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FOREWORD BY JEFFREY HAYZLETT


Primetime TV and radio host, former Fortune 100 CMO, and author of Think Big, Act Bigger


What is a leader? What makes a good leader? Those are questions we should ask ourselves every day—whether we are currently in a position of power or aspire to be in one. A good leader doesn’t just tell others what to do. It’s not someone who cracks the whip just because they have power. That’s a tyrant—not a leader.


A good leader is someone who guides and mentors their team. They offer counsel and foster a good working environment. They encourage the team to go above and beyond and push them out of their comfort zone in order to achieve great things. A strong leader needs to know their team’s capabilities—top to bottom. They should measure their level of success by how their team performs. They must realize that they can only go as fast as their slowest or weakest team member. Even still, authentic leadership involves owning mistakes, setting realistic goals, having a back-up plan (or multiple back-up plans), and being able to meet your conditions of satisfaction, whatever those are. Mine are having fun, making money and growing professionally.


I have been in business for a long time. I have bought and sold over 250 businesses, I have conducted millions of dollars in transactions, and I have seen quite a few changes in leadership over the years. In fact, I recall sitting in a meeting once where everyone was discussing a way to move forward on a project. My boss at the time said we had to move a certain way “because that’s the way it’s always been.” I sat there thinking, “Why are we doing something that’s already been done before?”


Doing the same thing over and over while expecting different results is the very definition of insanity. I wanted to speak up and say what was in my mind, but I was young and learning the ropes. Who wants to hear from the young kid? Looking back, though, I wish I had spoken up. It might’ve gotten me a look of disapproval, but it might’ve also impressed someone else by thinking outside the box.


Being a leader in modern times means letting go of the old way of doing things and accepting that things are different now. In fact, most successful leaders must constantly hold conflicting ideas, choices, possibilities, opportunities, and activities in their heads at the same time. Hence, today’s business world requires leaders to be nimble and quickly adapt to fast-moving situations.


Despite the constant change, effective leaders lead. They think big. They come up with great ideas. They fail, they counsel and mentor, and they are part of the team. The most aspiring and successful leaders are in their positions because they aren’t afraid to be true to themselves and use that same bravado to represent their brand. I’m a cowboy from South Dakota making my way through the concrete jungle that is New York City, and my personality matches my persona. Authenticity earns leaders respect. After all, no one likes a phony.


By many standards, I have achieved a modicum of success in corporate America. I’ve been a lobbyist, I’ve worked in the printing industry, and I’ve sat in the “corner office” as the Chief Marketing Officer at a Fortune 100 company.


Yet, something was missing.


The entrepreneurial pull was too much for me to ignore. For me, being an entrepreneur is a way of life. I am totally, and constantly, immersed in what I do. It is a life-calling mission—a rush of adrenaline that gets in your system and consumes you . . . in a good way.


As entrepreneurs, we feel the pull to be leaders outside of the restraints set by corporate America. We want to create masterpieces, lead movements, and take action on our own timelines. Sometimes, leading a team can feel like herding cats, but you must find a way to make sure everyone is pulling in the same direction. But embracing the challenges in a way that get everyone aligned is what effective leadership is all about.


Having published Think Big, Act Bigger with Entrepreneur, I know firsthand of their mission to address the true needs of current and aspiring entrepreneurs—and current and aspiring leaders—in the ever-changing business world of today.


For the first installment of their Entrepreneur Voices series on Effective Leadership, they have gathered a vast collection of authors whose experiences have made them thought leaders in their respective fields. Their wide range of knowledge and practical, everyday advice is something that everyone can use—personally and professionally.


Are you ready to take the necessary risks to be a good leader? As I always say to my staff, no one’s going to die. Leaders can’t be afraid to fail. Leaders need to be irrational, push boundaries, and at times, create tension. Leadership isn’t about having power; it’s about reaching a diverse number of people and keeping them focused on one goal: moving the company forward!









