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			Advance Praise for Where You Can Lead

			“To be a gold medal winner of the Leadership Pentathlon, read, chew, and practice the thoughts, actions and steps in this book. Kelner does a provocative, deep dive into why you want to be a leader and most importantly, what kind of leader. Then he pushes further into who you wish to be leading. In the words of Yoda, ‘Don’t try, do!’ This book makes it within your grasp.”

			—Richard Boyatzis, PhD, Distinguished University Professor, Case Western Reserve University, Co-author of the international best seller, Primal Leadership and the new The Science of Change: Discovering Sustained, Desired Change from Individuals to Organizations and Communities

			“In Where You Can Lead Stephen Kelner shares both wisdom and actionable advice for leadership. He draws on his years as a corporate trainer and coach and on his intellectual background to show the way to a new, groundbreaking, vision of leadership. Anyone who aspires to be a better leader would benefit from this book.”

			—Daniel Goleman, PhD, author of Emotional Intelligence
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			To my children, Maggie and Valerie, who are better leaders than they know.

		

	
		
		 

			Introduction

			Do you want to be a leader? Do you want to be a better leader? Are you uncertain as to whether you can or should be a leader? If your answer to any of these questions is yes, this book is for you.

			I’ve seen and evaluated thousands of leaders, and helped clients and colleagues assess tens of thousands more, by providing the tools and approaches to measure them accurately against the requirements of the role.

			Consequently, I’ve seen what good and great leadership looks like around the world, across industries, in nonprofit and for-profit organizations, in startups and in multinationals. I’ve seen people just starting out as leaders, and people who have spent most of their careers in leadership positions. I’ve brought to bear both scientific and business perspectives to identify better leaders, or to develop people into better leaders—and to help others to do the same.

			In the course of that time, and thanks to massive amounts of research data, I’ve learned a few things about leaders and how they grow, and I want to share that insight with you.

			1.There is more than one kind of leader.

			2.Different leaders need different capabilities.

			3.Different leaders are driven by different motives.

			4.As the organization you lead increases in size, you need different capabilities.

			Some people ask if leaders are born or made. The answer is yes. There are specific characteristics that make certain kinds of leadership easier, which we will refer to as capabilities, but you are not automatically a leader unless you develop those characteristics the right way. And virtually every capability of leadership can be developed to some degree. Furthermore, as the title indicates, there is not just one kind of leader—different leaders need different capabilities, which means you are not forced to go in one direction. Which leads me to one more question for you:

			What kind of leader do you want to be when you grow up?

			I assume you do want to be a leader, or perhaps you sit in a leadership position right now, or you wouldn’t be reading this book. Or perhaps you are questioning yourself and want to confirm you are doing the right thing as a leader or by taking a leadership role.

			Some will say the best leaders do not want the job, but that’s not true if someone avoids the job of leader because they think they will be terrible at it. In my experience, it’s tough giving feedback to people who believe this—even when we know they actually can do well as leaders.

			Of course, people who do want the job are not guaranteed to be good at it, either. There’s no direct correlation between wanting to be a leader and being good at it. People who think they are entitled to lead regardless of this fact also don’t take feedback well—they think they’re ready, sometimes despite compelling evidence otherwise.

			But people who want to get better as leaders, or lack confidence in their ability, whether they are leaders already or not—I can work with them.

			One key factor of learning and growing, perhaps the most important, is being able to admit you are wrong, and therefore that you can do better. If you really want to be an effective leader but have some questions about how to do it, then you are exactly the person who will most benefit from this book, and the person who has the most opportunity to grow, because you will also be motivated to do it. (We’ll talk about motivation, too.)

			And if you just want to figure out if you want to be (or should be) a leader at all, I can help with that, too. It’s okay if you don’t; not everyone is cut out for it, and even of those who are, not everyone likes the job. Every level of leadership you will see here presents not only an opportunity to grow, but an opportunity to stop and be happy and effective where you are.

		

	
		
		 

			What Kind of Leader Do You Want to Be?

			What Kinds of Leaders Are There?

			Did you know there is more than one kind of leader? You wouldn’t necessarily know it from the bookshelves in the business section of your friendly local bookstore. With a few notable exceptions, people tend to treat “leader” as a single, monolithic concept. But if that were true, we’d see more overlap between, for example, effective business leaders and US presidents, and we do not. Some of the most effective US presidents failed when they ran businesses, notably Lincoln and Truman. The reverse is also true—Warren G. Harding and Hoover were successful businessmen, but are considered poor presidents.1 There have also been controversies (or worse) about such business leaders/politicians as Silvio Berlusconi, former prime minister of Italy; Sebastián Piñera, former president of Chile; Boris Grigoryevich Ivanishvili, former prime minister of Georgia; and others. One kind of leadership ability is no guarantee of others.

			Indeed, even within the business world there are multiple kinds of leaders, and you can be great as one and poor as another. Think how often we have seen brilliant leaders of startups stumble once their business got too large to handle, or longtime leaders of big businesses fail to deal with market changes.

			We will dig into five of the commonest kinds of leaders—the “Pentad of Great Leadership” in this book’s subtitle. Start thinking about which you are, which you want to be, and which you want to avoid.

			The Pentad: The Five Kinds of Leaders

			[image: ]

			Note that these are not formal job titles. You can lead without being labeled the leader or manager, or even having any formal authority at all. Being influential is not the same thing as having a job title.2

			That means you can start to identify what kind of leader you might want to be (or not want to be) whether you are currently in a position of authority or not. Ask yourself the following questions, and let’s see the leader type to which you gravitate.

