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      CHAPTER 1

      Learning From Intentional—and Unintentional—Leaders

    

    I intend to be a good leader. That statement is true for you, right? After all, I've never coached anyone who intended to be the inspiration for a “How to Work for a Jerk” workshop or a situation comedy.

    There's a vast difference, though, between having good intentions and being an intentional leader. The intentional leaders I work with plan how they will lead, not just what they will accomplish as leaders.

    Phone calls launch the majority of my work as a management consultant. Calls from intentional leaders go something like this:

    Hi, Jane. You worked with my team [or a colleague's team] at XYZ Company. I'm leading a new effort and want to start out on the right foot. Can you work with us so I can gain a clear picture of the ways my leadership style meshes with the strengths of my group and what areas or concerns I could easily overlook?

    Intentional leaders have deep self-knowledge and recognize that their strengths come with blind spots. They know that every situation draws on their talents in ways that bring out inevitable limitations. They're intentional about identifying any potential problems as best they can.

    Other calls follow this pattern:

    Is this Jane? I doubt you can help me, but I got your name from________. The only thing the team I'm leading agrees on is that they hate me. They need to learn how to resolve conflict and work together.

    These leaders, too, have good intentions, and great strengths and skills. The vast majority has a clear picture of their business goals and how to accomplish them. But they aren't intentional about how they are going to lead, nor have they reflected on the impact of their leadership style, the good and the not-so-good. They don't ask questions like:

    • Who will I be leading?

    • What will motivate these particular individuals to reach our business or organizational goals?

    • What defines our environment?

    • What emphases and actions on my part will have the greatest positive impact on my team's performance?

    • Where might my style fall short of what is needed in this situation?

    In The Truth About Leadership, James Kouzes and Barry Posner summarize their decades-long study of high-performing leaders, emphasizing that people are most influenced by their most immediate manager. They caution leaders to internalize, “It is not a question of ‘Will I make a difference?’ Rather, it's ‘What difference will I make?’”1 At every level, it is what leaders actually do each day that determines whether employees think highly of their workplace, view the work as important, believe that integrity on the job matters, and feel motivated to put forth their best effort.

    What do those who report to you see you doing each day? Do they see you creating? Learning? Interacting? Listening? Observing? Have you thought about how your actions influence your team members' vision and their connection to your organization?

    The first step toward intentional leadership is carefully defining your priorities to convey what you mean to convey—what you'll emphasize in a particular situation. Is accountability one of your core priorities? Do you believe that collaboration or empowerment is essential to success?

    Once you've identified your leadership priorities, the second step in becoming an intentional leader is to align your leadership actions to convey the importance that you attach to those priorities. If accountability is one of your priorities, then convey the importance of being accountable by modeling it. If collaboration or expertise or mentoring is a priority, then collaborate, be open about adding to your expertise, and find a mentee.

    Step 1: Identify Your Leadership Priorities

    Following are forty leadership priorities. (They also appear in the appendix on page 151.) Your task is to choose your top ten. Think about a specific leadership position, either your current role or one to which you aspire. As you read each priority, ask yourself, “To be successful as a leader in this role, do I need to model this priority?” Cross out any priorities to which you answer, “No, modeling this isn't essential in this particular situation.” Then concentrate on the remaining priorities. Which are most essential? Remember, your list should include no more than ten.

    1. Accountability: I establish realistic expectations and responsibility for outcomes, striving for clarity regarding what is and isn't under our control.

    2. Achievement: I believe in setting worthy goals, planning for how to reach them, and then doing so.

    3. Adaptability: I model being able to adjust to ever-changing circumstances, responding to the needs of the moment.

    4. Appreciation: I want to create an atmosphere where people demonstrate respect for each other, regardless of expertise.

    5. Autonomy: I foster teams in which each member can be effective when thinking and acting independently.

    6. Balance: I want to model limits on work so that I and those with whom I work make time for family, health, leisure pursuits, nature, and relationships.

    7. Challenge: I'm motivated by exciting problems or difficult, risk-filled tasks that enhance skills and prove competency.

    8. Collaboration: I want to foster meaningful teamwork where people enjoy working together and keep everyone's best interests in mind.

    9. Connecting: I believe that listening to understand the viewpoints, feelings, and aspirations of those I lead increases my effectiveness.

