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FOREWORD





Welcome to this fully revised second edition of Effective Leadership. The book first appeared in 1983 and it has been continuously in print ever since.


Authors sometimes spoil their best book when it comes to revising and updating it. My approach has been a cautious one. Rather like a good picture restorer I have limited myself to removing old varnish and flaking paint, and touching up here or there with new examples and case studies, so that you may encounter the original in all its simplicity, colour and freshness.


I hope that the book will serve you better as a wise guide, a firm support and an encouraging friend as you progress upon the path of leadership.


John Adair
 2009










INTRODUCTION





Ideas about leadership have changed considerably in recent times. People today are better educated and more articulate. They can no longer be commanded or bossed about in the same way as before. Throughout the world there is a growing need for ‘good leaders and leaders for good’. That is the background for our journey together in these pages.


The aim of this book is simple. It is to help you to improve your own abilities as a leader.


I am assuming that you have a direct personal interest in leadership. You may be in a position which you suspect – or have been told – requires leadership. You may already be an experienced leader, or you may be on the threshold of a career in management in which you will be expected to become a leader. In each case, leadership matters to you.





How can you improve your leadership ability?




	
You need to stimulate your own awareness of leadership in all its aspects. That means being aware of when it is required in a given situation and aware of when it is lacking. It also entails an awareness of the changing values of society (and industry, which reflects those values), which will deepen your awareness of the importance of good leadership if free men and women are to cooperate effectively.


	
You need to establish your understanding of the principles, requirements or functions of leadership. The poor leadership of many managers can be attributed, in part, to ignorance. No one ever introduced them to the functions of leadership, so they miss out some vital factor. A good leader understands the whole spectrum of leadership behaviour, and knows when a given function is required.


	
You need to develop your skills in providing the necessary functions. This book will give you guidance not only on when to do a particular action, and why it should be done, but also how it should be done. It is concerned with techniques in a wide sense, namely the methods you must practise in order to achieve your desired aim of becoming a better leader. But this book will not teach you much about techniques in the narrower sense – the formal or mechanical tricks which are often taught at the expense of the art of leadership as a whole. Concentrate on the basics – and leave the tricks of the trade to the charlatans.








By the time you have finished the book I hope to have aroused or deepened your interest in leadership, to have persuaded you that there is an inner core of structure to it, and to have prompted you to see ways in which you can develop your own ability to the full.





HOW TO USE THIS BOOK





In order to get the most from this book it is best to read it once to get a general understanding. Then go back and work through the checklist questions and exercises. If you can persuade a friend or colleague to monitor your answers, so much the better.


Do not assume that you have to start from the beginning and read through to the end. The book is organized to move from the general to the more particular; from the whole to the specific part. Some people prefer to learn by starting off with the particular (e.g. drills, skills or techniques) and moving to general. If you belong to this group it may be better for you to start with Part Two and work hard on that, then read Part One. The more general ideas in Part Three are designed to stimulate further thought. You may also prefer to complete the checklists at the end of most chapters before reading the chapter rather than afterwards. Decide your strategy for using the book now, according to your depth of interest and preferred method of learning.





HOW WE LEARN





Regardless of which approach you adopt or how carefully you read this book, you will learn nothing about leadership unless you make a conscious effort to relate the points to your real life experience. It is essential to bear in mind that people learn by the interaction of
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It is when sparks jump between these two poles – the general and the actual – that learning occurs. So you need both. The various case studies and examples in this book are designed to be ‘stepping stones’:
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Equally, the process must work in reverse. Your practical knowledge, gleaned from both observation of actual leaders and your own practical experience, must be brought to bear in a constructively critical way on the ideas presented in this book.


So read the book reflectively. Put it down occasionally and work on some incidents in your own career which are illuminated by the book, since personal reflections will illustrate leadership lessons better than any second-hand case study.


