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Introduction





by Eric Butow


What makes a good leader? Some think all they must do is pick up a leadership book like this one to get the magic beans that will grow the beanstalk and raise your team and business to new heights. But we can tell that you didn’t fall for it, because you already know that it takes hard work and dedication; just as with mastering any other craft. In John F. Kennedy’s words, you understand that “leadership and learning are indispensable to each other.”


This book is here to help you learn from people who have been gracious enough to share their experiences with Entrepreneur Media, because you need realistic insights and experiences that can inform you about how to lead your business and team members. By now, you’ve likely experienced a bad leader in your own career or, worse, had an absentee leader who said that you were doing a great job when the entire company was in disarray. (This brings to mind the cartoon with the dog drinking coffee in the flaming kitchen saying, “This is fine.”)


Leadership is a people skill, and each person in your business brings their own culture, background, and personal experiences to your company. It is your job to bring them together into one company culture, no matter if you’re running a mom-and-pop store on Main Street or a multinational company. What’s more, you need to keep your team focused on building the company into a successful business beyond anyone’s wildest dreams.


If you are a manager in a large organization, you may not feel like you get any praise or even credit from anyone. Managers need to juggle three bowling balls in the air: their employees, the higher ups such as executives and owners, and customers who usually demand to talk to a manager when they are not satisfied with an employee’s service. Oh, and you are supposed to whistle while you’re at it.


If you find yourself nodding your head, keep in mind that when you effectively lead as the manager, you’re more than just a taskmaster; you see the vision of the owner(s) and translate it into a purpose that your team members can get behind. Yes, you still need to keep a close eye on the metrics such as ROI that helps inform you on how your team members are doing. But you also need to be a human being each day by incorporating good communication skills, listening well, being patient when you deal with team members, resolving crisis situations, having difficult conversations, and empowering your team. It’s all good when things are going well, but keep in mind what VaynerMedia CEO and social media star Gary Vaynerchuk observed: “When somebody screws up, that’s when leadership really kicks in. When the money is flowing, when customers are happy, then everyone is a good leader. Show me what you do when the pressure comes up.”


With Gary’s quote in mind, this book is divided into three sections that will help you understand how to lead effectively in good times, and even more so in the bad times that inevitably surface.




Part I: The Why of Leadership


Since you’re reading this book (or browsing through it in a bookstore to see if it’s worth buying), you’re probably wondering why leadership and leading in a certain way is important. In Chapter 1, we begin by having Todd Wolfenbarger, partner and president of The Summit Group, explain how leaders should view themselves as servants of their employees. As Vaynerchuk noted, “Humility is a huge part of leadership. Having the ambition to be all-time and equally knowing you don’t mean shit is a huge, huge factor to leadership.”


Chapters 2 through 5 talk about building your company culture. In Chapters 2 and 3, we explain why the leader sets the culture and how that’s vital to getting an edge over your competition. Chapter 4 explains why requiring your employees to “live and breathe” company culture can backfire easily. We follow that in Chapter 5 by showing you five companies that get culture right to give you some inspiration for your own company.


We delve into the why of leading a team in Chapters 6 through 10. As a leader, one of your primary jobs is to listen to your team, and Chapter 6 explains why your team members may not be as happy as you think and what to do about it. If you’re new to leadership, make sure not to skip Chapter 7, the six mistakes rookie leaders make.


Experienced or not, leader micromanagement is a killer of company culture, and Chapter 8 talks about the seven warning signs you’re already the dreaded micromanager so you can correct your behavior right away. If you realize you’re a micromanager but you’re like so many managers and are afraid to delegate, Chapter 9 tells you why and when you should be delegating to others.


If you have a startup company, or if you run your business or team with a startup mentality, then Chapter 10 explains why radical candor—feedback that is both caring and challenging—may be the way to communicate with your team.


Finally, Chapter 11 wraps up this section and explains why you can’t afford to fixate on results at any cost.







Part II: The What of Leadership


This section tells you about what you need to do to be an effective leader, and it’s chock-full of tips, keys, and tools. We kick off with a reminder about the choice you need to make about running your business in Chapter 12. To be an exceptional leader, Chapter 13 lists seven traits that you need to possess to be effective. If you’re not sure what you should be doing every day to be the best leader, read and bookmark Chapter 14.