    10. Creativity with the known: I value using sound judgment, proven routines, and known information for continuous improvement in practical matters.

    11. Creativity with the new: I value using my imagination and inspirations to devise original ideas, theories, tools, methods, or plans that bring about change.

    12. Depth: I want to be in charge of long-term, significant projects for which we pursue a major goal or develop important expertise.

    13. Dependability: I want to be known as trustworthy and reliable, carrying out the charges I have been given.

    14. Discovery: I explore choices, options, resources, learning opportunities, networks, friendships, theories, ideas, and so on; searching energizes me.

    15. Efficiency: I want to organize our work environments, processes, tasks, and such, so that goals are met with little waste of time, talent, or materials.

    16. Empathy: My style emphasizes stepping into the shoes of others and understanding their experiences, values, and points of view.

    17. Empowering: I strive to enable others to learn to lead themselves and take the initiative in their work.

    18. Enjoyment: I want to create a work environment that is inspiring, congenial, and playful, where people can find a touch of fun and humor.

    19. Experience: I thrive when using our knowledge and past work, which are key to improving performance or to planning and implementing new but related work.

    20. Expertise: I model respect of competency, honoring demonstrated skills, knowledge, work, and results.

    21. Fair-mindedness: I believe in calmness and objectivity, using consistent standards so that my decisions and actions are fair, just, and effective.

    22. Fulfillment: I want to concentrate my efforts on the dreams and endeavors that bring meaning and purpose to me and to those I lead.

    23. Harmony: I work to keep conflict at bay so that people can concentrate on the tasks at hand.

    24. Individuality: I value opportunities for solo efforts, making the most of each person's unique gifts, creativity, and inspirations.

    25. Influence: I want to see my ideas, tools, or plans being used by others to create improvements, efficiencies, or significant change.

    26. Legacy: I want to be involved in new ideas, paradigm shifts, or solutions to problems that others thought were difficult or even unsolvable.

    27. Loyalty: I thrive when my skills, experience, and motivations are a long-term match to individuals, organizations, or causes.

    28. Mentoring: One of my major responsibilities as a leader is guiding or supporting others in identifying their goals and developing their potential.

    29. Networking: I am committed to making connections, sharing resources, and establishing relationships to enhance my team's effectiveness.

    30. Openness: I seek and ponder contrary data, new perspectives, and other points of view before reaching conclusions.

    31. Optimism: I want to inspire confidence in those I lead that our efforts will bring success.

    32. Organization: I emphasize thinking through project or systems processes, needs, and expectations to create workable plans and practices.

    33. Originality: I value tapping our imaginations, connecting ideas in unusual ways, and using artistic skills or other tools to find unique pathways.

    34. Personal development: I am committed to continuous improvement of the skills and knowledge I and others need to reach our full potential.

    35. Perseverance: I want to model and encourage others in sustaining momentum and having fortitude while making tangible progress.

    36. Promoting: I work to advocate for needed resources and toot our horn externally.

    37. Relationships: I invest time in building bonds with others for mutual support that can go beyond what might be required for the task at hand.

    38. Results: Meeting or exceeding our stated goals is at the top of my priority list.

    39. Variety: I thrive when my role involves a constant flow of new or novel activities, or many different kinds of activities.

    40. Visioning: I believe in co-creating images of the future that motivate people and then leading them to work toward those common purposes.

    Choosing ten priorities is a bit harder than it sounds, for as you read the priorities, you'll find that all have merit. Following are some of the questions people ask as they go about this task:

    • Why just ten? Leadership is about focus. In most cases, being intentional about more than ten priorities would put an end to focus. In addition, priorities often act as criteria for decision making, so even ten can be difficult to manage when tackling a decision. If you are having trouble selecting your top ten, try ranking those you are considering from most to least important.

    • What if I would define the priority differently? You'll see in a moment that these particular definitions tie tightly to the 12 Lenses for Leadership framework. For your top-ten list to be useful, use the definitions provided here. Feel free, however, to jot down your own definitions for later reference.

    • What if one of my core leadership priorities isn't listed? Add your own priority to the list, but then set it aside and choose your top ten from the forty listed.

