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viiIntroduction


The word leadership is one of the most searched words on Google with 2.5 billion results in less than one second. When variations like leader, lead or leading are also considered then the number of searches on this topic becomes very high. This shouldn’t be all that surprising because people are curious about leaders. How do they get that role? How should they behave? What makes them a success?


Certainly, some people are drawn to the topic because they observe real-life leaders – political, social, economic, or business – and believe that they could do a much better job themselves. Consciously or unconsciously, people measure and compare modern leaders against one another as well as against leaders from the historical past, the movies and fictional accounts.


Instant communication makes it easy to follow famous leaders’ activities and watch their every move. What important leaders do, say and think is everywhere – whether on social media, search or television. Indirectly this generates a popular ideal for leadership, which includes a craze for celebrity fuelled by famous reality television figures assuming leadership roles elsewhere. Their apparent success then sparks ambition in those who want to lead themselves.


This is good because leadership is, and should be, open to anyone willing to step up and take responsibility on the day to deliver what is needed, with the key words being step up and responsibility. When more people take leadership seriously, the world will be a much better place. Anyone who has ever been a leader knows that it’s more hard work than glamour – more like being the last one standing on a sinking ship than posing under Klieg lights on a red carpet. Leadership is a rewarding job but the hardest undertaking there is.


Even when events go in a leader’s favour, with every decision a winner and every plan a success, it’s only a matter of time before the inevitable downturn. Then it becomes the leader’s task to make sense of the chaos without ever having enough money, people or information to do the job properly.


viiiWhen things go sour, the leader is the only one who has to keep going – always with the belief that there will be a positive outcome, or at least presenting a show of this belief. Others can moan and say ‘Why is this happening to me?’ but a leader may not even entertain that thought because mental discipline is part of the job description. But when things come right again, the feeling of quiet satisfaction is truly like nothing else.


Leadership offers a chance to stretch, and forces a person to make choices that serve a bigger and broader situation. It’s not about what the leader can get from the job or the glamour of being the centre of attention. It’s about the relationships between the leader and those being led. Successful leadership will always be measured by the strength of those relationships.


Leaders and followers create a two-way street, with mutual gain for both when the relationship goes well. Together, they create a virtuous circle. The leader’s part is to organize the necessary resources in order to support everyone working together. In turn, those being led are productive and get the work done. This supports the leader’s original efforts. The process is repeated as mutual support continues. The circle breaks only if one side or the other forgets that they work together and should be mutually supportive, and that they depend on each other for mutual success.


Business leaders who recognize that they work for and with employees create a positive work environment. Employees who respond to this feel empowered and in turn empower their leaders. This is called employee engagement and it works like cogs getting into gear. As boss and workers click, there’s an understanding of business goals at every level of the organization.


People feel their everyday actions are connected to achieving those goals. Employees have a positive attitude towards their work and show this by making suggestions, sharing new ideas, and behaving in a supportive way towards one another. There is a sense of commitment among the workforce and a desire to do a good job. This may sound idealistic, but numerous studies show that smart business leaders are committed to developing an engaged workforce.


ixIn 2003, Gallup produced a study that included 1.4 million employees across 192 organizations in 49 industries and 34 countries. Gallup found that organizations with a critical mass of engaged employees significantly outperformed their competition, with 22 per cent greater profitability and 21 per cent greater productivity between the top and bottom sections of the organizations that were measured.


This means that an empowering leadership style makes a difference to both profit and productivity. In short, when leaders engage their employees’ commitment, the business makes more money at less cost. There are many other studies going back to the twentieth century, all saying the same thing and providing a model for leaders to follow. They emphasize the importance of leaders showing employees respect and encouraging them to grow and develop.


This book of 50 secrets offers tips for becoming this kind of leader – one who listens, speaks well, makes smart decisions, is clever at solving problems, has authority, gets and gives respect, wants personal growth, actively works and co-operates with others, and much more. Its purpose is to advise leaders who want to inspire other people to grow while they maintain their own enthusiasm, happiness and joie de vivre.