			What Kind of Leader Might You Be?

			
				
					
					
					
					
				
				
					
							
							Question

						
							
							If

						
							
							Answer

						
					

					
							
							Do you want to do something new and different or otherwise better?

						
							
							Do you have unique, specialized expertise and/or credentials that can’t be passed along without extensive work?

						
							
							Yes, Yes

						
							
							Thought

						
					

					
							
							Yes, No

						
							
							Entrepreneurial

						
					

					
							
							Do people matter as much (or more) than job tasks?

						
							
							Yes

						
							
							Caring

						
					

					
							
							Do you like having an impact on people or organizations, or have them respond to you?

						
							
							Do you like to have impact through guiding and growing people and organizations?

						
							
							Yes

						
							
							People

						
					

					
							
							Do you like to have impact through radically transforming people and organizations?

						
							
							Yes

						
							
							Change

						
					

				
			

			 

			Side Questions

			
				
					
					
				
				
					
							
							Can I say yes to more than one?

						
							
							Yes. People are complicated.3

						
					

					
							
							Can I be good at more than one?

						
							
							Yes, but don’t count on it.

							The more you try to be, the harder it is, though some are closer than others.

						
					

				
			

			 

			Rule of Thumb: The more kinds of leadership 
you do, the harder it is.

			Why Am I One Versus Another?

			What distinguishes these five? Besides kinds of competence, that is?

			At the core, what leads a person to become these kinds of leaders are their motives—their deep-seated emotional drives that empower them, direct them, help them select what to do, and attract them in certain directions.

			It’s really a simple concept: If you lack the motivation, it’s hard to do the same kind of thing every day. Motives provide the emotional energy because leaders should (and often do) enjoy what they do.

			Motives launch you on your path and keep firing the engines on your trajectory. Of course, if you lack the guidance system, you may accelerate straight into the ground, but that’s irrelevant unless you start off in the first place.

			As we move through this book, we’ll talk about what virtually all leaders do have in common—certainly their capabilities—but we’ll also look at how each kind of leader works through those capabilities. Some aspects are harder than others for some people. If you know this, you can prepare for it and expect it.

			I’ll use real people I have worked with as examples of these five kinds of leaders. I can’t always give real names, for what I hope are obvious reasons, but I can provide some real-life examples of how it feels from the inside.4

			Remember: Everyone has motivation, and everyone has ability. Not everyone is a natural leader, but everyone can learn. At the very least, you can become a better leader or find ways to make up for your gaps.

			If you read this and decide not to be a leader, I respect that decision. Not everyone needs to be a leader.5 But make sure you are fully informed before you make that choice, because you may be underselling yourself.

			What Levels of Leader Are There?

			The five kinds of leaders help us look at style, approach, and sets of capabilities, but we also have to look at levels of leaders—and how leaders grow into each. This is the path we will take through this book, in the same way that leaders do.

			Leaders normally start out as individuals with an idea, an ability, or an ambition, or some combination—but not an organization. As the organization under a leader grows in size and scope, the leader must develop to manage it effectively or drown in all the pieces necessary.

			Size and scope capture the absolute magnitude and complexity of a leader’s organization. There’s a significant difference between, for example, a CEO of a three-hundred-person company (complicated, but not that big, the size of many growing startups), and the chief information officer (CIO) managing a three-thousand-person information technology (IT) group in a large company (lots of people, but all in the same function).

			That CEO, who is a real person we will call Maria, had launched a dot-com startup some years before (her second startup, in fact), which began as a small group of about ten people, but scaled up rapidly. When I met her, it was up to around one hundred people, and some members of her small core group had had to hire people of their own. At that point, she knew everyone in the company. Over the next year, it leaped up to over three hundred people, and she suddenly had a far more complex organization, with subgroups organized around making their tool, marketing their tool, training people to use it, and working with partners; each of these subgroups had a number of people, not to mention an additional small finance group and a small IT group.

			By the time this organization peaked in size (for it shrank again later, though it never disappeared), she no longer knew everyone, but was managing a business that had a full range of functions, with an executive team of function heads reporting directly to her and a couple of layers of people below her.

			By contrast, the CIO, another real person who we will call Hans, was in a major financial services firm, with offices in multiple countries. He managed a group of more than three thousand people, but all of them were IT professionals from similar backgrounds with related knowledge and expertise and related roles in their jobs. Whereas Maria’s team ranged from finance to sales to IT to marketing to services to software development, Hans’s team varied only within IT: networking, security, hardware, tech support.

			Maria’s role was far larger than Hans’s in scope—Maria managed a broader variety of people than Hans, even though Hans managed over ten times as many people in terms of raw size, and thus his role was larger in those terms.

			In other words, their two organizations looked like this:

			[image: ]

			Leadership capabilities can scale up relative to size or to scope.

			For example, some capabilities relative to the size of one’s role:

			•Leading a group

			•Managing and providing goals for larger and larger numbers of people in a single field or function

			Likewise, some capabilities relative to the scope of one’s role:

			•Strategic thinking, which becomes more critical as you are responsible for more of a full business, where different functions, divisions, or geographies have to coordinate for success

			•Aligning diverse functions and even businesses around a common overall objective

			Size is relatively easy to measure, of course: Count how many people you have under your leadership, both direct (reporting to you) and indirect (reporting to someone who reports to you). Multiple other factors can influence that (Do you have contractors? Vendors? How many people can you actually know in your company?), but it’s still relatively easy to define.