PREFACE


THE EMERGENCE OF LEADERS


There has long been a debate as to whether leaders are born or made. After numerous surveys and discussions on the topic, there are arguments for both. It is safe to say that most studies find that there are leadership characteristics inherent in some people that make them more likely to excel in such a role. However, training and honing numerous teachable skills create most leaders. It is also worth considering a third factor, and that is the wide range of personal life experiences that leaders use in their roles.


Successful leaders take a variety of paths to leadership. Some highly successful leaders, such as Jack Welch or Sheryl Sandberg, wanted to be at the helm from the start of their careers (or even before). They were often founders or co-founders of businesses that they are now leading. They had a passion, and by sharing, introducing, and enlightening others to what they were passionate about, they were able to become leaders. Others bought into the vision of a company and worked hard to attain a leadership role. Some people trained and honed their leadership skills prior to joining a company. These are the people who were on a path to leadership before even having people to lead. Many of these folks had leadership roles in other aspects of life, from schools to Boy/Girl Scouts to clubs, associations, athletics, or the military.


At the other end of the spectrum, you’ll find those who landed in leadership positions by default—no one else wanted the job or was qualified. These are very often people who excelled at their role in the company and there was no place for them to go but up. They became leaders and (often much to their surprise) had to start learning the role on the job and and while still doing their other work. Some make a smooth transition, but most do not unless they understand early that there is a lot to learn.


If you take the time to ask leaders how they landed in a leadership role, they will each have their own unique story. Truth is there is no single path to leadership and certainly no tried-and-true path to leadership success. This is largely because leadership is a “people-skill,” and understanding human behavior is no simple task, especially when you take into consideration the culture, background, and personal experiences each person brings with them. Someone can establish policies, set goals, create meeting agendas, and institute all sorts of milestones, but there is more to leadership than meets the eye.


Albert Einstein said, “Not everything that counts can be counted, and not everything that can be counted counts.” This is appropriate when it comes to great leadership. Even in a world of, Quick Ratios, KPIs, ROIs, NOPATs, EBITs, and cash flow management, neither the numbers nor the technology can replace the human factor, which is the most significant quality of most great leaders. Whether it’s running a mom and pop shop or a multinational conglomerate, a great leader will need to possess skills and characteristics that may not always be measurable. This includes communication (and listening) skills, plus the ability to be fair and open-minded, able to diffuse crisis situations, have difficult conversations, and empower other people.


The upcoming pages feature many of Entrepreneur’s articles on the topic of leadership. They list and explain many of the traits, attributes, and characteristics that great leaders possess. There are examples of various leadership situations and many how-to recommendations. Perhaps the overwhelming theme is simply this: be a good person to other people, and you will be rewarded. After all, leaders are best rewarded when those who they are leading succeed.


As you proceed, you will inevitably recognize some attributes and characteristics that you already possess. You will also see others that you may need to focus on more closely. You may want to take some notes as you go forward and even reread the articles that inspire you the most. There are volumes written on leadership, but in a fast-paced world, this is the abridged version, featuring a wide array of Voices on Leadership.









PART I


DEFINING LEADERSHIP


A leader can be defined as someone who leads people, a project, or a mission from one phase to another—not strictly for their own purpose but for the (perceived) benefit of others. Of course, that’s just one of many definitions, and in this book, we focus on leadership of other people.


Since there are so many aspects of leadership, it has been defined by numerous people over the centuries. After all, there have been leaders of armies, ball clubs, space exploration, politics, protests, unions, and, of course, businesses. With leadership playing such a significant role in our world, it’s no wonder so many people have had something to say (or write) about it. In fact, the late Ralph Stogdill, Professor Emeritus at Ohio State University and known for his research and publications on leadership and organizations, said, “There are almost as many definitions of leadership as there are persons who have attempted to define the concept.”


Here are some pertinent quotes that define just ten of the many facets of strong leadership:


        1.    On leading from within: “Successful leadership is leading with the heart, not just the head. [Such leaders] possess qualities like empathy, compassion and courage.” —Bill George: Former CEO of Medtronics and Ethics Professor at Harvard Business School


        2.    On facing challenges: “The ultimate measure of a man is not where he stands in moments of comfort and convenience, but where he stands at times of challenge and controversy.” —Martin Luther King Jr.