None of this is easy: the training necessary to become a good leader is ongoing and takes a lifetime. Becoming a great leader is even harder, but it is well worth the effort because leadership makes a huge difference to the success of any enterprise. There can be sufficient money, a smart strategy and effective marketing for a great product or service produced by good employees, but without effective leadership, it all falls to pieces.


Everyone responds to leadership demands differently depending on their unique mix of skills, experience and qualities. Over time, this mix becomes their secret sauce, the ingredient that makes their leadership special and great. This collection of 50 secrets is based on observation of real-life leaders as they went about their working lives. Each secret tries to capture what these leaders do well with advice to recreate their success in your own life. However, your secret sauce will, in due course, be different from xtheirs and unique to you. Copying great leaders is just a starting point to becoming great yourself.


Three themes


The 50 secrets presented in this book develop three themes: practical, visionary and connecting, with takeaways intended to sharpen thinking, enrich life, and develop a network of wholesome and mutually supportive contacts. The secrets are chosen to help organize situations and people, support personal growth and the development of others, and build healthy relationships based on effective communication and trust.


Practical




‘Common sense is the knack of seeing things as they are, 
and doing things as they ought to be done.’


Harriet Beecher Stowe




The practical theme can also be labelled ‘common sense’. It includes secrets that support leaders improving how they function at work. Topics include decision-making, debating skill, managing uncertainty, disrupting the status quo, dealing with failure, planning, managing time, and others. Their purpose is to prepare leaders to deal with potential threats and take advantage of opportunities when they arise.


The goal is to improve performance but simultaneously to prepare for failure. Plans go awry and there are no guarantees for success. Some of the world’s most significant business leaders, politicians and inventors failed many more times than once. What sets them apart, however, is their learning from mistakes.


Failure creates the best leaders, resilient, tough, and able to accept other people’s mistakes as well. They know how it feels to lose. They come back, but with greater self-awareness and direct knowledge of what it takes to repair and revive their hopes. A practical approach to leadership sees failure and success as two sides of the same coin. Smart leaders know that whatever happens in the first toss, it can be changed with another try.



xiVisionary




‘Inspirational leaders need to have a winning mentality in order to inspire respect. It is hard to trust in the leadership of someone who is half-hearted about their purpose, or only sporadic in focus or enthusiasm.’


Sebastian Coe




When people think about leadership, they often associate it with vision and inspiration. People admire that quality in leaders whose role is often opening the way to new ideas and offering a view of the world as it could be. Secret 11 Plan the long term and work the short term helps with this. In contrast, Secret 18 Disrupt the status quo advises how to move beyond old ways of thinking. The visionary theme also includes thinking big, daring to be different, never giving up, and being lucky. These topics support a leader’s ability to understand a whole situation – rather than focus on its separate parts.


Connecting




‘In real life, the most practical advice for leaders is not to treat pawns like pawns, nor princes like princes, but all persons like persons.’


James MacGregor Burns




Making contacts and developing networks are crucial skills for leaders. Connecting with other people is a core skill in today’s streamlined organizations because long chains of command no longer exist. Complex hierarchies of employees are too expensive to run. Leaders now work within flatter structures with more people for a single leader to supervise.


Communication skill, alliance building, creating trust, encouraging people to grow and knowing when it’s right to give a second chance are all examples of the secrets within the ‘connecting’ theme. It’s always been important for leaders to be in regular contact with a great variety of people, but the speed of information exchange increases this importance.


xiiDuring the night before battle, General Robert E. Lee visited his troops’ campsites to meet and encourage as many soldiers as he could before dawn. Napoleon knew the names of all his officers, where they were born, all the battles they had fought and the names of members of their families. Connecting with people is a leader’s job and is as old as the act of leading.


What happens next?


Before you begin reading, think about what you want to gain from this book. If you’re already a leader, consider the challenges you face and the topics that could help you meet them. Use the ‘Contents’ page to find the secret most relevant to helping you meet those challenges. Alternatively, open the book at random and read whatever secret you see. A third way is to identify your weak areas as a leader and read topics to help you improve on these.