			When you compare size and scope, however, as we did with Maria and Hans, you can see real differences. It’s entirely possible for Maria and Hans to have comparable leadership ability, but with a different array of strengths, which would also mean you couldn’t switch their roles successfully. They may have comparable—but not identical—leadership capability.

			Maria needs to be good at managing breadth: bringing together complexity, shifting gears to different concerns. Hans has to be good at managing depth: sending a message and mission through an organization of great size, communicating indirectly through multiple levels. If the organization is large and complex, then you need to do both!

			What’s more, people start out in different ways. Some try to start as an individual entrepreneur themselves and build up companies around themselves, so they gradually run a bigger and bigger firm (like Maria); others start from within another company and either grow in that company (like Hans) or split off to start another business. Either way, however, we can look at the size and scope of the position you are in now, and think about what the next step might be.

			Most organizations go up in size by multiplication, of course.

			How Size Increase Works
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			As a founding CEO, you start out alone, and then you need and must acquire a group of people under you to handle each function.

			You may start out with one person in each functional role, whatever they are for your business—finance, sales, marketing, R&D, manufacturing, distribution, services, and what have you. But if you need another level, you rarely need just one person under each. As companies grow, they may have anywhere from one to ten people at the next level of a given function. For example, if your sales organization is growing rapidly, you may go from one person nationally to needing regional heads (e.g., Northern US, Southern US, Eastern US, Western US, Central US or Scandinavia, Central Europe, UK, Iberia, Southern Europe, Eastern Europe), all of whom presumably report into your national leader of sales. If your sales grow even more, you might need still more beneath your regional heads (for example, by state or country in the two examples above).

			In the graphic above, it’s a neat five people per level, which never happens, but at any rate, you can see how quickly it scales up: the organization goes from one (the founder) to six (founder plus team) to thirty-one (plus next level). If continuing with that neat multiplication, the next level would add a total of 125 people, (for a total of 156) and the one after that would add another 625 more. In practice this varies a great deal: Marketing organizations are typically not as large as sales organizations, for example, because they work more globally designing approaches (such as advertising campaigns, image, and logos), rather than managing individual clients, which may make them somewhat larger scope while being smaller in size. Also, as I alluded to, number of direct reports in modern organizations is rarely limited to five, and can run as high as eight to ten, in which case the levels above would scale up much faster: one, eleven, 111, 1111 instead of one, six, thirty-one, 156. However, there are no hard-and-fast rules you can apply to all businesses. Most have a range of both smaller and larger suborganizations.

			What we do know is the set of typical size breaks that occur naturally on average in businesses, which you can find in a number of locations, and we will use that as a guide.6 In practice, the kind of pattern we see above leads to certain sizes being more common than others—peaks and valleys in total number of employees.

			Scope is more complex, of course. The table below focuses on the complicated nature of scope, showing the levels of leadership both:

			•As a leader growing a company from scratch, and

			•As an employee working up from within an existing, larger business

			Note that they converge at the top as a multiple-business CEO. Of course, this is somewhat simplified, but provides a reasonable scale.

			Technically, even in a scope-based table, you find some degree of size coming into play as well; if you are managing ten functions through their leaders, then logically you must have ten function heads. However, in this table, we are focusing on the breadth of management and the number of management levels, which may be larger or smaller depending on the average span of control within each function or business unit.

			Levels of Leadership Scope: Where Are You Now?

			
				
					
					
					
					
					
				
				
					
							
							Level

						
							
							As Top Leader

						
							
							From Within a Business

						
							
							Typical Size of Group

						
							
							What You Need to Do

						
					

					
							
							0

						
							
							Self

						
							
							Individual contributor

						
							
							1: Just you

						
							
							Whatever you want, within job limits

						
					

					
							
							1

						
							
							Team member

						
							
							Team member

						
							
							Yourself, plus a few others

						
							
							What is important for the group or team

						
					

					
							
							2

						
							
							Entrepreneur

						
							
							Supervisor

						
							
							1–10 direct reports

						
							
							Tell people what to do; still do some things yourself

						
					

					
							
							3

						
							
							Startup CEO

						
							
							Subfunction head/

							manager

						
							
							2 levels: 1 direct, 1 indirect set of reports

						
							
							Delegate to your direct reports so they supervise those below them on tasks

						
					

					
							
							4

						
							
							Small-business CEO

						
							
							Functional head

						
							
							3 levels or more

						
							
							Empower direct reports to delegate, begin to align the entire organization

						
					

					
							
							5

						
							
							Midsize-business CEO

						
							
							Business unit head/senior C level

						
							
							Full business, or multiple functions

						
							
							Empower functional heads, align functions and organization

						
					

					
							
							6

						
							
							Large-business or multibusiness CEO

						
							
							NA

						
							
							Multiple businesses or organizations

						
							
							Empower heads of different businesses, align all organizations under global umbrella

						
					

				
			

			 

			Note that each level transition demands new skills and abilities. Moving from “telling” (Level 2) to “delegating” (Level 3) does not happen by itself. Just because it may be your job now does not mean you know how to do it well—or perhaps at all.… These levels are big jumps, demanding a substantial transition. Returning to Hans and Maria, Maria is a Level 3 startup CEO, with a size of three hundred; Hans is a Level 4 functional head with three thousand people. One more step would be big for either one, as you would expect when looking at levels of scope.

			One purpose of this book is to help you navigate those substantial transitions, so at least you know what is coming, and what you need to work on if you want to move up another step.

			Overall Size and Scope

			Now that we have scope defined, we can lay out one last table in which to identify your current and desired roles, in terms of size and scope. In this table, we’ve incorporated the organizational size steps most commonly found, and shaded the less-likely combinations. (A team with more than fifty people is not really a team.) Place yourself here, and we can lay out a stepwise approach upward.

