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To my parents.

Your memory inspires me to this day.



INTRODUCTION

Mohandas Gandhi started his working life like any other professional and soon became a very successful attorney in the UK. He might have spent the rest of his life practicing law if he had not taken a trip to South Africa on behalf of a client at the age of twenty-four. It was a clear day in South Africa, 1893. Dressed in an elegant suit, Gandhi was traveling first class on a train when he was asked to move to third class because he was “colored.” When he produced his ticket to show his right to travel in a first-class compartment, he was asked how he even managed to buy a ticket because only whites were allowed to travel in first class. “I asked for it in the mail,” he said, “and as I am a citizen of the British Empire, I should be allowed to travel in first class just like any other citizen regardless of the color of my skin.” His protests yielded no results and he was physically thrown out of the train.

Upon meeting with members of the local community, he learned about the extent of segregation of people and life in South Africa. The plight of the people of color, along with his own experience on the train, really moved him. As an attorney, his first response was to legally challenge the validity of certain rules that severely restricted the freedom of colored people. Soon realizing that the goal of obtaining equal status for all people was unlikely to be achieved through litigation, he thought long and hard about what to do. He finally decided that his sole purpose from that point onward would be to champion the cause of equal rights for all. Considering how best to achieve his desired results, he decided that the very unfairness and violence he abhorred would not be used as a means to achieve his objectives. Non-violence would be his vehicle for his fight for freedom and equality. No one could have predicted that a frail brown man in a loincloth would bring down a mighty empire without firing a bullet, yet that is exactly what he achieved.

There are other noteworthy aspects of Gandhi’s story. One: Gandhi had no position, title, or formal authority over anyone. He never held any political or military office, did not possess any material wealth, and could not boast of any scientific achievement or extraordinary abilities. Yet millions followed him, were ready to lay down their lives for his cause. Two: Living the way he did was neither comfortable nor glamorous. If he wanted material success and comfort, he would have been much better off as an attorney. He regularly made himself very unpopular, was jailed several times, and was often physically attacked, including the final gunshot that killed him in 1948. Was Gandhi unaware of the dangers involved? Did he do what he did for fame, fortune, and glory? More importantly, how did he manage to achieve the results he wanted without any formal authority or control of resources?

Contrast Gandhi’s story with the modern-day manager in the corporate world. In asking bosses all over the world why it is so hard to be a good and effective leader, I have heard a host of reasons, largely due to the increasing complexity of business today. In the good old days, they tell me, the life of a business leader was reasonably straightforward. You had a set of agreed-upon business objectives, a set of direct reports, and the rest of your organization below your direct reports. All the people and resources needed to achieve business objectives were under your control. Aligning people in the pursuit of common goals was straightforward—you controlled both the carrots and the sticks.

They go on to talk about how difficult life in business is today by contrast, and why it is almost impossible to be an effective leader. Below is a sampling of actual quotes from the mouths of surprisingly senior bosses:

• “I live in a highly complicated matrix structure and have long given up trying to make sense of it.”

• “I am responsible for achieving results, but have little or no authority over people and resources that are critical for success.”

• “I am accountable to three managers.”

• “I am responsible for leading the business (P&L, compliance, operations, technology) as well as for leading people (pay, performance, morale). One person cannot possibly do all of it effectively.”

• “I have limited control over either carrot or stick.”

• “My bonus depends on my 360-degree feedback scores, so I cannot afford to rub too many people the wrong way.”

• “The head office, the control department, the strategic planning group, and many other corporate functions make huge demands on my time, leaving me very little time to do my day job.”

• “‘Continuous change’ is the mantra, and lots of management processes (fads) are introduced regularly to supposedly make our lives easier.”

• “My people are constantly looking toward me for answers I simply don’t have.”