You can also look at the list of secrets with a view to finding a new skill area to develop. Or let your personal interest guide which secrets to read first. For example, have you ever thought about uncertainty? Secret 21 Accept uncertainty suggests leaders need mental flexibility to meet the unknown. Although no one can predict the future, adaptable plans allow preparing for a variety of possible outcomes.


If you are new to leadership, you can begin anywhere. Ask yourself which secret can help you most to get started. Next, identify a project or situation that can give you a chance to practise the ideas offered in that secret. Most of the secrets have activities and ideas to practise that you can try. Start your leadership development project in a small way at first. You can offer to lead a local charity run or fundraise for a good cause.


Choose a secret to work on while you practise leading, for example Secret 29 Motivate yourself and others or Secret 38 Learn from everyone and everything. Make friends at every stage while you learn to lead and stay in touch with them. This is your leadership network and it will bring you big benefits over time.





11


Make wise decisions




‘In any moment of decision, the best thing you can do is the right thing, the next best thing is the wrong thing, and the worst thing you can do is nothing.’


Theodore Roosevelt


‘Never make a decision when you are upset, sad, jealous or in love.’


Mario Teguh


‘Truly successful decision-making relies on a balance between deliberate and instinctive thinking.’


Malcolm Gladwell


‘The most difficult thing is the decision to act, the rest is merely tenacity. The fears are paper tigers.’


Amelia Earhart


‘I think it’s very important that you make your own decision about what you are. Therefore you’re responsible for your actions, so you don’t blame other people.’


HRH Prince William, Duke of Cambridge




What is a decision? Definitions include a conclusion or resolution made after consideration, or, a judgement formed after examining several possibilities. There are other interpretations, but all feature the need to think things over before making a choice. Essentially, the quality of any decision depends on the wisdom, experience, and skill of the leader making it, although even the best leaders make mistakes, misjudge circumstance, or calculate incorrectly.


Decision failure also results when events occur that are impossible to predict. These are what author and statistician Nassim Nicholas Taleb calls ‘black swan events’. They are outlier incidents that have 2a major impact but are so random and rare that no data exists to describe them. In his book The Black Swan, Professor Taleb suggests that decision-makers cannot really prepare for this kind of colossal surprise. The solution is to create systems robust enough to react quickly and effectively.


Leaders need flexible thinking to recognize a black swan when they see one.


Focus on what’s important


Important first steps for any decision-maker include understanding why a decision is necessary, why the decision has to be made at this time, and what problem the decision must solve. For example, if you’re asked to lead a renovation project, before deciding what must be done, you should ask what purpose the renovation should serve. Is it to:




	upgrade the electronics and communications systems?


	enlarge the workspace for additional staff and new projects?


	modernize the workspace to attract and retain good employees?


	meet new health and safety requirements?





Each of these projects will have a different set of priorities and these dictate what you need to do next. Before doing anything, however, you need to write a purpose statement: ‘The purpose of this decision is to …’ Then you look at your budget to see whether there is enough money to meet the decision’s needs. If not, you need to revisit the decision’s purpose and scale down or change its priorities.


This may mean contacting other people, e.g. your boss, for more information about what priorities the decision must achieve. If you are the boss, then you should consult with your financial team about raising more money. If this isn’t possible, it’s time to revisit the decision’s purpose and either scale it down or delay it into stages. Revisiting a decision’s purpose helps to identify the right priorities.


3It also supports the mental flexibility necessary to manage black swan events when and if they occur as well as deal with so-called ‘white swan events’. These include the Covid-19 pandemic, periodic natural disasters, and the extreme weather resulting from climate change. Decision-making at the minimum requires courage, will power, and a very thick skin. It also needs the ability to challenge personal bias and see beyond what you normally expect (Refer to Secret 6 See through the stereotype).


Learning the secret of effective decision-making is one of a leader’s most important jobs.


Gather and study necessary information


After identifying purpose and preparing for challenges, it’s time to collect the data you’ll need to plan the execution of your decision. There are two categories of information: qualitative and quantitative. Qualitative is subjective and draws on human experience, values, judgements, or opinions. Quantitative is numbers-driven: costs, measurements, or physical specifications. Some decisions need information about both.