			Why does this matter? Because we know roughly how difficult it is to progress in one direction versus the other. It is easier to go up one size step than one scope step, so a typical pattern might be to go up in size, then scope, then size, and so on. In some cases, a role may grow substantially in size before ever growing in scope.

			Size and Scope Self-Analysis

			
				
					
					
					
					
					
					
					
					
					
				
				
					
							
							Size  Scope

						
							
							1–5

						
							
							5–10

						
							
							11–50

						
							
							51–100

						
							
							101–250

						
							
							251–500

						
							
							501–1000

						
							
							1001+

						
					

					
							
							0:  Self

						
							
							
							
							
							
							
							
							
					

					
							
							1:  Team

						
							
							
							
							
							
							
							
							
					

					
							
							2:  Entrepreneur

							Supervisor

						
							
							
							
							
							
							
							
							
					

					
							
							3:  Startup CEO

							Subfunction head/manager

						
							
							
							
							
							
							
							
							
					

					
							
							4:  Small-business CEO

							Functional head

						
							
							
							
							
							
							
							
							
					

					
							
							5:  Midsize-business CEO

							Business-unit head/C level

						
							
							
							
							
							
							
							
							
					

					
							
							6:  Large business/multibusiness CEO

						
							
							
							
							
							
							
							
							
					

				
			

			 

			Rule of Thumb: It’s easier to go up one level of size than one level of scope.

			Where Should I Go?

			In business, people often value not just performance, but growth. Whole books have been written about how to grow your business and how to scale up. But there are also many stories about people who crash their businesses by being too large to succeed—and as we learned in the financial crisis of 2008, there is no such thing as too big to fail. And I know many stories of people who nearly crashed themselves by moving beyond their sweet spot, and I’ll describe a few of them later.

			Nevertheless, many people in business assume up is always better, not just for businesses, but for themselves. This is a cultural bias, not a fact.

			In 1969, Lawrence J. Peter and Raymond Hull published a book called The Peter Principle, based on Peter’s research. The idea was that because people get promoted for competence, they keep getting promoted until eventually they get promoted to a level where they are no longer competent—but they typically remain in that job; they just don’t get promoted any more. Their formulation: “In a hierarchy, every employee tends to rise to his level of incompetence.” Worse, Peter’s corollary states: “In time, every post tends to be occupied by an employee who is incompetent to carry out its duties.”7

			In truth, this was not a new insight, and this statement oversimplifies it, as have many of those who have studied it since. This is really true only in a fixed hierarchy, where promotions are based simplistically on performance in a previous role and occur inevitably based on that performance.

			For example, one study looked at outstanding salespeople who, because of their performance as individual contributors, received promotions into jobs as sales managers, where they performed poorly. This should be obvious—managing people is radically different from selling to clients—but continues to be done, because people often don’t realize how different these roles are. They reason logically, but inaccurately.

			In the example above, it is assumed that good managers of salespeople must also know how to sell; otherwise, they can’t help their people sell. But helping others is a different capability entirely, one not necessarily found in good salespeople.

			Similarly, I once interviewed a senior sales manager who cited a low point in his career as a time he hired someone he had thought would be awesome. Reasoning that it took courage to “cold call” clients out of the blue, not knowing them, he hired a guy who had never been in sales but was a champion downhill skier. His reasoning? “You have to be brave to call strangers. He’s used to plummeting down icy mountains—he’s really brave!”

			The missing piece here is to define what kind of bravery. Having physical bravery is not the same as social or interpersonal bravery. The downhill skier had no fear of throwing himself down a mountain but was terrified of calling strangers to connect with them, let alone sell to them. This salesperson did not last long.

			Ironically, the hiring manager did have a piece of the right idea—underlying capabilities are more important than experience—but he didn’t know how to accurately define the capabilities for the job.

			Fortunately, I have spent many years helping clients understand the specific capabilities of a given role to hire people based on this role, not a past one. The tools exist, and, ironically, have for some time, since the first paper about how to do this was published in 1973. The processes and tools have been refined by multiple people since that time (including me, starting around 1990 and continuing to the present day).

			More knowledgeable companies don’t limit themselves to fixed hierarchies and inevitable promotions; instead, they try to identify first who should be promoted, and develop those with potential to do so.

			I worked with one automobile company where we did a series of assessments of the divisional and regional sales managers and discovered that one person at the more senior divisional level was suffering from the Peter Principle and missed direct selling, while one of his direct reports was more than ready to take on a bigger role. They followed our advice and swapped the two people. The divisional sales manager got to sell more directly again; the regional one got to stretch his management ability. Both of them were not only more productive, but happier.

			Enjoyment matters, too. That’s another limitation of the Peter Principle: People can continue to maintain competence—but no longer get satisfaction from the job.

			As far as I am concerned, a successful outcome is where people find the job to which they are best suited, by which I mean they are both capable and happy. In practice, that means you should think not only about “the next level,” but whether you really want that level. This is for reasons of competence, perhaps, but also for emotional satisfaction. We’ll look at what it takes at every level in both terms.

			You may be wondering what happened to Maria and Hans later in their careers. It’s been long enough since I met both of them for some major changes to happen, and this illustrates exactly the point I have been making.

