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    About The Book


    The leader’s supplement is a professional guide which enables leaders and managers to equip themselves with the right and prefect knowledge of effective performance. The book simplies the basic parameters required in making strategic planning and execution a reality, such as building, maintaining and encouraging a high performance leadership within an organisation. Readers would discover more on how best to utilize their strength for the benefit of their teams and organisations. 


     


     

  


  
    


     


     


    About The Author


    Emmanuel Goshen is the founder of Edson Consultancy, a coaching and training company for managers and senior executives, based in London. Goshen specializes in coaching strategy and leadership courses at board level. He holds a Masters level qualication in strategic management and leadership and is also a chartered manager at the Chartered Management Institute UK. Over the past eight years, Goshen has coached executives, mostly within the third sector, on how to improve performance and strategy in attaining a better direction, mostly in a fast-changing business environment. He is also a motivational and inspirational speaker who believes in the principles of rising above limitations and displacing obstacles to achieve desired and excellent results.


    Goshen is the bestselling author of THE LEADER’S DIET, an informative and inspiration read.
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    Preface


    Having been successful with my first book, THE LEADER’S DIET, which happens to be an informative and inspirational read according to some readers, I considered it a point of responsibility to expatiate the basic principles and attributes of leadership. I took insight from the definition of a supplement, which has been referred to as an extra element required for completing or enhancing a particular target. Solely being a leader or attaining a leadership position by merit or opportunity is not sufficient. Having the right characteristics, features, and attributes is what makes one an effective leader and sets him or her apart from the rest, which is the main focus of THE LEADER’S SUPPLEMENT. 


    In the medical world, the major function of a supplement represents its ability to serve as a remedy for the deficiencies in a person's diet. However, LEADERSHIP WITHOUT PERFORMANCE IS INCOMPLETE; in other words, any leader who lacks the ability to deliver an expected result for organisational stakeholders within a specified time frame, would only be seen as an icicle, which pretends to be real during winter but finds it difficult to retain its position during summertime. As essential nutrients and vitamins play a huge role in redeeming poor digestion, hormone imbalances, weight loss programs, stress, and obesity for the purpose of a good quality of life, so does performance in leadership, because it reflects what a leader can do.    


    In a nutshell, performance leadership is the main platform for leading and managing an organisation towards success. It’s about focusing on every valuable component to create value for all stakeholders. It aims at getting things done easier, better, faster, and more cost-effectively.


    Performance leadership can be achieved by clarifying strategic priorities, building a shared sense of vision and purpose throughout an organisation, developing commitment, motivation, and establishing effective collaboration.  


    Ensuring the translation of strategic priorities into operations, building operational programmes, and capabilities for driving effective management, is another outcome of performance leadership, which enables leaders to remain highly effective. The use of a comprehensive approach to business intelligence to support decision-making, innovation, and continuous learning are major platforms in making leaders highly effective as well.   


    Performance leadership is a systematic, results-oriented approach to management and leadership for high-performing organisations, teams, and individuals. The approach consolidates the fundamentals of management and leadership within an organisation, and then builds on clients' existing abilities by increasing the rigour, range, and effectiveness of their capabilities. 


    High-performance leadership can be achieved through the introduction of best-practice processes, tools and techniques, together with the development of skills and competencies, brought together within an integrated system. However, the system needs to focus on three parameters, or major capabilities:


    Organisational Development, which focuses on the development of core processes and associated tools and techniques that are fundamental to a performance-leading organisation. This is also known as organisational capability.


    People Development, which focuses on the development of core competencies, attitudes and behaviours that are fundamental to leading, managing and performing in a performance-leading organisation.


    Knowledge Development, which focuses on the development of core business intelligence to underpin the quality of all decision-making in a performance-leading organisation. It also deals with how improvements are sustained in terms of knowledge sharing, innovation, and continuous learning within an organisation.  


    However, building and sustaining a high-performance leadership culture requires a well-coordinated and timely execution of strategy from others, which reflects a leader as being effective. It also requires time, patience, and a clear focus on what needs to be achieved within a time frame. Listening to what people expect from you as a leader, and then responding empathically, would improve your skills and knowledge dramatically towards being highly effective.

  


  
    


     


     


    Chapter 1

    Introduction To High-Performance Leadership


    A man’s strength is not in the achievement of his wealth, influence, and power, but rather in the ability to sustain them on a long-term basis. However, success is often measured on long-term achievements, with the ability to maintain outstanding performance. The ability to plan ahead to achieve success, and to maintain it with the right principles and approaches, reflects the strength of a leader in both the short and the long run.  