To return to the office renovation project example, if the purpose is to modernize the workspace, qualitative information refers to the needs of the people who work in the office. Their preferences are important because they will complain loudly if these are ignored. Ways to collect qualitative information include online surveys, interviews, observations (yours as well as those of participants), and focus groups.


Quantitative information identifies physical needs: furniture, computer equipment, lighting, flooring, ergonomic standards, among others. Necessary information includes identifying all the physical needs for the renovation and creating specifications for each, e.g. what kind of lighting, for what purpose, how many, and at what cost? This can be collected electronically in the form of brochures, catalogues and price lists and organized using spreadsheets.




4Furthermore


Some leaders avoid making decisions entirely. They are like a tortoise hiding in its shell, hoping decision-making challenges will go away. They never do. Others are like sloths, those slow-moving and sleepy creatures, who delay taking action for so long that the opportunity for making a good decision passes. In contrast, strong, able, and effective leaders take action based on knowledge and data in support of both major and minor decisions. They see this as a responsibility and an important part of their leadership.


Some leaders change jobs every two years to avoid the inevitable blow-up from their rushed or poor decision-making. By moving on, they avoid dealing with the consequences of giving big discounts, offering special deals to boost sales, or hiring the wrong people. Every leader is motivated differently: personal ideals, altruism, power, fame, money, among others. Some may want to make a difference, influence others, or leave their mark on the world. Given the rewards leaders often receive, they need to deliver results regardless of their motivation.





Manage external factors


Some decisions also require gathering information about forces and influences that can arise from outside an organization and potentially upset a decision. One of the most widely used techniques for analysing this kind of risk is PESTELI, an acronym for seven external factors that can have a big impact on decision-making. These factors are political, economic, social, technology, environmental, legal, and industry. By studying each factor’s possible influence, you can future-proof decisions.




	Political: Think about the influence your local and national politicians have on your business. If there were changes, what would happen? For example, has your local councillor or your MP been of help? Is there any benefit in looking for their help in future?


	
5Economic: What would happen to your business if the national economy took either an upturn or a downturn? Is there anything you can do to be ready for this?


	Social: What influence, if any, do social attitudes have on your business? What if people stop wanting what you sell? Do you have alternative ideas?


	Technology: If you are planning a major upgrade, how can you ensure adaptability?


	Environmental: This refers to storms, floods, and natural disasters of any kind.


	Legal: Are there any new tax laws in the works, such as a change in VAT or new health and safety laws? Will you need price flexibility, at least for the short term? Will you have to make workplace adjustments?


	Industry: Are there any shifts and changes in your industry that can affect your business? Are there any industry trends you can anticipate to change?







Putting it all together


Decision-making techniques will help you avoid repeating mistakes by challenging your ideas. Experience can count against you if you’ve become stuck in a fixed routine or have an inflexible attitude. The best decision-makers look for weaknesses in their own plans. They never say, ‘We’ve always done things this way. Why should we change now?’ Routine saves time, but if you count on using the same solution without collecting new facts, you put decisions at risk.


Effective decisions need preparation and any method or technique that helps to gather information in a systematic way will support you when you find yourself pressured to decide. Regular use of decision-making techniques provides a steady source of information in support of both major and minor decisions. Regular practice of these techniques also makes it easier to assess your current circumstances quickly, and to gather necessary facts for rapid-fire decision-making.
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Follow your instinct




‘People who lean on logic and philosophy and rational exposition end by starving the best part of the mind.’


William Butler Yeats


‘We think, each of us, that we’re much more rational than we are. And we think that we make our decisions because we have good reasons to make them. Even when it’s the other way around. We believe in the reasons, because we’ve already made the decision.’


Daniel Kahneman


‘No one ever became a success without taking chances. One must be able to recognize the moment and seize it without delay.’


Estée Lauder, founder of Estée Lauder cosmetics


‘It has been said that man is a rational animal. All my life I have been searching for evidence which could support this.’


Bertrand Russell


‘Superstition is foolish, childish, primitive and irrational – but how much does it cost you to knock on wood?’


Judith Viorst




This secret supports Secret 1 Make wise decisions because sometimes leaders lack essential information but must still make important decisions based on experience and instinct rather than hard data. They are flying in the dark without radar while rapidly processing what they see and hear, and calculating what to do with any new information. This is when decision-making becomes more art than science and instinct must take over.