In short, life, according to our current bosses, is a constant struggle to get results without having adequate authority. Isn’t it draining just to read their comments?
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“Of all the bosses you’ve had in your career, how many would you call truly great leaders? For the purpose of this question, a great leader is someone who inspired you to show up every morning and do your best possible work, someone who made you believe in yourself, someone who genuinely cared about your success, and someone whom you wanted to follow willingly.”

As a leadership and management consultant and educator, I have asked this question of thousands of business executives in every continent across a wide range of industries. I have asked groups of senior folks at the twilight of their careers, as well as upcoming middle managers. Regardless of context, geography, or cultural differences, the average answer in any group lies somewhere between zero and two. Given the abundance of research and literature on the subject, and the sums invested by companies every year on leadership development, this low average is baffling. Unlike molecular computing or the study of AIDS, leadership is not an evolving science. In fact, the definition of good leadership hasn’t changed since the time of Alexander the Great. Why, then, is the average answer so low?

In good economic times (unlike the recession at the time of this writing), one might be tempted to think, “How does it matter? In spite of this low average, companies around the world seem to be doing fairly well.” When the going is good, bad leadership often goes undetected. However, consider the next question, which I have asked over the past twenty years, mostly through good times:

“On a one-to-ten scale where ten is at peak potential and one is significantly below potential, how would you rate your organization’s current performance in the marketplace?”

Again, I have asked this of a very large number of leaders and teams across the globe. I typically ask this one when I have an entire senior leadership team in a room for a workshop or team meeting. The average answer to this question is roughly 6.5. In other words, barring a few exceptions, the business world, by its own estimate, is operating at 65 percent of its potential. Whichever way you look at it, there is a huge performance void, arguably caused by a leadership void.

According to the American Society of Training and Development (ASTD), U.S. corporations alone spend $134.39 billion every year on employee training. And companies spend an average of 24 percent to 30 percent of their training budgets on leadership development. One has to ask whether this roughly $40.47 billion is being well spent. Most of this training is based on formulas or on emulating successful leaders. Some researchers look at charisma and personality, and prescribe makeover formulas. Others offer copycat strategies in the name of best-practice research. A popular example is the case method, widely used at some of the finest business schools. It has become the “be all, end all” solution for teaching leadership and, in my opinion, is heavily overused. I can understand cases about failure and learning from the situation. If, however, the case is about a success story, and students are asked to emulate the success formula of the protagonist, it is a waste of time because emulation is, by definition, an act of followership, not leadership. Another common practice is creating formulas about human situations, and prescribing behavior steps for each situation. There is no shortage of two-by-two matrices boxing all human situations in one of four types, and telling students to first recognize the situation, then follow the steps. If only the business of human emotions and motivation were that simple. Formulas can program computers but cannot train humans about leading fellow humans. Clearly, the $40 billion investment is missing the mark.

For executives who complain about the increasing complexity of corporate life today, here is a thought: Leaders achieve extraordinary results in spite of the environment, not because of it. Effective leaders take it upon themselves to dig deep and find solutions to the most pressing problems of their times. They feel deeply about the inadequacies of current reality and decide to do something about it. They do not wait to be appointed to important positions before doing so. It is their deep desire to change the status quo that makes them leaders. When in trouble, the average modern boss says “If only …” and focuses on obstacles. Leaders ask “What if?” and focus on possibilities. They also achieve great results in spite of their own limitations. All leaders are human, and humans are imperfect. Even the greatest of leaders in history had imperfections. This book is not a study of how you can ensure that you and your team or company never run into trouble. There is no way to do that. This book is a study of what great leaders did right even while they had imperfections and faced daunting problems, just like anyone else. For example, how did Howard Schultz create what we know today as the Starbucks Coffee Company out of nothing but a dream? How did he find the resources to grow a commodity company internationally even though he had no breakthrough technology or new science that fulfilled new consumer needs? How did Kiran Bedi, India’s first female police officer, create so much positive change in a highly corrupt and male-dominated society? From where did she find the courage to fight single-handedly against armed mobs and powerful politicians? How did Alan Mulally, an outsider to the auto industry, lead such a spectacular turnaround at Ford? Throughout the book, you will find these and a host of other powerful stories about remarkable leadership. My purpose behind telling these stories is not to have you emulate their behavior, but to show you how they each discovered what leadership meant for them, and how they carried out their leadership agenda. Looking at the discovery process of these leaders should give us clues about the questions we need to ask ourselves in order to discover our own leadership.