        3.    On gaining knowledge: “Leadership and learning are indispensable to each other.” —John F. Kennedy


        4.    On getting the most from others: “The task of leadership is not to put greatness into people, but to elicit it, for the greatness is there already.” —John Buchan, Novelist, Historian and former Governor General of Canada


        5.    On inspiring others: “If your actions inspire others to dream more, learn more, do more and become more, you are a leader.” —John Quincy Adams


        6.    On serving others: “People don’t care how much you know until they know how much you care. —John C. Maxwell, leadership expert and founder of EQUI, and international leadership development organization


        7.    On keeping a low profile: “A leader is best when people barely know he exists, when his work is done, his aim fulfilled, they will say: We did it ourselves.” —Lao Tzu, Chinese philosopher and founder of Taosim


        8.    On moving forward: “The task of the leader is to get his people from where they are to where they have not been.” —Henry Kissinger


        9.    On achievement: “Leadership is a process whereby an individual influences a group of individuals to achieve a common goal.” —Peter Northouse, Professor of communications and author of several leadership books


      10.   On understanding those you are leading: “He who cannot be a good follower cannot be a good leader.” ―Aristotle





Of course, communication and patience are also cornerstones of leadership. And as you will read in this section, there are so many other ways to define a good leader. It should also be noted that there have always been, and still are, leaders who defy almost everything listed in the upcoming pages. They prey on weakness, fear, and even desperation in people, and preach “better days” ahead if you follow their lead, which is rigid, actually an agenda, and not in the best interest of those who choose to (or are forced to) follow. They can be powerful leaders, but they are not improving the well-being of their followers or employees. Some major companies have had such leaders and seen disastrous results. Unfortunately, as we’ve seen throughout history, such leaders, in business or elsewhere, often attain some of their goals before losing their leadership positions. The point is, while we celebrate the positive potential of leadership in the upcoming pages, it’s worth noting that not all leaders are leading people in a positive direction. Fortunately, most are trying to.









CHAPTER 1


22 QUALITIES THAT MAKE A GREAT LEADER


Adam and Jordan Bornstein


Not all leaders are alike; in fact, they run the gamut from authoritative to leading by consensus. While they share the same title, they don’t share the same leadership abilities or qualities, many of which are not necessarily “in the manual,” so to speak.


Much of leadership stems from the personality traits, plus the innate and learned behaviors that make up the individual. Generally speaking, these intangibles are hard to measure, such as confidence, passion, integrity, open-mindedness, and various other qualities that come from within each of us. These qualities put you in touch with yourself and, more significantly, with the people you will be leading. They allow you to have an impact on your followers. After all, if a leader has no impact on those being led, then, no matter how much leadership training they have had, they will not make a great leader.


Below are 22 qualities that make great leaders, gathered from various sources, including CEOs, authors, founders, a former governor, and others. Consider which qualities you possess and those you need to further develop.


          1.  Focus. “It’s been said that leadership is making important but unpopular decisions. That’s certainly a partial truth, but I think it underscores the importance of focus. To be a good leader, you cannot major in minor things, and you must be less distracted than your competition. To get the few critical things done, you must develop incredible selective ignorance. Otherwise, the trivial will drown you.” —Tim Ferriss, bestselling author, host of The Tim Ferriss Show, https://tim.blog


          2.  Confidence. “A leader instills confidence and ‘followership’ by having a clear vision, showing empathy and being a strong coach. As a female leader, to be recognized I feel I have to show up with swagger and assertiveness, yet always try to maintain my Southern upbringing, which underscores kindness and generosity. The two work well together in gaining respect.” —Barri Friedman Rafferty, partner and president, Ketchum Inc.