			Maria: She sold her company to another firm, after which she led one more startup, then supported and advised a few others until they could be sold. In recent years, she has been on boards rather than leading companies herself. In other words, she moved from Level 3 to a brief peak of about Level 4, and then would sell the company and move on. She’s been happy to provide her visionary approach to other companies in an advisory position rather than start and lead her own company again. By my count, she started (and sold) three companies of her own before moving into the advisory and board-level space for good, and both of these roles suited her well. She’s an example of an entrepreneurial leader, with a dash of thought leader, maxing out primarily at Level 3. She had a chief operations officer (COO) who backed her up with operational skill, which allowed her to focus more time on the thought leader aspects, plus marketing the firm to venture capitalists.

			Hans: He had moved from sales into IT in the first place. After this role, which acted as development for him, he continued to move up in the company, running multiple functions, including running all the international businesses for his company, which was headquartered in the US but operated around the world. He was also appointed vice chair of their board before retiring. He reached Level 5 or borderline Level 6 in his company, having broadened his scope of management, and retired to general praise in the business press. He’s a people leader, primarily growing his chunks of the company organically (that is, hiring and developing as needed, rather than by acquisition of other companies).

			Both Maria and Hans were successful leaders who simply took different paths. Maria ran a broad business of full scope, but of relatively small size, and decided to stay there. Hans ran a large single function but decided to broaden himself and took full-business leadership roles of substantially greater scope as well as size.

			Maria could have chosen to continue to grow the company or stay a part of the acquiring firm and grow that way, but she didn’t, and her later career indicates that she preferred to work with smaller companies, helping them get sold when they got beyond a certain size. Hans could have chosen to stay in IT (or sales), but he didn’t, and his later career indicates how he followed a path to large-scale general management. Both gravitated to roles they enjoyed and were good at; both did well consequently. But had they gone a different direction, that would also have been fine—if they understood their abilities and emotional drives well enough to do well and stay energized with that direction.

			Summary of Questions for You

			1.What kind of leader are you?

			2.Where are you now in terms of size and scope?

			3.How far do you think you want to go?

			In the next section, we’ll spend a little time on the emotional drives that distinguish the five kinds of leaders, and why those are important, if only to provide personal satisfaction in the role. Then we’ll go into the steps of growth, from the perspective of each kind of leader.

			

			
				
					1	No, I’m not going near living ex-presidents. I’ll just note that the lack of correlation was identified by someone else’s research. See Shane (2012) and Campbell (2012).

					2	For example, Steve Jobs gets most of the attention, but as a lead designer for Apple, Jony Ive had a mammoth impact on the distinctive look and feel of their products, including the iPhone, the first iMac, the iPad, and the iPod.

					3	I’m going to say that a lot.

					4	If you hire us at Ascent Leadership Networks, we will provide you with the same kind of confidentiality. Assessment and development work much better if you feel safe doing them.

					5	Leaders aren’t much without followers, after all.

					6	For example, the US Department of Labor, compensation firms, Fortune magazine, and LinkedIn all have scales of organizations in terms of numbers of employees; you can also deduce the average per level relatively easily.

					7	If I want to be picky, I could say, “Every employee tends to rise to his minimum level of incompetence,” because they could theoretically be at even higher levels of incompetence if they continued to get promoted. You might wonder why someone who has achieved a level of known incompetence would continue to be promoted. One reason: See if they have the same last name as the company founder. Another: See if they founded the company in the first place. A third: getting “kicked upstairs” to get someone out of the way.

				
			

		

	
		
		 

			Motivation

			Why do people do what they do?

			That’s the fundamental question behind motivation. We could spend a lot of time on this (I am, after all, a motivational psychologist), but I’ll keep it focused on the most important things for you to know.

			What Types of Motivation Are There?

			When working with groups and introducing this topic, I usually ask people why they do what they do—how do they get through their day? What leads them to do one thing rather than another? I usually get answers like this:

			
				
					
					
					
				
				
					
							
							•They pay me

							•I have to

							•I’ll be fired if I don’t

							•My boss makes me

						
							
							•It’s vital I do this

							•Someone has to do it

							•It meets my goal

							•It’s the right thing to do

						
							
							•I enjoy it

							•It’s exciting

							•It frustrates me not to

							•I can’t stop myself

						
					

				
			

			 

			If you look closely, I hid a pattern in there. That pattern reflects the three major types of motivation8:

			•Extrinsic: “Have to do it”—motivation from outside you

			•Values: “Should do it”—things you think are important

			•Motives: “Want to do it”—things which energize you

			For the record, both values and motives are intrinsic motives because they come from inside you. Those are obviously the ones that matter most for your career planning—at least I hope so. We’re going to focus on those, because you can define your own, whereas extrinsic motives are, by definition, outside you.

			Here’s that same list in table form:

			
				
					
					
					
				
				
					
							
							Extrinsic
“Have to do”

						
							
							Values
“Should do”

						
							
							Motives
“Want to do”

						
					

					
							
							•They pay me

							•I have to

							•I’ll be fired if I don’t

							•My boss makes me

						
							
							•It’s vital I do this

							•Someone has to do it

							•It meets my goal

							•It’s the right thing to do

						
							
							•I enjoy it

							•It’s exciting

							•It frustrates me not to

							•I can’t stop myself

						
					

				
			

			 

			You have all three types, and all three can come into play in your day.

			Values are consciously decided motives: What you think is important, what you were raised to believe, and what comes to mind when someone asks what motivates you.

			Values tend to predict near-term choices: What do I need to do right now? They select whatever sounds more important or explicitly valuable.

			Motives, on the other hand, are deep, emotional drives: What you respond to emotionally, what you enjoy, or what frustrates you if it is blocked. They are not conscious, so people often do not recognize their own without some help.

