

[image: cover]




 


ENDORSEMENTS




Touchstones captures a lifetime of experience running successful businesses and is condensed into an extremely useful and easy-to-remember format. Joe has managed to replicate the way he successfully operated as a CEO, board member, and chair of various companies into an extremely useful reference guide for managers and leaders at all levels. His use of a one liner (or touchstone) captures the concept as well as the attention of the reader and at the same time displays a little of Joe’s personality. This flows logically into an explanation of the thought process, which brings the subject to life. Throughout his book, Joe draws on the principles of many scholars of business such as Drucker, Porter, and others, but what Touchstones accomplishes is based more on reality than theory and as such is likely more useful as day-to-day reference material by experienced and aspiring managers and leaders alike.


— Nick Green


President and CEO, Avid Bioservices


This book represents a great compilation of lifelong experiences and lessons learned. I really like the takeaways at the end of each section which provide a “go to” reference for most situations and reminders of key leadership traits. A must-read and reference for future and current leaders.


— Dave Bender


President, AvtechTyee Corporation


In business, just about every mistake has already been made by someone. Great leaders and executives figure out those mistakes and avoid making them. Joe has provided a superb tool to help you navigate away from those all-too-common professional and personal pitfalls. Read away.


— Paul Manning


Chairman, President and CEO, Sensient Technologies Corp.


Dr. Carleone, a proven industry leader with many years of experience in diverse industries, has summarized his learnings into a very simple, easy-to-read guide for business leaders. Internalizing the concepts associated with the “45 Touchstones” will allow leaders to navigate through the complexities of business and will make a lasting difference in their careers and personal lives. This book is a must-read for all current and future business leaders.


— Dr. Aslam Malik


CEO, SK Pharmteco and AMPAC Fine Chemicals


Whilst most leadership books contain some new insights and ah-ha moments for the aspiring leader, this book brings together a cornucopia of leadership wisdom distilled from the author’s own experiences and from studying the work of others in the field to provide a guide for self-improvement and further study for any business leader.


— Mark R. Bamforth


Entrepreneur, mentor, and investor in life science


The Touchstones of Leadership is a fabulous book—very readable, thoroughly researched. It reveals that great leadership requires both leading and managing skills, but first and foremost the foundation of good leadership is the ability to manage oneself. Joe has distilled great management and leadership wisdom from his extensive industry experience and has captured them as “touchstones,” gems of leadership and management which are as timeless as they are necessary to any successful organization. Touchstones presents a comprehensive, yet concise, leadership model that brings together the essential softer, interpersonal skills with the strategic and execution skills so necessary to become an effective leader in the business world. It is easily digestible and summarized in “index cards” for later review.


—William Readdy


US Navy Test Pilot, NASA Astronaut, NASA Senior Executive
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PREFACE


With the first half of my career in aerospace and defense and the second half in the pharmaceutical manufacturing and services business, I was lucky to experience many leadership lessons.


I have experienced leadership positions in armament systems, smart munitions, space surveillance satellites, solid and liquid rocket propulsion, specialty chemicals, pharmaceutical active ingredients, and biological pharmaceuticals. I started using short one-liners in staff meetings, program reviews, and problem-solving sessions to make a point. And as I did, one of my staff suggested I start writing these down.


After compiling a list and culling it to select the most salient ones, I wound up with forty-five keepers I call “Touchstones.” These one-liners are guidelines to help business leaders navigate business streams as they flow. In search of a model to structure these touchstones, I realized leadership required four aspects:


• managing oneself


• interpersonal skills


• management skills


• strategic perspective


This comprehensive model covers the continuum and connectivity in leading and managing a business. Great business leaders are challenged to do both. This model was the breakthrough needed to create a complete view of leadership and organize the Touchstones in a logical manner. These Touchstones are the basis of a leadership course I have presented to several leadership teams from both large and small companies. And this book grew out of my experience in preparing and teaching this leadership course.


I sincerely thank Dr. Aslam Malik for first suggesting I compile a list of these one-liners and our many discussions about their meaning and applicability. I also thank the many participants in the Touchstones courses for their excellent feedback in helping me shape the content and structure of this book. I am sincerely indebted to Reverend Joseph Campellone for his mentorship and for encouraging me to “write down my thoughts” on leadership during our discussions. Thanks are also due to the many associates, colleagues, bosses, and collaborators throughout my education and career who have influenced my thinking on leadership. Furthermore, I thank the staff of Forbes Books for their excellent feedback and help in bringing this book to life.