    I remember an African tale of two friends who were contracted by a wealthy man to remove the strong grasses and weeds from his farmland, for which they both requested a cutlass each. The two conditions for payment were the distance covered, and how clear the ground was. Having received a cutlass each, one of the men was able to discern that his cutlass wasn’t very sharp, and would not help him clear much ground in a short amount of time. He wisely went to sharpen it at the local blacksmith shop, but the other man never bothered to check his cutlass.  When they both set out for the task, the wise one was able to clear a large amount of ground, while the other man struggled with the blunt cutlass, and as time progressed, he became increasingly frustrated. He decided to ask the wise man about the magic behind his cutlass. The moment he learned about the blacksmith, he immediately went there, only to find out that the blacksmith was out. He began to search for another blacksmith to sharpen his cutlass, which took a lot of time. Once the job was finished, he discovered that he didn’t have enough money to pay for the work. He went back home to get money, and by the time he got back to the farmland, it was getting dark. He rushed to catch up, but only accomplished little work.  


    The wealthy man later returned to measure the distance cleared by each of the workers. He was happy with the wise man’s work, and paid him a good amount of money; he also hired him to clear the rest of the farmland. Further, he employed him as the manager of the farm, which included livestock, crops, and other holdings. I am sure the wealthy man’s decision was based on the wise man’s keen observations and realism in knowing what to do at the right time. In truth, the wealthy man knew the cutlasses were blunt and needed to be sharpened, but he deliberately didn’t tell the men ahead of time. The act of being consistent, observant, and realistic reflects the strength and other strong qualities of the wise one, which were the major components the rich man was seeking.  


    A well-known adage says that morning shows the day, but judgment comes by night. This was a popular saying of my secondary school principal, who happened to be a retired colonel in the army. After some years of hearing this saying, I asked my teacher to explain the saying’s meaning in serious terms. I remember vividly how he looked me in the eye and replied that the achievement of every man is seen, assessed and judged at a later stage in his life, when making corrections and adjustments is a dead option. After every game, accountability follows.  Decisions made at the early stage of one’s life go a long way in determining one’s position in his later years, because one either takes the praise or the blame. Nothing shows the real value of a man more than his previous achievements, because it reflects his strength and weakness in terms of achievements and possibilities on what could be achieved both in the present and in the future.  


    After listening to my inspirational teacher, I became more careful in many aspects of life as a whole. I began to learn from others, both near and far, and I began to have more value for my fellow humans by treating them with respect. I now value my time by being focus and determined towards whatever I want to achieve because I vividly remember the words uttered by that inspirational teacher.


    Back to the story of the two grass cutters, one man later ended up with regret at night because the wise man later made a fortune, and because the second man carelessly lost the same opportunity by not being realistic about doing the right thing at the right time. The ability to make the right decisions in light of little or no resources in order to get the job done, reflects how effective a leader is.  


    So likewise, leaders would be judged by their performance and ability to successfully execute operational strategies to ensure organisational achievements. A story in one of the popular business magazines tells of a disappointed candidate who dreamed of succeeding the retiring chief executive officer at a well-known tobacco company, having served the organisation for twenty years, and rising to the position of director of operations after starting as a part time technical assistant. However, he was shut out after a middle manager made a petitioned against him, blaming his bad attitude and autocratic measures when coordinating team members (imposing his decisions and ideals on others regardless of the situation).  


    The director is well known for pretending to give the team members the chance to express their emotions and would always explain situations in an in-depth way, but made decisions based on a helicopter view, claiming that none of the team members knew or understood better than any of the board members. He later went as far as telling the same middle manager that regardless of knowledge, experience, and educational qualifications, he (the director) was still in charge of the team, and if the middle manager was interested in taking over, he should let him know. However, the director announced that he owned the final decision regarding the team. The young and aspiring middle manager felt humiliated in the presence of his colleagues, having been brought down in broad daylight by his senior colleague.  After bringing this issue to light, the aspiring candidate began to warn other managers to stay clear of the middle manager, and began to frustrate him by assigning him difficult tasks with shorter deadlines, harshly imposing this attitude as the new culture. He later recommended to the board that every manager should reapply for his or her position due to high levels of ineffectiveness.  


    Meanwhile, the chief executive officer knew of the director’s plans to get rid of the young manager, who had petitioned him either by dismissal or demotion. Unbeknownst to the director, the chief executive officer had brought the matter to the attention of other board members and advised them not to support him but to allow his one-horse race, knowing he had been given the go-ahead to conduct the interviews for middle line managers. At the end of the exercise, the director recommended that the young manger, whom he had never loved, be demoted with a significant possibility of dismissal. The middle manager began to apply for better opportunities outside the company the moment the restructuring process was announced because he could foresee what the future holds for him. A few days after the decision was made, the manager submitted his resignation letter to the chief executive officer, all to become a senior manager at a major competitor’s organisation. What a huge blow to the organisation? The chief executive officer tried to sit the young manager to make known what the future of the organisation looks like, but “never a grace at a dead end”, he replied and called it a day.  


    This made the chief executive officer sad, but it was too late to correct the situation by retaining the middle manager with some better promises for the future, so he smiled and wished him success for the future. In light of knowing his mistakes, shareholders began to mount pressure on the chief executive officer, having seen their competitor making serious waves in the market, forcing them to lose their position as market leaders, which they had held for years. Worst of all, the giant organisation began to experience a serious drop in its sales, which later became a major news headline on television.  It became clear, however, that shareholders would experience a serious drop in their investment dividends.  