			Motives tend to predict patterns of long-term choices: If all else is equal, which do I pick? They select whatever sounds more fun or feels more intriguing.

			[image: ]

			If you look at these descriptions closely, you might wonder how often they align—isn’t it possible that there are things you enjoy that are just fun, not valuable or important? And vice versa: things that you really should do, but are no fun?

			In fact, values and motives are completely independent of each other, by which I mean that on average, they have no relationship to each other at all.9 There is excellent reason to think that they come from completely different parts of the brain: values from the “primate brain,” the neocortex specific to humans and primates (and much larger in humans),10 and motives from the “mammal brain,” specifically the limbic system, which also helps generate and manage the emotions. In practice, all you need to know is that they do not have to line up—though it is certainly nice if they do. It is entirely possible for them to be in opposition with each other, and, surprisingly, that’s a good thing.

			You can also think of them as operating at different levels and from different places: extrinsic motives outside, values in your head (your conscious thought), and motives in your heart (feelings). If, like most people, you identify your feelings with your heart, then think of implicit motives that way, whereas the explicit values are very much in your head.11

			When salespeople or marketers talk about selling to the heart or the head, they’re really talking about selling to your motives or emotions, as opposed to your logical thoughts and reasoning.

			Because motives and values operate independently of each other, you can think of a given task in your day, and it will probably fit into one of the boxes below:

			Motives and Values Interacting

			
				
					
					
					
				
				
					
							
							High Motive

						
							
							I enjoy it

							BUT

							It is not important

						
							
							I enjoy it

							AND

							It is important

						
					

					
							
							Low Motive

						
							
							I do not enjoy it

							AND

							It is not important

						
							
							I do not enjoy it

							BUT

							It is important

						
					

					
							
							
							Low Value

						
							
							High Value

						
					

				
			

			 

			
			Why does this matter? Because what you need to do as a leader can come from values or motives. Not everything you do is fun, alas; and for those things, values fill the gap.

			For example: People often like playing with babies, puppies, or kittens—they are cute, they push your emotional buttons, they make you feel good. But people do not usually like having to clean up after them. You change the diaper or empty the litter box because it is important that you do so, not because it is any fun. Likewise, no matter how much you like your job, you probably have things you don’t like but still must do. Ideally, you can keep those things to a relatively small part of your day.

			As you might expect from that description, motives and values don’t work the same way. Motives provide energy: If it’s fun, you will make time for it, or get really focused on it for longer periods, because the task is inherently energizing and enjoyable. At worst, they can burn you out because you don’t know how to stop. Values, on the other hand, cost energy: You make yourself do something intellectually, so it takes an effort. You will do it because it is important, but it can tire you out.

			Now let’s go back to what kind of leader you want to be, keeping this in mind.

			[image: ] Does a particular kind of leader seem important to you—or fun?

			It’s okay to think of a leadership role as fun, incidentally. If you prefer, you can describe it as “exciting” or “energizing,” but why shouldn’t you have fun?

			This question matters a lot because leaders tend to always be “on.” Fortune 100 CEOs typically define themselves by their job, and manage their whole lives (and sometimes, the lives of their families) around it. Don’t feel too bad for them, however, because a lot of those people love being CEO.

			By contrast, though, if some kinds of leadership don’t sound as fun as others, then you have to bring your values to bear, and those tire you out. It’s hard to operate on your values 24/7, and frankly it’s a bad idea to try, as it is exhausting. You can use them to supplement your motives—filling in the gaps for those things you don’t enjoy—and people do that every day, but it’s hard to operate with that as your primary source of effort.

			This is doubly true because your motives, being deep emotional drives, are very hard to change. You can build them up, but it’s a slow and difficult process.12 In the same way you can build up your muscles, you can build up a motive, but like muscle building, it will take a long time, a lot of effort, and even so, you are unlikely to become the next Mr. Universe. At best, most people increase their motives incrementally. That’s fine, but it means that it is quite vital to know your own motive pattern, because you’re going to have to live with it.

			I once worked with a woman who was an engineer, but who ultimately wanted to become a senior manager. Her values led her to try and change her motive pattern from that of an engineer to that of a manager. Yes, they’re different, and we’ll get there momentarily. After over a year of effort, she managed to raise one key motive by twenty percentile points—which was a pretty good shift, but we’re not talking going from low to high.13 It is possible, but it isn’t something you want to plan your day around unless you are really committed to it and willing to work on developing a motive consistently, systematically, and over significant periods of time. It’s easier to work with the motives you already have, if at all possible.

			That leads us to our next question—how many kinds of motives are there?

			What Kinds of Motivation Are There?

			Harvard Professor Henry Murray, the godfather of modern motivational theory, identified dozens of motives, which can make self-analysis awfully complicated. Fortunately, Harvard Professor David McClelland decided to focus on a select few implicit motives that made the biggest difference. He and his colleagues figured out that just three explain 85 percent of daily thinking time, and we will concentrate on those here.

			Everyone has all three, but to different degrees. When we map these out on a graph, it creates what we call a motive profile or motive pattern. Since these three do not correlate, meaning that they are completely independent of each other, you can be high on all three, low on all three, or any combination of high, low, and middle. Purely by random chance, you are likely to have one higher than the other two, and often one moderate, and one low, so I suggest you try to figure out your primary motive—the one that is the strongest in you, and supplies the most emotional energy.14 It is possible to have more than one relatively strong motive, but it helps to focus on what stands out first, and consider more than one only if you can’t settle on one. Don’t worry, there are tools to help you do this below.

