joyless workplaces is that staff spend too many working hours dreaming about their next holiday or counting down to retirement. You can take your pick of the studies. A survey of 32,000 employees found that 43 per cent were detached or actively disengaged, with 22 per cent feeling unsupported.4 In short, they’d really rather not be there. Another suggests that a paltry 19 per cent of employees are actually engaged in their work.5




  Working the numbers the other way, David Bolchover estimates that 19 per cent of employees are actively disengaged at work, ‘the living dead’, with a significant chunk (a further 62 per cent) reporting being neither engaged or disengaged and spend their time at work:




  

    • Taking drugs (one in three workers).




    • Having sex (one in five).




    • Accessing internet porn (70 per cent of these hits occur during working hours).




    • Visiting theme parks (one in three midweek visitors is ‘off sick’).




    • ‘Constantly’ surfing the internet (one in five).6


  




  Yes I know it sounds tempting and you’re thinking you’d rather like one of those sex/drugs/porn/themepark type jobs? But actually, when push comes to shove, you wouldn’t.




  These people are your clock watchers who are likely to have a ‘bad case of the Mondays’. The problem with the ‘living dead’ is that they are not just disengaged at work, they are also likely to badmouth your organization to family and friends.
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  ‘NOTHING SAYS ‘PUNCH ME’ LIKE A CHEERY FACE BEFORE 9.00 AM.’
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  Philip Ardagh




  In this brave new world, the ‘undead’ add a subtle nuance to the art of leadership. The workplace has changed. Rapidly and a lot. Few managers are required to negotiate with unions any longer, but nearly all of them confront a much trickier challenge; of dealing with employees who are regularly absent, unmotivated or suffering from persistent, low-level mental health problems. Back in the day, management was so much simpler. Loud-mouthed managers (invariably men) issued a strong verbal rebuke to the ‘slackers’. Nowadays that’s taboo, tantamount to bullying and six months off with stress. Resistance to work no longer manifests itself in an organized voice or outright refusal, but in insipid attitudes, apathy and chronic health problems. Some estimates suggest that over a third of European and American adults are suffering from some form of mental health problem.7




  If you’re not off with stress you’re struggling to fill the extra workload created by those who are. The relentless pursuit of ‘results’ has created a murky grey area between simple workplace apathy and clinical disorder. Exhaustion is the new black.




  Nigel Marsh’s words might sound harsh, but he’s not a million miles away with: ‘Thousands of people are living lives of screaming desperation where they work long hours at jobs they hate to enable them to buy things they don’t need to impress people they don’t like.’8




  David Hare describes it as painting over the rust.9 Often ‘well-being’ strategies are not strategies at all – having a dress down Friday is the thinnest coating of gloss on the rustiest girder of discontentment and exhaustion.
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  ‘PUT THE KEY OF DESPAIR INTO THE LOCK OF APATHY. TURN THE KNOB OF MEDIOCRITY AND OPEN THE GATES OF DESPONDENCY – WELCOME TO THE DAY IN THE AVERAGE OFFICE.’
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  David Brent




  Before we delve into solutions, it’s apposite to pose some very big questions. Could it be that our current worldview limits the way we think about organizations? We’re at pains to point out that the world has moved on very swiftly. Could it be that our thinking has lagged? Indeed, if we were to take today’s business organizations and start again, would we design them the same? Would we manage them the same?




  It’s possible that current organizational learning has gained proverbial stretch marks. The organization, and its workforce, has been pushed beyond what it can comfortably cope with.
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  ‘THE GREATEST DANGER IN TIMES OF TURBULENCE IS NOT THE TURBULENCE – IT IS TO ACT WITH YESTERDAY’S LOGIC.’
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  Peter Drucker




  So, back to some more knee-shakingly huge questions. Can we create organizations that are free of the pathologies that show up in life? Imagine. Free of bureaucracy, burnout, resentment and apathy? Is it possible to create a new kind of organization that makes work productive, fulfilling, meaningful and purposeful; where staff play to their strengths and are challenged in just the way they like to be challenged? In short, is it possible to create a workplace where work doesn’t feel like work?
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