    At the next annual meeting, the chairman clearly stated that changing leadership would place the organisation in more trouble, but the chief executive officer should be given more time, with the target of adjusting the current situation, and also to nominate a successor, inasmuch as he had a year left prior to his retirement. Now the chief was left to identify the major cause of the problem, and seeking the best solution to the unexpected situation, he wisely employed the services of a highly-respected consulting firm to help find out the major parameters and platforms for their competitor’s success.  


    However, at the end of the consultation, it was discovered that the former middle manager was the brain behind the success of the organisation, and facts revealed to the chief executive officer cleared the air―that the middle manager had a rapid promotion at the competitors’ organisation due to his high level of experience.  


    The chief executive officer later came across a business magazine, in which the former manager was granted an interview. In it, he said that for leaders to be highly effective, they need to learn from their team members, and never dominate their team members to earn the best of their ideals, which would increase their knowledge about what to do at any particular time. While thinking of what to do, he was informed that the director, who was interested in his position upon his retirement, had begun to speak to the chairman and other key figures regarding his ambition. In light of this information, he then informed the board of his early retirement, and said he preferred the vacancy be advertised publicly so as to get the best candidate. The board embraced his ideal, and invited some other candidates to apply while the process was on-going.  


    The chairman and the board called a short meeting to find out why the chief executive officer couldn’t recommend the director, who had a long service record, because it was believed that this director was the most suitable person for the job, and could hit the ground while running. This made the outgoing chief executive officer hammer the point home that he regretted not retaining the middle manager at the right time, since the aspiring director played ball right into the hands of their competitors. This happened as a result of his harsh leadership style and politics toward the middle manager, whom he frustrated due to his selfish interests. He also fired other managers who would have never bowed down to his toes, which made the organisation run out of operational and technical ideas when needed. The same manager later became the brain behind the strongest competitor the organisation ever had, making it lose its leadership with the industry it dominated as a result of his actions. The chairman could not fight his own cause, since he also experienced a drop in his dividends, and later made his concession, claiming it was a result of his inability to coordinate his team in the expected direction, and that he could not find effective support in any aspect related to his role as a director.   


    Another director later came along with an idea of inviting the former manager to apply for the role, since he was the major brain behind their competitor’s success, and also knew how they operated. This would give them two major advantages for the organisation, giving him an edge over the aspiring director, and this situation left the aspiring director disappointed and sick for a while. He could not stand working under the former manager, and later left the organisation on confirmation of the former manager’s appointment as the new chief executive.  


    Having read the story twice, I discovered a lot lessons to learn that could serve as a guide in one’s career as a leader. For example, judgment came years after frustrating the middle manager out of the organisation, and when his performance was shown to the chairman, board of directors and other key stakeholders, his performance was less than expected. However, I could image how painful the experience must have been.   


    So likewise, leaders need to be very mindful of their relationship with their team members because the team members’ achievements reflect the leader’s credibility and capability which can work for or against them in any situation. Learning more lessons from the previous story, leaders need to create an environment which fosters high-performance which can be only achieved by creating value for the ideas of others. This serves as the brainpower within a work team, which can result in innovative products, services, and markets being unleashed.  


    It would be wise for all leaders to learn and adapt themselves to processes that could encourage the flow of ideas and solve complex problems. However, this would enable the understanding of behaviours which can accelerate high-performance via positive attributes within the work environment. Only if the careless farmer had made use of his friend’s idea, he wouldn’t have missed it all, and only if the director had been transparent to new ideas, he wouldn’t have been seen as less effective to the organisation as a whole by the chairman at the point of achieving his aspirations after having served for years.


    Becoming a high-performance leader doesn’t occur by magic, but requires being effective at what needs to be done, knowing when to act, and how to get things done at various levels within the organisation. High performance in leadership is a step-by-step process that requires thought, discipline, and lots of hard work. The more focused and realistic a leader is about what needs to be done, the more likely he is to mount heights in his leadership career. The fewer excuses one gives, the more chances one has to be successful in anything one does.


    Having risen to the strategic level within the third sector, coordinating and relating with various groups and stakeholders, I discovered that one of those things that makes and keeps a leader highly effective, is the ability to inspire those they lead. This is because it enables them to gain insight as to what the leader is trying to do when faced with increased complexity and uncertain situations. Inspiration would enable team members to look through the lens with a trained eye and see the possibility in what seems not to be possible.  One major lesson from the story of the disappointed director is that leaders need to listen to their team members, regardless of the situation. I came to realize that some of the suggestions, information, and advice being passed on by the core operational staff are more useful for decision-making and strategic planning because the core operational staffs are properly tempered just like swords that are ready for battle. However, managers and executives only depend on the collected raw facts and figures presented as information by the tactical and operational staff for strategic planning and decision making.  
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