 


INTRODUCTION


Laying the Foundation


In business, it is critical that leaders not only lead but also effectively manage. This raises the question: How can leaders become great if they do not have the management problem-solving skills and planning capabilities necessary to challenge, review, evaluate, and approve a forecast or business investment that is proposed? Similarly, how can managers become great if they do not have an overall view and understanding of the market, competition, technology, and differentiators to buy into the strategic direction of the business?


If we ascribe to the well-known statement that “management is doing things right; leadership is doing the right things,”1 then one can conclude that business leaders must lead and manage. Therefore, we should not think about leaders and managers as different people. We must coach our staff to lead when necessary and manage when critical (Bailey, 2022).2


Leadership has often been defined with a focus on style. Many attribute the label “leader” to charismatic or visionary people who inspire a following for a highly visible cause and place the leader at the pinnacle of it. For example, when one mentions leadership, the names of George Washington, Abraham Lincoln, Winston Churchill, Martin Luther King Jr., and Nelson Mandela often immediately enter the discussion. Leadership, however, is also demonstrated in everyday life, such as at work, home, and volunteer roles.


Another common approach to understanding leadership is recounting influential business leaders’ stories. We examine their decisive actions that have resulted in successful outcomes and use these examples to see how they can apply to our business. Unfortunately, these actions are typically not universal and only apply to some situations.


I have found that every company is unique. A better approach to understanding leadership is to look at how these very successful leaders think. Research has shown that exceptional leaders can entertain two opposing ideas and continue to evaluate them effectively (Martin, 2007). This process has been called integrative thinking and is a critical factor in exceptional leadership.


Leadership can take many different forms. Business, political, religious, academic, military, and research and development leaders have different missions, roles, and responsibilities. While there are common elements of leadership in all these categories, each has its distinct characteristics. For example, political leadership typically requires the ability to give excellent speeches. For business leaders, however, this capability is optional. The main difference is that politicians in a democratic society must be elected to succeed, while this is not true for business leaders. That is, political leaders are elected, while leaders in the other categories of leadership are selected. Therefore, the pressures on political leaders are significantly different from those on leaders in other categories.


Successful leadership in each category is difficult to measure. The suggestion here is to measure success by results rather than style. This is especially true for business leadership, the category addressed in this work. Business leadership is characterized by realism and not idealism.


That is not to suggest that good business leadership is irresponsible and ignores social responsibilities. Business leadership must be responsible and accountable to the entire set of stakeholders: the owners, customers, employees, suppliers, and members of the community in which the business operates. So, the results of business leadership must be measured in the context of improving the economic value of these five stakeholder groups. In summary, good business leaders must be responsible realists.


Much of the literature on types and styles of leadership defines four different types of leadership. These include:


• autocratic leadership,


• democratic leadership,


• laissez-faire leadership, and


• paternalistic leadership.


These four styles can and do exist within each of the categories of leadership listed above. Each can have various degrees of success depending on the entity’s circumstances and the environment. Exclusive of style, qualities, capabilities, skills, and talents required of the leader will differ for each category. This is due to the differences in the overall mission of the leader working in each category.


Aside from the four styles of leadership, it’s important to note that not all forms of leadership naturally translate into different fields. For example, note the differences in mission and motivation for each leadership field.


• Business leaders create economic value for their stakeholders.


• Political leaders keep citizens safe and create an environment for prosperity.


• Religious leaders serve humanity through spiritual guidance and renewal.


• Academic leaders develop students and provide an environment and curriculum for learning.


• Military leaders defend and protect their country.


• Research and development leaders unlock the mysteries of nature and create things that never were.


Each role is unique and thus requires a unique set of talents and skills.


BUSINESS LEADERSHIP MODEL


To understand and discuss business leadership effectively, it is helpful to consider a model of leadership that includes all aspects and skills associated with leading and managing.


Much of the literature on leadership focuses on the softer aspects of leadership, including emotional intelligence. This is especially true on the various blogs and websites associated with leadership. The leadership model proposed here includes the soft aspects (managing oneself and interpersonal skills) and the more concrete aspects (management skills, strategy, and organizational alignment) that form the management and strategic aspects of defining and leading a business.