This is the golfer, trying a new course, taking into account the wind’s direction, force, and air pressure, along with length of shot 7and many other minute factors before deciding which club to choose and how to strike the ball. The final decision is based on instinct – but that instinct draws on body memory of hundreds of games as well as on information embedded in the golfer’s mind. It takes many years of practice and experience to produce an instinctive reaction.


It’s also the police on routine patrol driving through a parking lot late at night. After spotting a single car and its sleeping driver, without sharing a glance they slowly leave the lot while calling for backup. Later, both officers described feeling a ‘buzz’ that led to the capture of a serial killer without incident. One officer said, ‘There was something about the way the car was parked.’ The other added, ‘It was the way the back windows were open just an inch.’ Experience opened their eyes to something subtle and allowed their instinct to take over.




Furthermore


Professor Gerd Gigerenzer, a psychologist, says, ‘Gut feelings … take advantage of certain capacities of the brain that have come down to us through time, experience and evolution. Gut instincts often rely on simple cues in the environment. In most situations, when people use their instincts, they are heeding these cues and ignoring other unnecessary information.’


A gut feeling can warn you that an essential employee is about to quit. Unconsciously you notice subtle changes in tone of voice, facial expression, or body posture. It also tells you when your sat nav must be wrong, when you just know its directions cannot be correct and so decide yourself which way to go.





Understand your gut reaction


Although a gut reaction may seem to come from your physical gut, it actually arises in your brain. It’s what scientists call ‘rapid cognition’. This is the brain acting unconsciously and 8almost instantaneously to interpret what’s going on around you. Unlike random guessing, rapid cognition draws on knowledge, experience, and skill you already possess and uses these to interpret what’s going on around you.


You can actively develop rapid cognition so that it’s more readily available to your conscious mind. The first step is to pay attention to physical reactions whenever you meet new people, review plans, or make an important decision. Pay attention to any signals that arise. These can last less than a second. It’s your body telling you that your brain just registered an instinctive response.


These signals include:




	sweaty palms


	rapid eye blinking


	a gasp, cough, or you catch your breath


	an unimportant detail suddenly seems more important than it was.





Notice and record any signal-type experiences you have, even when you’re unsure that anything has happened. Note any hesitations you feel as well. Make notes, including the date, time, and a description of what you were doing at the time. When you have several pages of signals, study your notes to identify patterns. The more you do this, the more able you will come to recognize your instinctive reactions.


Know your left brain from your right


The brain is divided into two sections called hemispheres, left and right, with each side having a different function. However, the two sides are well connected and information passes freely between them so that instinct and rationality normally work together. The left side controls logic and rational thought, and organizes information into a hierarchy. This side of the brain likes step-by-step problem-solving methods, order and structure, and detailed planning.


9The right side controls creativity, interprets spatial relations, and looks for patterns in data and the environment. The pattern-finding function supports rapid cognition. Scientists monitoring brain activity report that the right side of the brain lights up when a person has an ‘Aha!’ experience. Your right brain gives you easy access to instinct and so when it is in charge, you are better able to draw on this when making decisions.


Take a break and change your mind


When you get stuck working on a problem, it helps to take a break rather than let your thoughts continue to go around in circles. Your left brain (logic) insists you continue to work even when it’s obvious you’re getting nowhere. A break will give you the opportunity to activate your right brain and allow its creative function to take over.


To do this, first stop thinking and clear your mind. Then play some music and really listen to the sound. The right brain processes melody, harmony, pitch, and tempo, so giving full attention to music allows the right brain to take over. Alternatively, go for a walk, a run, or do sport of any kind because your right brain judges distance and manages hand – eye co-ordination.


By doing something your right brain controls, you effectively turn off your left brain. Juggling is an excellent antidote to getting stuck when problem solving. It requires eye-to-hand co-ordination and so much concentration that you forget all about being stuck. Using a skipping rope is another good choice. It’s also easier to learn than juggling.