The value of having some principles, guidelines or checklists of leadership is that they will cut down the time you take to learn from experience. As Henry Ford said, ‘By the time a man is ready to graduate from the University of Experience he is too old to work!’ George Bernard Shaw added that the fees you have to pay in that hard school are exceptionally high! Nothing can prevent you from making your own mistakes, for book learning is not the same as practical wisdom. But trial and error is an expensive and over-long way of learning about leadership: it is cheaper and saves time if you learn from other people’s mistakes. The beginner in leadership should look upon this book as a ‘sketch map’ of an undiscovered country. The real terrain will not always look like the rough map in one’s hand. In time one will be able to draw a better map, but at least this serves as a guide.


Of course, nothing can rival what we learn by experience. This book may not teach the veteran leader anything new, but it may help him or her to place in better order what they know already, so that they can make better use of it. The Three Circles model (page 38) is especially valuable here. It serves as the core of my own understanding of leadership.





USING THE BOXES





This book is primarily a practical guide, but I hope that it will also be enjoyable to read. To supplement the main body of the text I have introduced in the boxes what amounts to a small anthology on leadership. My main objective in doing so is to stimulate further thought by giving some tangible examples of what proven and often famous leaders have done or said. Some have appeared in my earlier books but I have called them into service again because they are classic illustrations. I have boxed them so that if you prefer you can omit them altogether without missing the main points; however, the effort on your part to relate the examples in the boxes to the ideas in the text should prove rewarding. This could be a further exercise to set yourself at the end of your preliminary reading.


You will notice that I have chosen to quote mainly from actual leaders rather than from academics; the reason being that I find them far more useful. But the fact that some of these pieces are by military men calls for comment. Am I advocating a military style of leadership in all human enterprises? Of course not. Leadership is not military, male or western by origin: it is a universal human phenomenon.


Yet the materials of leadership – the qualities, functions and principles – are the same in any field of work. I am assuming that you have sufficient creative intelligence to search for lessons about leadership in areas other than your own work sphere. For to become an educated leader as well as a trained one you need a ‘wide span of relevance’. There will be a principle or general method in these examples from history or another field which is relevant to you. You have to identify that principle with my help and transfer or translate it to the context of your own field. I hope that the examples I give will prompt you to start your own anthology of leadership, as a personal supplement to these pages.
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Understanding, for most people, is the key that unlocks the door of action. You need to know about the findings of research in this field and to accept or formulate some general or integrated concept of leadership. This knowledge will then serve as a guide or sketch map as you explore further the question of leadership later in the book.


By the time you have finished reading the sections and working on the various checklists, exercises and case studies in Part One, you should:




	know the three main approaches to leadership and be able to see how they fit together into the general theory of leadership based upon the Three Circles model (see page 38)


	have become more aware of how the three areas of task, team and individual interact with each other, for good or ill


	see that leadership is done on various levels, such as – in the context of organizations – team, operational and strategic leadership.
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‘Reason and calm judgement, 
the qualities especially belonging to a leader.’
 Tacitus





It is a fact that some men possess an inbred superiority which gives them a dominating influence over their contemporaries, and marks them out unmistakably for leadership. This phenomenon is as certain as it is mysterious. It is apparent in every association of human beings, in every variety of circumstances and on every plane of culture. In a school among boys, in a college among the students, in a factory, shipyard or a mine among the workmen, as certainly as in the Church and in the Nation, there are those who, with an assured and unquestioned title, take the leading place, and shape the general conduct.





So declared Hensley Henson, Bishop of Durham, in a lecture on leadership delivered at the University of St Andrews in Scotland in 1934. Since time immemorial people have sought to understand this natural phenomenon of leadership. What is it that gives a person this influence over his or her fellows?


As this lecturer believed, most people thought that leadership was an ‘inbred superiority’ – in other words, you are either born with it or not. The born leader will emerge naturally as the leader because his qualities of mind, spirit and character give him that ‘assured and unquestioned title’. (Notice, incidentally, the universal unconscious assumption of former times that leadership is always a male prerogative.) Since 1934 quite a lot of leaders, observers of leaders, and trainers of leaders have been prepared to list the qualities which they believe constitute born leadership. The difficulty is that the lists vary considerably, even allowing for the fact that the compilers are often using rough synonyms for the same trait. They also become rather long. In fact there is a bewildering number of trait names from which the student of leadership could make up his or her portfolio. There are some 17,000 words in the English language which can be used for describing personality or character.