So how did Gandhi, and how do other great leaders, accomplish so much? With all the investment in leadership development, what is the elusive key to effective leadership? In my view, it is that superior leadership requires incredible amounts of emotional energy—the power to stay the course despite the most formidable of obstacles. Emphasis is most often placed heavily on cerebral skills at the expense of appreciating this crucial source of leadership success. Again, leadership is not about competency models, personality traits, or formulas—it is about having the lasting energy to stay true to your vision for positive change even in the face of the most powerful resistance. Leaders who achieve exceptional results despite the toughest of challenges are able to do so because they know how to:

1. Identify sources of unlimited emotional energy to fuel themselves

2. Enlist a few co-leaders and align their energy toward a shared purpose

3. Galvanize the energy of large numbers of people to create sustainable collective success

In other words, leadership is all about energy. I define leadership as the art of harnessing human energy toward the creation of a better future. At the end of the day the difference between leaders and nonleaders is this: Leaders find the energy to stay on and fight, and energize others around them, while nonleaders give up. Energy can neither be learned in a classroom nor automatically acquired by accepting a big title or position of authority. Leadership energy must be discovered, and there is no shortcut to the discovery process. This book is all about how to discover your own leadership energy and how to help others in finding theirs.

In over twenty-two years at global blue-chip organizations, including American Express, HSBC, Goldman Sachs, Coca-Cola, and Morgan Stanley, I have learned a great deal about energizing oneself, enlisting and aligning co-leaders, and galvanizing the troops. I have held both line and staff jobs, and have managed large global teams in eight countries. Besides leading global teams myself, I have worked closely with some of the most famous corporate leaders of our times. For example, I watched closely as John Mack led his team through the toughest crisis in Morgan Stanley’s storied history, and how he eventually saved the firm, while Dick Fuld, his neighbor across the street, was unable to do the same for Lehman Brothers. I also watched how Neville Isdell turned the Coca-Cola Company around at a time when two prior CEOs had less success. For twelve years, I observed how Harvey Golub and Ken Chenault delivered against the core mission of American Express—to be the world’s most respected service brand—and brought the company back on a solid footing for sustainable growth. Later, while creating various training experiences for clients, I studied leaders like Jeff Bezos of Amazon.com, Jack Ma of Alibaba.com and Tom Gardner of The Motley Fool. You will read about all of these leaders throughout this book. Their success had nothing to do with their personality or with the management techniques they used. They all had one thing in common: They were deeply moved by the inadequacies of current reality and wanted to do something about it. Furthermore, they were able to find the endless energy needed to stay the long course despite the formidable resistance. After finding their own sources of energy, they were able to energize others around them. Together with their teams, they harnessed human energy toward the creation of a better future.

My experience has taught me that there are several core principles regarding good leadership, which apply across all cultures and in all areas of business. A key question about leadership is, how do some leaders manage to stay in control and focused on their leadership agenda, while others buckle under the slightest of pressure? The first principle is that staying focused comes from maintaining your personal leadership energy, and that the only foolproof way to find, channel, and sustain your energy is to clearly define your purpose and your values. A fundamental purpose and associated set of values are the sources of personal energy, and once you develop laser-sharp clarity about them, you will have created a strong foundation for leading and earned the right to advance to the next phase of leadership—energizing others. In the first chapter of this book, I will lay out a simple set of questions that will help you define your purpose and values. No one disagrees when I say that the very foundation of leadership is to have full clarity of purpose and values. However, very few leaders are able to clearly describe their purpose and values when asked. The usual response I get is, “Hmm … That is a very deep question. No one has ever asked me that …” Coming as it does from very senior leaders, I find this response unacceptable. How can you call yourself a leader if you haven’t thought about your purpose and values? And you were waiting to be asked?