These activities stimulate your creativity in the long term and improve your ability to recognize an instinctive reaction. They also increase communication between the two parts so that finding creative solutions becomes easier when solving problems.




10Putting it all together


Depending on logic and rational thinking can lead to becoming a ‘one-trick pony’, someone who makes good decisions and solves difficult problems only when conditions are right. Leaders need mental flexibility, and using instinct adds value to more conventional problem-solving techniques. Instinct allows them to draw on all of their knowledge, experience, and skills – even giving access to information that is long-forgotten. When concrete information is unavailable and a decision must still be made, instinct opens the way to taking action.


Instinct also warns when something is unsafe, and can be far more reliable than a logical, left-brain evaluation of people, places, or things. There are leaders who insist they are entirely rational but use rapid cognition to solve problems without realizing it. If caught, however, they may patiently explain how their decision was logical after all. But there’s no controversy here. Their right brain studied the data, found a pattern, and then fed it to the left brain for a logical decision.
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Master public speaking




‘There are always three speeches for every one you actually gave. The one you practised, the one you gave, and the one you wish you gave.’


Dale Carnegie


‘If you have an important point to make, don’t try to be subtle or clever. Use a pile driver. Hit the point once. Then come back and hit it again. Then hit it a third time – a tremendous whack.’


Winston Churchill


‘Be sincere, be brief, be seated.’


Franklin D. Roosevelt


‘The most precious things in speech are the pauses.’


Ralph Richardson


‘It usually takes me more than three weeks to prepare a good impromptu speech.’


Mark Twain




Public speaking gives leaders a chance to present their ideas with authority. This secret, as well as Secret 10 Speak clearly and well, explains how to improve your presentation skills so that speaking before a large audience becomes both effective and rewarding. If you prefer not to speak before large groups, refer to Secret 27 Write in a simple style using plain language.


Mumbling, speaking too softly, or having an irritating tone of voice are all traits that can be changed with effort. A weak or unpleasant voice can be strengthened with breathing exercises or singing lessons. As well as adding volume and tone to the voice, breath control helps you manage your nervousness. A steady, rhythmic oxygen supply regulates the12 heartbeat and ensures blood supply to the brain. Nervous reactions have difficulty surviving regular breathing and physical relaxation.


Another way to address nervousness is to practise speaking in public regularly by giving short presentations to small groups, then gradually lengthening the time of the talks while increasing the audience size. This makes public speaking a familiar, even predictable routine. Anyone can give a good, if not excellent, speech, but like developing any skill, this takes practice and a commitment to learn.


There are opportunities to practise by volunteering to introduce a visitor to a gathering of friends or to attendees of a small meeting at work. Even the smallest opportunity to speak before a group offers valuable experience. The fewer number of words at the beginning, the better, especially if you are very nervous. ‘Hello, everyone. This is Mr Joe Smith, our speaker for today. Please welcome him.’


These three sentences get you started. Next, after saying them, you should look towards the back of the room and give a big smile as you finish. What happens after that is the good part: you’ll hear applause. Although your mind will know this is for the speaker, your body will believe it is for you and allow you unconsciously to increase your confidence as a public speaker.




Furthermore


Toastmasters is an international organization committed to encouraging public speaking. It can be credited with encouraging beginner speakers around the world. Business leaders of some of the poorest developing nations say that Toastmasters gave them their start because public speaking enabled them to influence an audience and gave them confidence to compete globally. There are now more than 270,000 members in 150 countries. Local clubs have regular meetings and there are online clubs as well that meet virtually. Toastmasters is a low-cost way to improve public speaking and grow as a leader.






13Know your audience and pitch your message


Rhetoric is an ancient Greek word meaning ‘the art of the orator’, and it presents the art and science of public speaking. Until the mid-twentieth century, less than 75 years ago, it was required study for university degrees. Whatever the profession, educated people were required to know how to speak effectively in public.


In recent years, journalist Sam Leith demystified rhetorical principles in his book You Talkin’ to Me?. In an entertaining way, Leith explains how rhetoric gives words more power and anyone who learns its principles can argue in a more convincing way. He believes that the purpose of any speech is to communicate a message, and that before deciding what to say, the speaker should consider the needs of the situation and the point of view of the audience.