Everyone has a different leadership style, and that’s okay. Chapter 15 gives you five keys for being an effective leader no matter how you roll. Part of leading is requiring your team members to be accountable, and Chapter 16 has five keys for you to promote accountability.


Employee turnover is inevitable in any company, but you can boost retention by following the five touch points explained in Chapter 17. Feedback is an important part of retaining your people and helping them grow, but doing so with creative people can be challenging. Chapter 18 has good tips for providing valuable feedback for those team members. Creative people are just part of the diverse makeup of your business, and Chapter 19 gives you five tips for dealing with that diversity effectively.


It’s important that you treat everyone else as a human being, and Chapter 20 has ten ways to “make nice” to employees and help them perform better. If you’re thinking about other ways to boost productivity, Chapter 21 discusses three ways to decentralize management so you can decide if that’s an option to explore. Chapter 22 wraps up Part II by giving you a list of tools to build and shape your culture to inspire your employees.







Part III: The How of Leadership


This section teaches you how to implement leadership and management strategies in your business, starting with the four things to do if you’re a new leader. No matter if you’re a new leader or a seasoned one, you need to read Chapter 24 to understand the four traits that build trust with your team. That discussion rolls right into Chapter 25, where you can learn six more strategies to build a great workplace for free from TV and radio show host Jeffrey Hayzlett.


If you want to be a better motivator, start with Chapter 26, which explains how to motivate people by putting their needs first. The diversity of the workplace means, naturally, you’ll have introverts, so Chapter 27 tells you how to motivate them and help them reach their full potential. Part of that diversity in the 2020s means some people work off-site, and Chapter 28 explains the six things you must do to manage workers remotely.


This management brings its own accountability challenges; Chapters 29 tells you how to increase accountability without being a tyrant, and Chapter 30 tells you how your feedback can keep building your culture. If that culture needs fixing, read Chapter 31 to learn more about how you can fix it, as well as Chapter 32 to learn how to improve employee engagement.


We wrap up the section and the book in Chapter 33 with Bob Glazer of Acceleration Partners explaining how to lead versus manage your team’s success.


As you read this book, feel free to take notes and jot down ideas. This is just the beginning of your journey toward becoming a better leader, and don’t forget to share your insights with your team members—and encourage them to buy their own copy of this book!


Leadership is not about power, but empowerment. Perhaps it’s best to keep the Chinese philosopher and Taoism founder Lao Tzu’s words in mind: “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.”



















PART ITHE WHY OF LEADERSHIP


















CHAPTER 1Why Leaders Should View Themselves as Servants






by Todd Wolfenbarger


Twenty years ago, I received a unique gift. This gift impacted my career by introducing me to a servant leadership model I’ve tried to emulate ever since.


I was living in Seattle and had taken off for Christmas Eve. It was a typical December afternoon in the Northwest—cold and rainy—and I was on my front porch with my young daughter, sprinkling homemade magical glitter oats along the path for Santa’s reindeer that night. My little girl was loving the adventure, and so was I.


Amid our fun, I looked up as an unknown SUV pulled into our driveway. To my surprise and mild discomfort, my boss—our company’s CEO—got out of the car. After exchanging greetings, he knelt next to my daughter and asked, “What does your daddy want for Christmas?” Taylor said, “He wants a bike.” My boss smiled, opened the back of his SUV, and pulled out a mountain bike with a bow on it.


He had called my wife in the weeks before (as he had with all of his direct reports) and asked her if there was a Christmas gift—something I really wanted—that he could get for me. To say I was grateful and impressed would be an understatement.


In the years since, I’ve duplicated his efforts with my own team and have received similar sentiments in return. As much as my team appreciated the experience, though, I found that I loved the style of leadership even more.


The term “servant leader” was first coined by Robert Greenleaf in a 1970 essay, and it describes leaders who serve first, accepting that true leadership will be the result.


As the years have gone by, I’ve become convinced of this approach. I believe in the concept because I’ve experienced its effectiveness from both sides of the equation.


Looking to try the approach for yourself? Here are four quick ways to begin:




1. Learn Something Specific and Important about Every Person You Lead


There’s a writing tip I love called “naming the dog.” Calling the dog Sparky instead of just “the dog” makes a significant difference. Why? Because the specificity creates connotation, context, and nuance—all important factors in writing well.