			These three motives matter a lot. Not only do they supply emotional energy, but different kinds of leaders are typically driven by different motives. If you hope to be a people leader but have the motive pattern of an entrepreneurial leader, you may run into some problems with your ambition—you can still do it, but it will take a lot more work, and it can be a lot less fun. If your leadership role relies on a motivation you do not have, and you have a different motive pushing you, you can actually derail yourself with your own motives. (For that matter, you can derail yourself even if your motive is aligned with your job, but that’s a different issue.)

			Let’s look at these critical three at a high level, then figure out where you land on these, and dig into them with some detail. Trust me—by the end of this chapter, knowing more about your motives might well change the order in which you read this book.

			Achievement Motive

			People with this motive spontaneously think about and get energized by doing things better, either through innovation or by being more efficient. They tend to like measurement of their performance, and look for such measures so they know how well they are doing and can set goals in order to meet or beat them. They tend to keep pushing the bar up to test themselves further, but only moderately, so that the new goal is a good test rather than being too difficult or too easy. People with this motive often gravitate toward cost-benefit analysis and jobs where they can track their performance accurately.

			People with this motive also tend to invest in long-term improvement because they like getting better, too, but not in all things—just those they want to do.

			Affiliation Motive

			People with this motive spontaneously think about and get energized by interpersonal relationships: lovers, friends, family, or belonging to a group. They tend to be alert to whether others like them and are sensitive to issues that could interfere with a personal relationship. They also tend to be sensitive to how people feel about them generally and may ponder whether an action might affect that relationship. People with this motive often gravitate toward jobs where they feel they can belong to a group, be treated kindly, or be kind to others.

			People with this motive will tend to learn or develop because they like the person helping them, or in order to support a friend or loved one’s personal need.

			Influence Motive

			People with this motive spontaneously think about and get energized by having an impact on others—individuals, groups, an organization, or the world at large. They tend to be alert to other influencers or influence, and are sensitive to political or social issues that may affect the impact they can have. People with this motive often gravitate toward jobs that allow them to influence groups of people, or have dramatic impact.

			People with this motive tend to work at getting better because it has an impact on someone influential, or because it has a public impact generally.

			 

			Again, you have all three, but to different degrees. A person’s primary motive provides the emotional energy behind most of a person’s spontaneous or impulsive actions—those taken for emotional reasons rather than intellectual. As a consequence, there are some key questions to ask yourself to help diagnose your motives. Remember, however, that these are not conscious. People often answer according to what their values say—what they have consciously decided and therefore are aware of, or what they think they should say—rather than what their emotional motives select. When you go through these questions, remember that it is about your feelings, not carefully weighed thoughts. After all, no one is looking over your shoulder, and I won’t judge.

			Questions to Diagnose Your Motives

			Because motives are linked to emotions, we can reverse the direction and determine motives by looking at patterns of emotions you feel. To test that, there are three key questions below, with sets of answers for you to check.

			Before looking at the table of possible answers, write down your answers to these questions. Remember, no one is looking at this but you; try to be honest with yourself about what you feel (your motives), not what you think you should say or what people will expect (your values).15

			•What do you do for fun when you have the chance?

			•What excites you the most about your work?

			•What frustrates you the most at work?

			After you finish these, we can go through the tables below. These provide a number of checkboxes to start trying to sort out the overall pattern of your motives.

			What Do You Do for Fun When You Have the Chance?

			I know many people are too busy to do much here, but if you had the time, what would you like to do? Again, be honest with yourself; no one is checking up on you, and all these choices are legitimate and normal.

			
				
					
					
					
					
					
					
				
				
					
							
							Column 1

						
							
							√

						
							
							Column 2

						
							
							√

						
							
							Column 3

						
							
							√

						
					

					
							
							Individual sports: golf, running, testing yourself against a goal

						
							
							
							Friendly sports: casual, collaborative, with friends for fun

						
							
							
							Competitive sports: football, basketball, beating the others

						
							
					

					
							
							Challenging yourself

						
							
							
							Socializing

						
							
							
							Challenging others

						
							
					

					
							
							Do-it-yourself

						
							
							
							Family, friend activities

						
							
							
							Gambling, risk-taking

						
							
					

					
							
							Reading or watching “how to” books and videos, or trivia

						
							
							
							Calling and/or hanging out with friends or family

						
							
							
							Reading or watching history, psychology, leader biographies

						
							
					

					
							
							Puzzle mysteries, for example, Agatha Christie, “hard” science fiction

						
							
							
							Novels of relationships, for example, romances, Jane Austen

						
							
							
							Private-eye mysteries, police procedurals, “social” speculative fiction, political thrillers

						
							
					

					
							
							Do things alone

						
							
							
							Join groups

						
							
							
							Lead groups

						
							
					

					
							
							How many total?

						
							
							
							How many total?

						
							
							
							How many total?

						
							
					

				
			

			 

			What Excites You the Most About Your Work?

			Look at the various items below and select what you like doing, or would spend more time on if possible:

			
				
					
					
					
					
					
					
				
				
					
							
							Column 1

						
							
							√

						
							
							Column 2

						
							
							√

						
							
							Column 3

						
							
							√

						
					

					
							
							Doing things better

						
							
							
							Personal relationships

						
							
							
							Actions that influence others

						
							
					

					
							
							Personal outperformance

						
							
							
							Friendly relationships

						
							
							
							Providing help, development

						
							
					

					
							
							Meeting/beating a standard

						
							
							
							Wanting to be liked as a person

						
							
							
							Managing what others see or hear

						
							
					

					
							
							Doing the new, different, unique

						
							
							
							Maintaining personal relationships

						
							
							
							Getting people on board

						
							
					

					
							
							Issues with a long-term focus

						
							
							
							Belonging to a group

						
							
							
							Impressing people

						
							
					

					
							
							How many total?