    • What if I have fewer than ten? If you have fewer, then you're set! You'll be able to use the priorities you've chosen in the next step.

    • Wouldn't my priorities change depending on the situation? Definitely. Leadership is situational. Your priorities depend on who you're leading, your tasks, the organization—in short, on just about everything. In fact, some of the reflection questions in this book will ask you to rethink your priorities with a different situation in mind.

    Step 2: Align Your Priorities With Your Actions

    Once you have determined your top ten leadership priorities, the next step is considering how they relate to the essential work of leadership. Intentional leaders go beyond identifying their values; they ponder how they will put them into action. We will be aligning your leadership actions with your priorities through what I call the leadership lenses. The twelve lenses each consist of two opposing tendencies that leaders need to balance—for example, the reality/vision lens and the planning/flexibility lens. Your core priorities define the lenses you tend to use most in your leadership actions. For example, leaders who choose organization as a priority usually devote time and resources to planning; however, without the opposing tendency of adaptability, a blind spot may be failing to adjust to changing circumstances.

    Take a look at the 12 Lenses for Leadership on page 7. You'll see that each lens consists of two opposing tendencies that intentional leaders balance. Each lens is listed with its related leadership priorities (in italics). Find the priorities you chose as your top ten and highlight them on the chart. These priorities will help you evaluate which lenses you use—which components of effective leadership you tend to emphasize and which you might overlook. Use this table as your guide as you learn about the 12 Lenses for Leadership in chapters 3 through 14. Note which lenses are of most importance in your current role and which relevant priorities you might overlook. Then, as you read, you will be able to choose among the options contained in each chapter for how to develop each side of a lens to strengthen your approach to your current leadership role.

    The Type and Emotional Quotient Connection

    The 12 Lenses for Leadership come from an extensive review of research on the essential tasks and attitudes of successful leaders and how these tasks and attitudes relate to Jungian type preferences (Extraversion versus Introversion, Sensing versus Intuition, Thinking versus Feeling, and Judging versus Perceiving). Jungian type, or personality type, best known through the Myers-Briggs Type Indicator® (MBTI)2 serves as a useful framework throughout this book for considering both what you do well and where you might naturally need more practice to use one of the twelve lenses effectively. The framework is explained thoroughly in chapter 2.

    We'll also examine the impact of various aspects of emotional intelligence. We're all familiar with IQ—intelligence quotient. Back in 1980, Dr. Reuven Bar-On began work on an instrument to help people understand their emotional quotient, or EQ. Interest in the theory grew rapidly after Daniel Goleman published Emotional Intelligence in 1995, and the body of related research increased quickly as well. The second edition of Bar-On's instrument, EQ-i 2.0, came out in 2011.3 Think of EQ as capabilities beyond cognitive abilities, specifically as “the ability to read the political and social environment, and landscape them; to intuitively grasp what others want and need, what their strengths and weaknesses are; to remain unruffled by stress; and to be engaging, the kind of person that others want to be around.”4

    Multiple models of EQ exist, but all of them discuss two broad components of EQ: (1) awareness of and ability to manage one's own emotions, and (2) awareness of and ability to manage the emotions of others. People who have an awareness of and the ability to manage their emotions:

    Can name whether they're angry, surprised, disappointed, frustrated or anxious, for example. Those who can't lump these emotions together as “angry.” Being unable to identify all the nuances of emotions makes it harder to manage them; you end up with one-size-fits-all reactions to very different stimuli. Further, it's tougher to handle stress, to feel optimistic, or to purposely set and pursue a vision of success without feeling a connectedness that proper handling of emotions brings.5

    The 12 Lenses for Leadership and Related Leadership Priorities

    
      
        
          	Lens 1
          	Outer Focus
          	Inner Focus
        

        
          	Priorities
          	Networking, Relationships
          	Individuality, Personal development
        

        
          	Lens 2
          	Breadth
          	Depth
        

        
          	Priorities
          	Variety, Influence
          	Depth, Legacy
        

        
          	Lens 3
          	Leadership
          	Listening
        

        
          	Priorities
          	Mentoring, Promoting
          	Empowering, Connecting
        

        
          	Lens 4
          	Reality
          	Vision
        

        
          	Priorities
          	Loyalty, Accountability
          	Visioning, Optimism
        

        
          	Lens 5
          	The Known
          	The New
        

        
          	Priorities
          	Experience, Creativity with the known
          	Challenge, Creativity with the new
        