          3.  Transparency. “I’ve never bought into the concept of ‘wearing the mask.’ As a leader, the only way I know how to engender trust and buy-in from my team and with my colleagues is to be 100 percent authentically me—open, sometimes flawed, but always passionate about our work. It has allowed me the freedom to be fully present and consistent. They know what they’re getting at all times. No surprises.” —Keri Potts, senior director of communications, ESPN


          4.  Integrity. “Our employees are direct reflections of the values we embody as leaders. If we’re playing from a reactive and obsolete playbook of needing to be right instead of doing what’s right, then we limit the full potential of our business and lose quality talent. If you focus on becoming authentic in all your interactions, that will rub off on your business and your culture, and the rest takes care of itself.” —Gunnar Lovelace, co-CEO and cofounder, Thrive Market


          5.  Inspiration. “People always say I’m a self-made man. But there is no such thing. Leaders aren’t self-made; they are driven. I arrived in America with no money or any belongings besides my gym bag, but I can’t say I came with nothing. Others gave me great inspiration and fantastic advice, and I was fueled by my beliefs and an internal drive and passion. That’s why I’m always willing to offer motivation—to friends or strangers on Reddit. I know the power of inspiration, and if someone can stand on my shoulders to achieve greatness, I’m more than willing to help them up.” —Arnold Schwarzenegger, former governor of California


          6.  Passion. “You must love what you do. In order to be truly successful at something, you must obsess over it and let it consume you. No matter how successful your business might become, you are never satisfied and constantly push to do something bigger, better, and greater. You lead by example, not because you feel like it’s what you should do, but because it is your way of life.” —Joe Perez, cofounder, Tastemade


          7.  Innovation. “In any system with finite resources and infinite expansion of population—like your business, or like all of humanity—innovation is essential for not only success but also survival. The innovators are our leaders. You cannot separate the two. Whether it is by thought, technology, or organization, innovation is our only hope to solve our challenges.” —Aubrey Marcus, founder and CEO, Onnit


          8.  Patience. “Patience is really courage that’s meant to test your commitment to your cause. The path to great things is always tough, but the best leaders understand when to abandon the cause and when to stay the course. If your vision is bold enough, there will be hundreds of reasons why it ‘can’t be done’ and plenty of doubters. A lot of things have to come together—external markets, competition, financing, consumer demand, and always a little luck—to pull off something big.” —Dan Brian, COO, TV Time


          9.  Stoicism. “It’s inevitable: We’re going to find ourselves in some real shit situations, whether they’re costly mistakes, unexpected failures, or unscrupulous enemies. Stoicism is, at its core, accepting and anticipating this in advance so that you don’t freak out, react emotionally, and aggravate things further. Train our minds, consider the worst-case scenarios, and regulate our unhelpful instinctual responses—that’s how we make sure shit situations don’t turn into fatal resolutions.” —Ryan Holiday, author of The Obstacle Is the Way, and former director of marketing, American Apparel


       10.   Wonkiness. “Understanding the underlying numbers is the best thing I’ve done for my business. As we have a subscription-based service, the biggest impact on our bottom line was to decrease our churn rate. Being able to nudge that number from 6 percent to 4 percent meant a 50 percent increase in the average customer’s lifetime value. We would not have known to focus on this metric without being able to accurately analyze our data.” —Sol Orwell, director of strategy, Examine.com


       11.   Authenticity. “It’s true that imitation is one of the greatest forms of flattery, but not when it comes to leadership—and every great leader in my life, from Mike Tomlin to Olympic ski coach Scott Rawles, led from a place of authenticity. Learn from others, read autobiographies of your favorite leaders, pick up skills along the way . . . but never lose your authentic voice and opinions and, ultimately, how you make decisions.” —Jeremy Bloom, former Olympic athlete, author of Fueled by Failure, and cofounder/CEO, Integrate


       12.   Open-mindedness. “One of the biggest myths is that good business leaders are great visionaries with dogged determination to stick to their goals no matter what. It’s nonsense. The truth is leaders need to keep an open mind while being flexible and adjust if necessary. When in the startup phase of a company, planning is highly overrated and goals are not static. Your commitment should be to invest, develop, and maintain great relationships.” —Daymond John, CEO, The Shark Group and FUBU; Shark on ABC’s Shark Tank, bestselling author and speaker, daymondjohn.com
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