A study by Professor Charles Bird of the University of Minnesota in 1940 looked at twenty experimental investigations into leadership and found that only 5 per cent of the traits described appeared in three or more of the lists.





A questionnaire survey of seventy-five top executives, carried out by the American business journal Fortune, listed fifteen executive qualities: judgement, initiative, integrity, foresight, energy, drive, human relations skill, decisiveness, dependability, emotional stability, fairness, ambition, dedication, objectivity and cooperation. Nearly a third of the seventy-five said that they thought all these qualities were indispensable. The replies showed that these personal qualities have no generally accepted meaning. For instance, the definitions of dependability included 147 different concepts. Some executives even gave as many as eight or nine.





Apart from this apparent confusion, there is a second drawback to the qualities or traits approach: it does not form a good basis for leadership development. ‘Smith is not a born leader yet,’ wrote one manager about his subordinate. What can the manager do about it? What can Smith do? The assumption that leaders are born and not made favours an emphasis upon selection rather than training for leadership. It tends to favour early identification of those with the silver spoon of innate leadership in their mouths and it breeds the attitude ‘you cannot teach leadership’. However, this assumption has now been challenged and proven to be false.
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Leaders are born not made


Air Vice Marshal ‘Johnny’ Johnson was the top British Fighter Command ace pilot in the Second World War. In his biography Wing Leader (1956), Johnson recalls his sense of loss when the legendary Group Captain Douglas Bader was shot down over France.


‘At Tangmere we had simply judged Bader on his ability as a leader and a fighter pilot, and for us the high sky would never be the same again. Gone was the confident, eager, often scornful voice. Exhorting us, sometimes cursing us, but always holding us together in the fight. Gone was the greatest tactician of them all. Today marked the end of an era that was rapidly becoming a legend.


The elusive, intangible qualities of leadership can never be taught, for a man either has them or he hasn’t. Bader had them in full measure and on every flight had shown us how to apply them. He had taught us the true meaning of courage, spirit, determination, guts – call it what you will. Now that he was gone, it was our task to follow his signposts which pointed the way ahead.’
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It would be wrong, however, to dismiss the qualities approach altogether. It was once the custom to do so among students of the subject. For example, C.A. Gibb, an influential American psychologist and editor of Leadership: Selected Readings (Penguin, 1969) could conclude: ‘A leader is not a person characterized by any particular and consistent set of personality traits.’


In fact, contrary to this view we do now know some things about the personal qualities or characteristics that good leaders ought to and tend to possess. Although one cannot draw any hard-and-fast lines in this area, I make a rough working distinction between what could be called representative and generic qualities. The former are more rooted in a given working situation; the latter are found more widely across the board, in most leaders and at all times in history.





THE QUALITIES YOU NEED TO POSSESS





Let me begin with the representative qualities. Leaders tend to possess and exemplify the qualities expected or required in their working groups. Physical courage (which appears on most of the lists of military leadership) will not actually make you a leader in battle, but you cannot be one without it. If you aspire to be a sales manager, you should possess in large measure the qualities of a good salesperson. The head of an engineering department ought to exemplify the characteristics of an engineer, otherwise he or she will not gain and hold respect. Thus, a leader should mirror the group’s characteristics. You cannot expect others to show qualities in their daily work – the compassion, kindness, warmth and courtesy of a good nurse, for example – if you as their leader do not show them yourself. It all comes back to leading by example. Do not be like the hypocrite who tells others to do what you don’t practise yourself.