        
          	Lens 6
          	Clarity
          	Ambiguity
        

        
          	Priorities
          	Efficiency, Dependability
          	Openness, Originality
        

        
          	Lens 7
          	Logic
          	Values
        

        
          	Priorities
          	Fair-mindedness
          	Empathy
        

        
          	Lens 8
          	Outcomes
          	People
        

        
          	Priorities
          	Results
          	Harmony
        

        
          	Lens 9
          	Individual Trust
          	Team Trust
        

        
          	Priorities
          	Expertise, Autonomy
          	Appreciation, Collaboration
        

        
          	Lens 10
          	Planning
          	Flexibility
        

        
          	Priorities
          	Organization
          	Adaptability
        

        
          	Lens 11
          	Goal Orientation
          	Engagement
        

        
          	Priorities
          	Achievement, Perseverance
          	Enjoyment, Fulfillment
        

        
          	Lens 12
          	Limits
          	Opportunities
        

        
          	Priorities
          	Balance
          	Discovery
        

      
    

    Those who have an awareness of the ability to manage others' emotions:

    Can empathize so that others feel understood, are able to build trusting and satisfying relationships, and filter actions, plans and decisions through the concept of “the greater good.”6

    If there's a leadership position that doesn't require both of these components of EQ, chances are that it's within a workplace that requires you to lead without thinking for yourself, or without seeing another soul.

    EQ isn't “soft stuff” or “fluff skills.” Evidence is mounting that EQ counts more than IQ or talent for high-level executives since those with inadequate mental intelligence never even get to the top. EQ explains as much as 30 percent of the variance between successful and unsuccessful leaders when scores are compared on the EQ-i 2.0 and the Center for Creative Leadership's Benchmarks® multi-rater assessment tool, which looks at significant criteria for leadership success.7

    EQ and personality type, along with the leadership priorities and the 12 Lenses for Leadership, will help you intentionally:

    • Compare your own strengths and values to what is known about good leadership practices

    • Pinpoint potential blind spots that might quickly become fatal flaws in your particular situation; every strength has a corresponding blind spot—a shadow side—and overuse has consequences

    • Strategize to make the most of who you are

    Why Bring Up Weaknesses?

    Chances are, you've run across Gallup's research on strengths and the StrengthsFinder 2.0 assessment.8 This research concludes that we need to spend the majority of each day using our strengths and that trying to turn weaknesses into strengths takes more time and energy than it's worth. I agree.

    However, all too often, this research is translated as, “We can ignore our weaknesses completely.” That's a dangerous philosophy, especially for those in leadership positions. Why? Because strengths-based leadership is only half the story.

    Recently, I was in a client meeting with several executive coaches. The client asked us, “You'll only be coaching our leaders on strengths, right?” One of the coaches, Doug Menikheim of Leadership Fingerprint, shook his head and said, “At their level, that would probably be a waste of time. Almost all top leaders have figured out their strengths—that's what took them to the top. In leadership coaching, it's not the strengths that need attention but weaknesses—shadow sides, zones of discomfort, areas of challenge.”

    Yes, we want to follow leaders who believe in their own abilities, but not leaders who are unaware of how they're likely to stumble. Further, for several reasons leaders often have a harder time being honest about their weaknesses than the people they lead. The Center for Creative Leadership notes four factors for this. First, people in power need to work hard to receive honest feedback. While anonymous 360-degree feedback processes often help, employees and even peers hesitate to point out a leader's flaws. Second, if the critique is delivered in a way that threatens the leader's feelings of competency, he or she may ignore it altogether—leaders want to believe in their own effectiveness. Third, because limiting the impact of a weakness often requires us to adjust how we use our strengths (think about pulling back from visioning to catch up on details), leaders fear they may lose the very edge that got them where they are. They worry, “I'm successful as I am; what if I change?” And finally, there's the nature of the job. Many leaders struggle to find time to reflect on what they are and aren't doing well.9

    I find it helpful to use the term blind spots rather than weaknesses, for as you'll see in chapter 2, we're predisposed to view the world in certain ways, and those predispositions make it easy to ignore contrary viewpoints. Intentional leaders keep an eye on those blind spots and plan ahead. What does this look like? Here's a simple example.