The following diagram expresses a useful model for the major components of business leadership:
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The foundation of good business leadership is the ability to manage oneself. Much business literature is devoted to this topic beginning with the seminal article by Peter Drucker (Drucker, 1999). Upon this foundation rests a structure of interpersonal and management skills. Tying this structure together is the overarching ability to develop a strategy and align the workforce to follow this strategy.3


A NEW BUSINESS LEADERSHIP TOOL


With the information explosion caused by electronic communication, we are inundated with reading materials. Sorting, searching, and screening mechanisms are helpful, but important materials often must be noticed in the barrage of items coming at us. Therefore, the need for “Touchstones” to keep our organizations moving through the ever-changing landscape consistent with our strategic objectives is becoming increasingly important as a tool in managing organizations.


Thus, when the leader is confronted with a challenging situation, they can draw upon this well of learnings to help craft a better direction to address the challenge. The Touchstones of Leadership provides a tool to aid in developing leaders at all levels in the organization to become responsible realists. It’s a guidebook that helps leaders navigate their positions’ unique challenges.


Over time, many of us have used certain familiar quotes or sayings to guide the more difficult issues faced by business leaders daily. In this book, I’ve organized a finite list of forty-five short Touchstones to help business leaders guide themselves, their people, their organization, and their strategy—each organized into one of the four leadership model competency areas.


The goal of this tool is not to memorize all forty-five Touchstones but to internalize the concepts they represent.
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TOUCHSTONE #1


Don’t Focus on Things Outside of Your Control


In years of leading different organizations—from R&D to high-volume manufacturing, program management to general management, marketing to business development, and engineering to CEO—I have found that people often get caught up in worrying about things beyond their control.


Will the company be sold? What will happen to me if a new CEO is appointed? Will another part of the world dominate this product? Our competitor is much bigger than we are—will they crush us? And on and on.


While these can be significant concerns, and leaders should be aware of them and have mitigation plans in place, the best thing to do in all cases is to do the best job we can and not worry about what is outside our control. Being overly concerned will reduce productivity, inhibit creativity, increase stress, and lead to a lack of team spirit. This can paralyze an organization. It is up to the leader to get people back on track, ease their concerns, and return the organization to a state of productivity.


In The Seven Habits of Highly Effective People, Stephen R. Covey introduces the concept of the “Circle of Concern and the Circle of Influence” (Covey, 1989). The circle of concern encompasses a wide range of items within and outside one’s control. Within the circle of concern is a smaller circle, the circle of influence, which contains items we can control, change, or influence in some meaningful way.


The key to the Covey model is to focus on one’s circle of influence and work diligently to expand that circle. Often, people don’t realize how many things they can influence. A good question to ask yourself is: In selling or influencing a project or idea, do I take the proper time to prepare my case and frame it in a style most receptive to the decision-makers? Staying focused on the right things will eliminate the tendency to worry about things beyond one’s control and refocus your energy on creating value for the company. This will also provide the satisfaction that you are making a difference.


Furthermore, worrying about things outside your control causes reactive rather than proactive behavior. It saps your energy. People with visionary behavioral characteristics focus on influencing the organization to change or move in a different direction to achieve the goal, such as winning a new project, streamlining a process, developing a new business relationship, making a convincing customer presentation, and many more. They can’t achieve these if they are worried about something out of their control. Such worries inherently cause a lack of self-confidence needed to gain new and more significant accomplishments.


This is not to suggest we should not be aware of those outside our circle of influence, as they can influence our direction and decision-making. The point is that once the direction and goals are set, good business leaders stay focused and keep their teams focused; poor business leaders do not.


To this point, Bill Gates and Warren Buffett first met at a dinner party hosted by Gates’s mother. The dinner guests were asked to identify what led to their success in life. Gates and Buffett gave the same answer: focus (Zitelmann, 2019). Of course, this focus must be directed to the right things that will add value to your business.

OEBPS/html/docimages/img5.jpg
INTERPERSONAL SKILLS

STRATEGY &
ALIGNMENT

LEADERSHIP

MANAGING ONI

STIMS INIIWHOVNVIN






OEBPS/html/docimages/imgpart1.jpg
Marnaging Oneself






OEBPS/html/docimages/imgtitle.jpg
TOUCHST/QNES

LEADERSHIP
S~
""

Forbes | Books





OEBPS/html/docimages/cover_ader.jpg
TOUCHSTONES

ESSENTIAL RIRENIGHI RIS
» BUSINESS LEADERS







OEBPS/html/page-template.xpgt
 

   
    
		 
    
  
     
		 
		 
    

     
		 
    

     
		 
		 
    

     
		 
    

     
		 
		 
    

     
         
             
             
             
             
             
             
        
    

  

   
     
  