You can now see why leadership often springs from having a vocation or calling. That always lies in the field of human endeavour where your talents, interests, aptitudes and general personality find their optimum use in the service of others. It is the good nurse or the good scientist, for example, that enters the frame for being considered as a leader. Thus, as a corollary, it is important to find your true vocation – I suggest some ways to do that in How to Find Your Vocation (SCM Canterbury Press, 2000).


In that book, too, I sketched out the idea that leadership is really a ‘second calling’ – one that emerges out of one’s original vocation in the fullness of time and one, incidentally, that may come to you as something of a surprise. So you do need to work hard in the early stages of your life to discover what the French call your métier – your true profession or trade.


How do you know that a person has found that natural centre? The poet W.H. Auden suggests a simple test:





You need not see what someone is doing
To know if it is his vocation.
You have only to watch his eyes:
A cook making sauce, a surgeon
Making a primary incision,
A clerk completing a bill of lading,
Wear the same rapt expression,
Forgetting themselves in a function.





What does your team read in your face each morning?






SOME GENERIC QUALITIES OF LEADERSHIP





The French author Marcel Proust once wrote: ‘The writer, in order to attain generality and, so far as literature can, reality, needs to have seen many churches in order to paint one church, and for the portrayal of a single sentiment, he requires many individuals.’


I have been lucky over a long career to meet many leaders in many different fields, and I have heard or read about a legion of other ones too. Certain personal qualities have begun to stand out in my mind as being common, if not general or even universal. They are both qualities that effective leaders tend to have and qualities that – globally – people now look for in their leaders.


When the author John Buchan, then Governor-General of Canada, gave what I regard as a great lecture on the subject of leadership at the University of St Andrews in 1930, he offered his own list of leadership qualities but wisely added: ‘We can make a list of the moral qualities of leaders but not exhaust them’ (my italics). I agree with him. Therefore you should take the list that I offer you below as being indicative rather than exhaustive. It is open ended. You are free to add or subtract.







	Enthusiasm


	Integrity


	Toughness or demandingness and fairness


	Warmth and humanity


	Humility








EXERCISE 1: Leadership qualities


Before reading any further, take a piece of paper and write across the top the names of two individuals known to you personally whom you regard as leaders. See if you can explore the above qualities in them by giving them a mark out of ten for each quality. Can you think of some episode where a particular quality was exemplified?





Here are a few notes on each of the generic qualities that have emerged from the sieve of my own mind. Please add any additional thoughts or comments that occur to you.





Enthusiasm





Can you think of any leader worthy of the name who lacks enthusiasm? Certainly I can’t. That is why it is top of my generic qualities list.


For the Greeks, enthusiasm was a divine gift. The Greek word literally means to be possessed by a god – what we would now call to be inspired. The symptoms of an enthusiastic person are well known: a lively or strong interest for a cause of activity; a great eagerness; an intense and sometimes even a passionate zeal for the work in hand. You can see why Shakespeare in Henry IV identifies enthusiasm as ‘the very lifeblood of our enterprise’. It is the lifeblood of your enterprise too.





Integrity





Hard on the heels of enthusiasm comes integrity. I referred to it in my first lecture on leadership, ‘Leadership in History’, when I was in the sixth form at school and since then I have never once spoken on leadership without mentioning integrity.


Field Marshal Lord Slim once defined integrity to me as ‘the quality which makes people trust you’. Mutual trust between the leader and the led is absolutely vital: lose that and you have lost everything. Moreover, it is very hard to re-establish it. As the Roman historian Livy said, ‘Trust being lost, all the social intercourse of men is brought to nothing.’


Integrity, from the Latin integer, literally means wholeness: an integer is a whole number. But with reference to people it signifies the trait that comes from a loyal adherence to values or standards outside yourself, especially the truth: it is a wholeness which stems from being true to truth. We know what it means when people say of a scholar or artist that he or she has integrity. They do not deceive themselves or other people. They are not manipulators. As Oliver Cromwell once wrote in a letter to a friend: ‘Subtlety may deceive you, integrity never will.’