    When I took on the presidency of my international professional association, I consciously considered my priorities. One was to maintain the strong network of relationships I had with key members, sponsoring organizations, leaders in other countries, publishers, and other professional organizations as a way to keep our association strong. However, this priority goes hand-in-hand with one of my blind spots: I tend to assume that everyone is working for the greater good, sometimes forgetting that they also have their own interests to attend to. To manage my weakness, I asked two board members who were part of my network to please tell me if I failed to pick up on conflicts of interest or other key political concerns. Each of them found cause to do so at least once.

    In his research on the characteristics of the companies that sustain superlative performance over many years, Jim Collins found that the eleven companies on which he focused all had similar leaders, whom he termed level 5 leaders: “an executive in whom genuine personal humility blends with intense professional will.”10 These leaders are motivated by ensuring the success of their organizations as well as their own personal success.

    Humility allows us to not just acknowledge weaknesses but to manage them, which is key to developing leadership expertise. Sometimes you can leverage a strength, such as the network of colleagues on my association board who I counted on to bolster my political astuteness. But if you want to be an expert at key priorities for a given role, consider this conclusion from a compilation of over one hundred studies on how expertise is developed:

    When most people practice, they focus on the things they already know how to do. Deliberate practice is different. It entails considerable, specific, and sustained efforts to do something you can't do well—or even at all. Research across domains shows that it is only by working at what you can't do that you turn into the expert you want to become.11

    The studies included those related to leadership; the researchers found that many of the key elements of leadership, such as charisma, can be learned through skilled coaching and deliberate practice.

    Yes, you lead with your strengths. However, blind spots bring leaders down. Yes, building on strengths lets you become the best leader you can be, but intentional leaders also know that intentionally identifying and managing blind spots prevents them from becoming fatal flaws. Doing so means finding the right coach, the right strategies, or the right methods for practicing skills. Usually, it takes considerable effort to get to this point, because the term blind spot is very accurate—human beings are far better at spotting flaws in other people than they are in spotting their own.

    The Hidden World of Weaknesses

    For as long as philosophers have been philosophizing, they have agreed that we excel at ignoring our own weaknesses. You've probably heard at least one of these sayings before:

    • “Knowing others is wisdom, knowing yourself is Enlightenment.”—Lao Tzu

    • “Men soon the faults of others learn. A few their virtues, too, find out; But is there one—I have a doubt—Who can his own defects discern?”—Sanskrit proverb

    • “How can you think of saying, ‘Friend, let me help you get rid of that speck in your eye,’ when you can't see past the log in your own eye? Hypocrite! First get rid of the log in your own eye; then you will see well enough to deal with the speck in your friend's eye.”—Luke 6:42, New Living Translation

    • “Why do we judge others by their behavior and judge ourselves by our good intentions?”—Anonymous

    Modern research shows that the ancients had it right—we are blind to our own flaws! In The Happiness Hypothesis, Jonathan Haidt summarizes, “The consistent finding of psychological research is that we are fairly accurate in our perceptions of others. It's our self-perceptions that are distorted because we look at ourselves in a rose-colored mirror.”12

    For those who think their capacity for self-assessment is above average, the results of current neuroscience are quite humbling. We don't even know what we know! Our brains are actually wired to jump to conclusions based on probabilities of being right rather than on certainties. As Kathryn Schulz points out in Being Wrong, life would be almost impossible if we didn't, for example, assume that the correct way to fill in the blank in “The giraffe had a long____________” is with “neck.” (She suggests that other possibly right answers are “flight” or “history of drug abuse.”) We can't take the time to thoroughly vet every piece of information we're given. But we don't consciously notice when we turn probabilities into facts.13

    Further, once we've reached a conclusion, we tend to only look for evidence that supports it. We even fail to notice contrary evidence when it's right in front of us! In no area of knowledge are we so likely to be blind as in self-knowledge.