This is a guide to how to make that message more appealing. Leith refers to rhetorical principles to present the three ways in which a speaker can influence an audience:




	Rely on expertise: feature the facts and remind the audience you’re an authority.


	Gain sympathy by referring to what the audience already believes.


	Convince by making a case, step by step, using logic and a rational approach.





Decide which of the three matches the situation and audience. For example, an audience of lawyers will be more open to a logic-based speech; scientists are better convinced by use of expertise; and voters may be more open to an appeal to their political or social beliefs.


Believe in your ideas


Believing in what you say is essential for public-speaking success. You also need to understand your audience and emphasize the benefits your ideas offer them as well as the problems your 14suggestions can solve. This requires translating your own personal beliefs into a message your audience finds useful and helpful.


Start by prioritizing your key points. Then organize these points in a logical sequence. Your goal is to carry your audience with you as you present your ideas. You should practise until you can look at your audience and speak in a natural way.


Here is a sequence of steps to follow.




	Identify your message essentials.


	Consider your audience’s potential reaction.


	Choose one key point to emphasize.


	Anticipate objections and plan how to encourage agreement.


	Use plain language and short sentences.


	Repeat the key idea at least three times in very different ways.


	Move to the next key idea, and then the next.





This sounds easy, and it is if you forget about yourself and focus only on getting your message across. Your conviction, along with strong content in support of your ideas, can be compelling. Public speaking is like storytelling. Each of the key points you want to get across needs a beginning, a middle and an end, with a transition to move the listener’s attention to the next key point.


Make people laugh and feel good about themselves


Humour brings people together and removes bad feeling. After sharing a hearty laugh, it’s very difficult for anyone to stamp away in anger. Although the best source of humour arises from circumstances, story-like jokes also work well in speeches. Even generic humour from the Internet can receive new life if introduced in the right way. For example, as you begin to speak, you say, ‘I was on my way here when I heard this piece of news.’


The news can be a funny story from a website, the radio or a news channel that you can link to the audience’s current circumstances – changing the story a little to make it seem funnier. Alternatively, you can create an excuse for adding a joke. 15One very successful fundraiser does this by telling the audience he has just won a prize for the best joke, and then wonders aloud which one it could have been. He follows this with a series of jokes, told rapid-fire. His speeches always raise far more money for charity than was expected.


However, ridiculing a minority, a disability or gender difference, or depending on body parts or functions for laughs, is never appropriate – in either public speaking or working life. In business, it can mark you as unsuitable for promotion. Eventually, someone in the room will be both offended and have enough influence to hinder your career. Anyone who has ever complained that a ridiculed colleague ‘cannot take a joke’ needs greater self-awareness.




Putting it all together


Social media and the trend to keep all eyes glued to a screen can make the idea of public speaking seem old-fashioned. Speaking to a live audience may also seem inefficient when so many people can be so easily reached electronically. But if the intention is to make an impact and influence opinion, there’s no substitute for gathering an audience together in a single place.


The atmosphere is exciting as people arrive. Everyone is looking to see who else is there, and then listen as a body to the speakers. People are social beings and the way to reach them is in a social setting. A great speech can inspire and lift a gloomy and doubt-filled audience so that they leave the room in a positive frame of mind. Public speaking gives you a chance to be a source of inspiration.


It also takes a lot of practice and experiencing many, many occasions when it all goes terribly wrong. But really, anyone can learn. It’s just another skill and is entirely technique driven. Learn the techniques, practise before a live audience as often as possible, and gradually you will become the speaker everyone looks forward to hearing. Public speaking is an opportunity that every leader should explore. It goes to the heart of leadership.
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Surround yourself with smart people




‘Associate yourself with people of good quality, for it is better to be alone than in bad company.’


Booker T. Washington


‘I will not let anyone walk through my mind with their dirty feet.’


Mahatma Gandhi


‘Surround yourself with only people who are going to lift you higher.’


Oprah Winfrey


‘When I was a kid, there was no collaboration; it’s you with a camera bossing your friends around. But as an adult, filmmaking is all about appreciating the talents of the people you surround yourself with and knowing you could never have made any of these films by yourself.’