Just why it is that people who have integrity in this sense creates trust in others I shall leave you to reflect upon at your leisure. Certainly we all know that a person who deliberately misleads us by telling lies sooner or later forfeits our trust.


There are situations in life which can test your integrity, sometimes to the uttermost. A person of integrity comes through such trials, tests and temptations. Rudyard Kipling writes of such personal moral victory in his poem If, which lightly sketches integrity in outline.





If you can keep your head when all about you
Are losing theirs and blaming it on you.
If you can trust yourself when all men doubt you,
But make allowance for their doubting too;





If you can wait and not be tired of waiting,
Or being lied about, don’t deal in lies,
Or being hated, don’t give way to hating,
And yet don’t look too good, nor talk too wise . . .





Toughness or demandingness and fairness





As a leader you need to be tough or demanding but fair. Leadership is not being popular; it is not about wanting to be liked by everyone. For leaders make demands, they set high standards, and they will not accept anything but the best. That isn’t always popular.





The great conductor Otto Klemperer expected the best from his players and didn’t go into raptures when he got it. After one performance, however, he was so pleased with the orchestra that he looked at them and said, ‘Good!’ Overwhelmed, the musicians burst into applause. ‘Not that good,’ Klemperer said.





As Confucius commented long ago, ‘The best leader is easy to serve and difficult to please.’ Notice that where praise is given sparingly it is valued more.


Toughness is indicative of more than being demanding in terms of the common task. Akin to resilience and firmness, it is the quality that enables you to withstand tension, strain or stress. To be firm means being fixed and unshakeable, and often implies deep commitment to a moral principle. People look for this particular form of strength in a leader. As one Arab proverb puts it, ‘No strength within, no respect without.’ St Augustine once prayed for a ‘heart of fire’ for humanity’s common purpose, a ‘heart of love’ to others, and to himself a ‘heart of steel’. All true leaders have that steel in their souls.


Personally I hate war, but it is undeniable that we have learnt a great deal about leadership by the experience of battle. Such crisis situations, where life and death are at stake – viewed over three thousand years and in every part of the world – are revealing about human nature, especially about what kind of leadership elicits the best response. What is evident is that soldiers respond best to leaders who are neither harsh nor soft.
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The leader who liked to be liked and the commander who was not a leader


The classic description of these types of leadership comes in Xenophon’s account of a military expedition of some 10,000 Greek mercenary soldiers who fought on one side in a Persian civil war and then made a famous 800 miles march through what is now Iraq and Turkey to freedom. Xenophon, who had studied leadership with Socrates and later wrote the world’s first books on leadership, served on the campaign as a cavalry commander. Unsurprisingly, given the influence of Socrates as a teacher, Xenophon was an acute observer of the leadership abilities of the Greek generals.


Proxenus of the city of Boeotia was a very ambitious and well-educated young man who joined the Greek mercenary army in Persia in 40 BC. He was in search of fame and fortune. Though without any practical military experience – he had been tutored by an academic in military tactics – he secured office through his political contacts as one of the expedition’s six generals. Xenophon, who was invited by Proxenus to join the expedition to Persia, has left us this pen portrait of his friend and companion:


‘He was a good commander for people of a gentlemanly type, but he was not capable of impressing his soldiers with a feeling of respect or fear for him. Indeed he showed more diffidence in front of his soldiers than his subordinates showed in front of him, and it was obvious that he was more afraid of being unpopular with his troops than his troops were afraid of disobeying his orders.’


Xenophon has also left us a pen portrait of the veteran Spartan general Clearchus. In the crisis that followed the defeat of their patrons in the battle of Cunaxe outside Babylon, when the Greeks were faced with a choice between slavery or a long, hazardous march through enemy-occupied territory to the Black Sea and freedom, it was to Clearchus that everyone looked – for he had that inner steel as well as the experience of having been in such situation before. He knew what to do. Yet Xenophon describes him as a harsh man; except when an army was in a crisis no one would voluntarily choose to serve with him. In other words, he was a commander but not a leader.