Specificity in servant leadership is also important. Knowing personalized details of those you lead, especially those who show personal motivation, can make a big difference.


For example, I work with someone who, when told to do something in a very specific way, creates a situation that nearly forces him to go in the other direction. He’s important to our team, and knowing this about his character, I try hard never to issue him any direction or feedback in a hyper-authoritative or declarative manner. To another person on my team who craves specific instruction, this approach would be frustrating. The key is to know those you lead specifically so you can serve them best.







2. Take Action Yourself, and Let the Credit Go Somewhere Else


Seth Godin’s book Poke the Box examines the need for starters in organizations—the people who take initiative even when they don’t have an edict to do so. According to Godin, initiative is the birthplace and differentiator of today’s workplace leadership.


There are many reasons people fail to start something new or act now, but one of the biggest is a desire for credit (or, conversely, to avoid blame). Godin’s solution? Give the credit away. Worry about taking action, and use the positive results as a gift for those you lead. It may seem counterintuitive, but this is the heart of servant leadership: as you help others succeed, you become more successful yourself.







3. Find a Millennial in Your Organization to Work Alongside


I work with a lot of people who are in the first or second jobs of their careers, and I’m learning so much from them. For example, many in this group prioritize the sharing of unique experiences over career advancement. It’s a part of the ethos these younger workers exude, and I find it inspiring.


When you get interested in your employees and what matters to them specifically, you open the door to leading them. When you take the approach of a servant leader with the millennial generation, they will respond.







4. Commit and Believe


Traditionalists might argue that leadership is all about issuing orders with clarity and fairness. I don’t believe that anymore. I believe it’s more about showing people what they’re capable of, mapping that to your company’s direction, then letting them go to work.


It might seem counterintuitive because it cedes some perceived control. But in the end, it produces greater results. It’s a philosophical investment, requiring a commitment and belief that the payoff will come. In my years of servant leadership, I’ve seen it pay off in spades.


In the end, the servant leader—the one who knows the troops on a deeper level—truly wins. As Greenleaf himself has said, “The difference manifests itself in the care taken by the servant first to make sure that other people’s highest priority needs are being served.” The best, and most difficult, test to administer is: Do those served grow as people?



















CHAPTER 2The Leader Sets the Culture








by Brian Patrick Eha


You are leading the culture of your company workplace. The only question is: are you doing it intentionally, or are you doing it unconsciously? Let’s look at four different organizations and how the leaders at each one got explicit about shaping their company culture.




Leading a Culture of Teamwork


In 2012, chef Niki Nakayama was living her dream, preparing traditional Japanese kaiseki feasts at her Los Angeles restaurant, n/naka. Then, her sous chef quit without notice. “I had been accustomed to splitting tasks with him,” she says, but everything fell on her shoulders. She dove in, preparing exquisite, labor-intensive meals of 9 or 13 courses—but with less leadership available, her minimal staff suffered.


What was going on?


The problem may have been culture. In traditional Japanese kitchens—not unlike some traditional American offices—subordinates are expected to watch and learn, rarely ask questions, and never debate the head chef’s ideas. “I am not a great teacher,” Nakayama admits. That’s why the loss of her sous chef was so acute: The staff had lost a certain kind of leader, someone who could “speak Niki,” bringing order to her creative chaos and translating her instructions for everyone else. Nakayama couldn’t fill the hole herself.


She came to a realization: Everyone should be aware of their weaknesses and overcome them as a team. Nakayama fixed her own problem by hiring Carole Iida, a fellow chef. Where Nakayama was messy and spontaneous, working off the top of her head, Iida was organized and reliable, and could guide the staff. “She brought in her organizational abilities, and we were able to put everything together for other people to understand,” Nakayama says.


As a result, the 2016 Zagat guide has awarded n/naka the top spot for food among L.A. restaurants, a dramatic rise from the year before (as of 2024 n/naka has been awarded two Michelin stars). Now, Nakayama encourages all her workers to focus on their strengths—”to pull out that best part of ourselves and just contribute that all the time without spending too much time trying to fix the weaknesses that we have,” she says. “It’s far more productive in a team environment. It’s knowing and respecting each other’s strengths and weaknesses that makes a great team.”
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