Steven Spielberg


‘You can’t build any kind of organization if you’re not going to surround yourself with people who have experience and skill base beyond your own.’


Howard Schultz




Smart people are naturally curious and want to know why situations develop in the way they do. They’re usually not content until they’ve solved nagging problems, and will miss meals, work late and refuse to give up until they do. They tend to have good relationships at work because they believe that bickering, rudeness and aggression are all a waste of time and energy.


17Here are five additional reasons to work with smart people:




	The Monday challenge. Smart colleagues always have new ideas, often over the weekend. They arrive on Monday asking anyone who will listen, ‘Do you have a minute to hear my new idea?’ This can be annoying, but their energy is often infectious and, if channelled wisely, is a real benefit to the team.


	The performance edge. Smart people also make everyone else look good. They understand their assignments quickly and take action before being asked. They also remember details their colleagues forgot and solve problems without any drama.


	The raised bar. A single smart person forces everyone else to raise their standards. Again, this can be annoying when they make suggestions that disrupt long-established routine. But pointing out inefficiencies that can be improved is a good thing that benefits everyone.


	The extra advantage. Smart people discover advantages and benefits that enable your team to beat the competition. It’s amazing how they look at the same blank wall as everyone else, then effortlessly see a door and open it. They prompt the question, ‘Why didn’t I think of that?’


	The bump-up. Smart people also make other people look smarter because their creative ideas, insights and behaviour have a positive impact. Seeing the world through their eyes is to gain a bigger perspective.





Encourage other people to be smart


Start by looking at the strengths and weaknesses of your existing team members. When given a chance to develop, many people become smarter with encouragement and the right training. This works better if there is a specific job they can train to do, or a complex problem that needs to be solved right away. If they have no experience at doing this new work, then you can organize the job into smaller steps that they can take forward.


Working together with your colleagues, to help them discover their own strengths, not only brings value to the team but is also18 highly motivating to them as individuals. Just the assumption that they have potential can be positive and inspiring. However, you need to use tact when asking about colleagues’ future ambitions during a performance review or during a one-to-one conversation. If anyone would prefer not to discuss ambitions, you need to accept this.


But if they are willing to talk, you can help. For those with ambitions that seem too low, you can suggest raising their horizon. If too high, you can help them set shorter-term goals. This will support them moving forward with less risk of their becoming discouraged. The benefit to you is discovering any hidden gems among your team. It would not be the first time that a potentially smart person went unnoticed due to their lack of confidence.


Attract smart people to your team


A big draw to any team is how it is led. Smart people will endure all kinds of hardship if they believe they are learning, respected, and have an inspiring leader. However, they are also the first to leave when they believe that hardship is the result of poor leadership. Their smartness tells them that things will only get worse. So you can begin to attract great people by being a great leader.


Another step is to balance your team with a mix of backgrounds, ages, and personality types. This ensures variety when brainstorming for creative solutions. Avoid hiring clones of yourself, i.e. people who agree with you without question. These are not necessarily yes men or women, but rather people who see the world in a similar way to you. Such people are great for social situations, but not for work.


A way to ensure that you recruit people with different perspectives from yourself is to use a framework like the one developed by Meredith Belbin. He puts the personalities necessary for a balanced team into three main categories according to whether they are ‘thinking’, ‘action’, or ‘people’ oriented. Then he further divides each group into three subgroups so that there are nine types in total. You can learn more about this at www.belbin.com.


19The Belbin framework helps you create the right mix by identifying what categories are already represented in your team. You can then actively look for people to balance the team to achieve its goals. You can also encourage people to extend their abilities. If they are action oriented, you can give them work that requires skills from the thinking category. However, this can’t be forced and training is likely to be required to ensure that they have a chance of success.


A round peg will not fit into a square hole.


Keep the smart people you already have


The previous strategy suggests that good leadership draws smart people. It also helps you keep the people you already have. Like wildebeests grazing the African savanna, smart people readily move on if their stopover is unpleasant, but linger when they like a place. Create the right environment, give your team what they need to grow, and you will keep the smartest for longer than is usual.
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