In the event, by an act of treachery, the Persians assassinated all the Greek generals and Xenophon, aged twenty-six, was among the six elected by the soldiers to replace them. Needless to say, Xenophon aspired – not without some success – to be a great military leader.
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Toughness and demandingness should always be expressed in the context of fairness: a true leader has no favourites. A former Royal Navy captain put it like this:





Make demands, but not unreasonably so. Leaders need to be even-handed in their demands on subordinates. Those in the navy who demanded too much of their immediate subordinates – typically heads-of-department – generated a negative, joyless atmosphere: but those who were soft on these people would lose their community’s respect. Consistency was profoundly important, not least in the handling of discipline. The Captain has to discipline proven offenders under naval law and regulation, knowing that the person (unless the offence is gross) continues as an essential working member of the warship community. Sailors understand well this need for good order: harshness will disturb them, but so will inconsistency or inappropriate leniency.





EXERCISE 2: Have you got what it takes for a top job in leadership?


Place the following attributes in order of ‘most valuable at the top level of leadership’ by placing a number 1 to 25 beside them. This exercise can be done by you individually, or with others in a group.





[image: img1.jpg]





Now turn to page 220 and compare your answers with the ratings given to these attributes by a cross section of successful chief executives.





Warmth and humanity





As a general principle, a ‘cold fish’ – meaning a totally unemotional or impassive person – does not make a good leader. For in all personal relations, be they professional or private, people do not respond well to a perceived or actual coldness in others. As the Chinese proverb puts it, ‘You can live with cold tea and cold rice but not with cold words.’


A warmth of feeling, a general friendliness of attitude, and an unobtrusive solicitude for the welfare of individuals are all hallmarks of the good leader. Empathy is the power of entering into another’s mind and imaginatively experiencing (and so fully comprehending) the way things are for that person. Empathy, however, should lead to acts that show that you care. Caring here means taking seriously the welfare of others – your colleagues or companions in the common enterprise. Put their needs before your own.


Marcus Aurelius, Roman emperor from AD 160 to 180, was a world leader of his day. He was burdened with a great responsibility. For much of his reign he led his legions against the Germanic tribes, who were invading the Roman empire from the north. By nature he was a reflective thinker; a lover of practical wisdom. His Meditations are still a classic: a collection of aphorisms and reflections written down as much for his own guidance as a leader as a book for others. Speaking to himself – and yet to all leaders – he writes: ‘Love those people heartily that it is your fortune to be engaged with.’





Humility





In the context of leadership humility is best understood as the lack of arrogance. Arrogance is not an attractive attribute in anyone, let alone a leader.


Willingness to own up to one’s own mistakes or errors of judgement rather than to make others into scapegoats is one hallmark of humility. Domineering, over-assertive or tyrannical men or women don’t do that – they are always right even when their ship is sinking. Another important characteristic is open-mindedness to those views and opinions of others that challenge your own ideas or assumptions. Lastly, the ability to continue to learn, change and grow until the end of your days is the blessing that humility – not the easiest yoke – will confer on you.


Any form of play-acting or hypocrisy is incompatible with humility. That is why a humble person never pretends to be better or worse, more important or less important than they really are. As Dag Hammarskjöld wrote: ‘Humility is just as much the opposite of self-abasement as it is of self-exaltation.’





SUMMARY





I cannot hear what you are saying;


What you are is shouting at me.





This Zulu proverb reminds us of the importance of personality and character in leadership.





Representative qualities are those which are expected or required in your working group: you should aim to exemplify them.





Generic qualities are found across the board. They give a ‘family likeness’ to all effective leaders, whatever their level, field or cultural background. Humanity knows what it expects in its leaders. Enthusiasm, integrity, toughness or demandingness, fairness, warmth, humanity and humility are the commonly found moral characteristics of effective leaders. This list, however, is indicative rather than exhaustive. Therefore, while an understanding of leadership in terms of the qualities of character which one person has to a greater degree than his or her fellows is relevant, it is far from being the whole story.
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