    Jonathan Haidt relates the results of a Carnegie Mellon study on fairness during legal negotiations. If the participants knew before reading the case whether they'd be arguing for the defendant or plaintiff, they read the information in a biased way. Fully 25 percent failed to reach agreements, compared with 6 percent if they didn't know which role they would play. The researchers then tried several things to “debias” the participants. Reading an essay on self-serving biases helped participants better anticipate the actions of their opponents, but they did not adjust their own behavior or self-assessment of their fairness. If they wrote an essay about their opponent's point of view, it seemed to reinforce their own position. Only having to write an essay about the weaknesses in their own case seemed to lessen their biases. Indeed, the ancients had it right: we judge others and excuse ourselves.

    When leaders do this, they're blind to the problems their blind spots are causing—and that's when events force those unintentional leaders to give me a call.

    One unintentional leader told me, “My staff are just plain lazy. We have free rein to design our services any way we want, and they complain that it's too much work.” She was shocked to hear that her staff complained to me. They asked, “Why hasn't she bothered to hunt down some examples that true experts created instead of making us reinvent the wheel?”

    Another leader called, sure that her staff were resistant to change. It didn't take me long to discover that her strengths for finding new opportunities and novel ways of getting things done frustrated her staff because she didn't stick with initiatives long enough for them to bear fruit.

    Then there was the unintentional leader whose excitement over future possibilities blinded him to the fact that his staff were overworked—and consequently facing health issues—in the here and now.

    In nearly every case, the leader's blind spot provoked a crisis, triggering the call to me. My role is to listen to each member of the team, hear his or her side of the story, synthesize all the views, and then help the leader see how his or her overuse of particular strengths is fast becoming a fatal flaw.

    Intentional Self-Knowledge

    It's possible, though, to come to an honest understanding of what you do well as a leader and where your natural tendencies might produce difficulties as you work with and lead others. Let's look at what you need to be a good leader:

    • A willingness to be honest about your strengths and developmental needs— What have you learned from past experiences? What sources provide you with honest feedback? Can you listen, reflect, and sometimes even laugh at who you once were and, even more important, who you are now? For example, because people today see me as a people-oriented, big-picture person, they often raise their eyebrows in disbelief when I mention that I started my career as a financial analyst. I thrived on the visionary projects we tackled, such as developing the first computerized systems for detecting deterioration in the condition of banking institutions. However, for my first six years in the industry, none of the analysts had personal computers, and for the first two years, spreadsheet software didn't exist. The detailed work of spreadsheets and batch entries definitely did not excite me. In fact, in putting through adjustment entries one Friday, I misplaced twenty-seven million dollars. The bank kinda wanted to know where it went. This experience and other similar ones made me keenly aware of my blind spot for details which now motivates me to partner with people who see what I miss.

    • A readiness to take responsibility for your actions and the results—Especially in times of uncertainty, it's easy to blame circumstances or overall bad luck rather than figure out the role our own actions play in our circumstances. Intentional leaders look ahead, preparing to make the most of circumstances, good or bad.14

    • A commitment of time to the process—Intentional leadership requires carving out time for reflection, comparing where you are to where you want to be and what might get in the way. Throughout these pages, you'll have opportunities to reflect deeply on the areas of leadership that will benefit most from your attention.

    • A method or a guide for being brutally self-honest—Again, every “unintentional” call I've received is from a leader who has somehow gotten out of balance on one of the 12 Lenses for Leadership. These lenses, along with personality type and EQ, serve as your guide for self-evaluation and improvement.

    The Plan

    In this chapter, you identified your top ten leadership priorities. You used the chart on page 7 to identify the corresponding leadership lenses and discover your tendencies. Here's where you'll go from here:

    • Chapter 2 explains personality type—your natural preferences for staying energized as a leader, gathering information, making decisions, and approaching your work. Identifying these natural preferences provides a neutral framework for thinking through being more intentional as a leader.

    • Chapters 3 through 14 introduce the 12 Lenses for Leadership. Immerse yourself in these chapters. You can read them in order or start with a specific one. For example, begin with the one for which you highlighted the most corresponding leadership priorities, or start with one you hadn't thought about before, or choose the lens that seems most intriguing. Eventually, you'll want to read them all.

    • Make a plan. Each chapter contains suggestions for improving your ability to use the lens. Choose and use the options you need to be more intentional in your current position.

    Being intentional takes time, but that time is a worthwhile investment toward avoiding future problems that flow from being unintentional.
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