						
							
							
							How many total?

						
							
							
							How many total?

						
							
					

				
			

			 

			What Frustrates You the Most at Work?

			Look at the various items below and select what frustrates you (or would frustrate you) the most at work, for whatever reason (whether good or bad):

			
				
					
					
					
					
					
					
				
				
					
							
							Column 1

						
							
							√

						
							
							Column 2

						
							
							√

						
							
							Column 3

						
							
							√

						
					

					
							
							Not being able to do things the best (or least a better) way

						
							
							
							Not being able to be friendly with people

						
							
							
							Not being able to influence anyone

						
							
					

					
							
							Mediocrity

						
							
							
							Hostility

						
							
							
							Rejecting help

						
							
					

					
							
							Vague and unclear goals and standards

						
							
							
							Coldness and isolation

						
							
							
							Marginalization

						
							
					

					
							
							Doing the same old thing

						
							
							
							Working alone

						
							
							
							Being out of the mainstream

						
							
					

					
							
							How many total?

						
							
							
							How many total?

						
							
							
							How many total?

						
							
					

				
			

			 

			Answers to Diagnosing Your Motives

			If you have been reading the pattern of answers in the columns, you may have figured this out already, but

			•Column 1 has Achievement-related items

			•Column 2 has Affiliation-related items

			•Column 3 has Influence-related items.

			Note that these items are by no means comprehensive. The idea is to see if there is a relatively strong pattern for you. Add up the total across the fifteen items in each category, and see what you have.

			Don’t worry about getting it incredibly precise; remember, you do have all three. Plus, motives are general in nature, and can be expressed a number of ways. In fact, it helps to dig into why you like (or dislike) some of the items above. For example, golf shows up in the achievement column, but people may actually play golf for different reasons. Some play it because it is a way to test themselves and improve against a personal goal (reducing their handicap), which is satisfying to the achievement motive. Others play it because it gives them a chance to hang out with friends, who may be playing it for different reasons, but being social in this way is satisfying to the affiliation motive. Still others may do it to compete or bet, or even to have “off-line” conversations with people they want to connect with, which is likely to be linked to the influence motive. Golf in isolation tends to indicate achievement motive, especially if done alone, but golf in context may not.

			What we are looking for is if one of the three motives stands out for you. This is a guideline, not a true/false test with a binary answer. People are more complicated than that.16

			If one does not stand out very much, or if you want to dig deeper, we have some extra questions with trickier answers below. It may well be that you have two (or more) motives that are relatively high, or perhaps the tables above lack enough clarity for you.

			Broader Questions

			These three questions don’t have an easy catalog of answers, because they are too broad, but if you write a few answers down for yourself, we will find other ways to interpret them, which may take a bit of thoughtful effort:

			•If you had free choice (and didn’t have to worry about money, etc.) what would you choose to do?

			•If you could do any kind of job you wanted, what would it be?

			•What kinds of things do you like discussing?

			Take a piece of paper, or use your computer, and write down your answers to those questions before reading on. Again, no one is reading this but you; be honest. You don’t have to say anything you don’t really like just to meet others’ expectations (a phenomenon known as “social desirability,” and it’s a big problem for personality questionnaires. See below). It’s just for you. In fact, it’s probably better if you don’t think about your answers too much. Instead, write down what spontaneously comes to mind, so it’s more impulsive rather than rational—or rationalized.…

			Again, please write down your answers before you read the table below; otherwise, your conscious values might distort your results.

			The table below summarizes the key thoughts typically associated with each of the three motives, both generically (in fact, what psychologists use to score formal motive measures), and with more personal statements. You can analyze your answers by thinking about what each means to you. In other words, ask yourself why you would choose your answer—what feels good about it?

			Motives and Associated Thoughts

			
				
					
					
				
				
					
							
							Motive

						
							
							Associated Thoughts

						
					

					
							
							Achievement

							•Better

							•Innovation

							•Efficiency

						
							
							•Competing against a standard of excellence

							○Trying to beat others to meet a standard

							○Emotion around getting to/missing a goal

							○Setting high standards for oneself

							•Unique accomplishment

							•Long-term involvement with a goal to make better

						
					

					
							
							What you might think

						
							
							•I like proving I’m the best or beating the record

							•I like doing something no one else has done

							•I plan to deliver on my goals

						
					

					
							
							Affiliation

							•Being liked

							•Belonging

							•Others: family, friends

						
							
							•Consoling, helping, comforting

							•Liking; reciprocating warm, positive feelings

							•Benevolent authority; being part of a greater whole

							•Negative reaction to (anxiety about) separation

							•Discussing a personal relationship

							•Concern about interpersonal dishonesty

							•Perceived hypocrisy in others

						
					

					
							
							What you might think

						
							
							•I like being part of the group

							•I like when everyone is getting along

							•I protect my personal relationships

						
					

					
							
							Influence

							•Impact on others

							•Influence

							•Others: people, world

						
							
							•Actions which express power

							○Strong, forceful actions that affect others

							○Giving unsolicited help, advice, support

							○Controlling another through conditions, information

							○Trying to influence, persuade, make a point, to get the other to agree with you

							○Trying to impress others or world at large

							•Arousing strong positive or negative emotions in others

							•Being concerned with reputation or position

						
					

					
							
							What you might think

						
							
							•I like being able to speak out publicly

							•I like getting people to respond or react

							•I seek prestige or respect from others for myself
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