The second principle gets to the bottom of what leaders need to do to enlist and energize key influencers around them, one at a time. The world is far too complex for any one leader to have all the answers. We need a team of co-leaders around us if we want to create a better future. This principle deals with what leaders need to do to enlist co-leaders in the journey. At the core of the principle is the insight that nobody can motivate another person because every individual comes premotivated. This does not mean, however, that a leader can’t do anything to channel and harness that motivation to optimal effect. The good news is that, regardless of culture or industry, each individual has expectations for their work that fall into three buckets—Role, Environment, and Development (RED). We all have questions about our workplace:

1. What is my Role? Is it meaningful? Does it align with my personal purpose? Is it challenging enough? Will it allow me to make a useful contribution to something bigger? Will it utilize my strengths?

2. What is my work Environment like? Is it one that treats people with respect and dignity? Is it fun? Is it a meritocracy? Are my coworkers smart and capable? Do we have a common set of core beliefs? Are they (those beliefs) in line with my personal values?

3. How will I Develop and grow? Will I have opportunities to learn and develop? Will I be able to try out new things? Will I get coaching and feedback? Will my manager take a personal interest in my career?

While the emphasis that each person places on one versus another of these may differ, each bucket is always a factor in their level of energy and engagement to some degree. In the second chapter of the book, I introduce a method for leading your team that taps into the power of RED. I provide a checklist you can use to help identify people’s expectations, and introduce a simple, time-efficient way to get to the bottom of every employee’s needs. To lead effectively, you must understand the people you lead.

The third core principle is that as a leader, your job is not to directly produce results, it is to create the conditions that will galvanize the energy of others to facilitate sustainable collective success. Chapters 3 to 6 show how to invigorate an entire enterprise or organization. Once you move beyond the level of leading a co-located team of direct reports to leading an entire department, division, company, or organization, you may be leading hundreds or thousands of people. At this level, you have more than two layers of hierarchy below you—i.e., you have several managers in your organization. I call this the “enterprise leadership level.” Now, it is impossible to directly supervise and motivate everyone. You simply cannot be everywhere at the same time. What, then, should you personally focus on in order to give your business the maximum advantage? What actions should you spend your time on and where should you delegate? I provide a powerful framework—brains-bones-nerves—that will focus your time on the three most important levers for business success, which as a leader you must shape and control.

In chapter 7, I tell the stories of a few exceptional leaders and how each has followed these fundamental principles in achieving extraordinary success. A common theme runs through all of the stories: The leaders first found their own leadership energy by clarifying their personal purpose and values; then enlisted a few co-leaders on the journey; and finally galvanized the entire organization toward shared purpose and values by focusing on the most important leadership actions.

My research repeatedly confirmed that the main cause of sustained success of any organization is the proactive practice (by the senior leadership team) of the three core principles above. However, I also found that even the best of companies slip up from time to time. And this slipping is attributable to the same top management team that achieved the prolonged success. Further investigation into several companies that experienced such downturns revealed that in each case the failure was the result of leaders taking their eyes off the ball, becoming too comfortable in their role or about the strength of their organization’s culture, systems, and structures. In other words, when the leaders stopped applying the three principles in a proactive way, their organizations ran into turbulence. Recent examples are major Wall Street firms that perhaps became complacent about their risk-management processes and systems; Toyota, a company revered over decades for its high quality standards, which found itself grappling with one of its biggest recalls in history; Coca-Cola—whose market leadership withered between the death of Roberto Goizueta and the arrival of Neville Isdell. I will tell some stories of such failure along the way in this book, because they have so much to say about how vital it is to be vigilant in applying the principles I outline.
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While most of the stories in this book are based on true incidents, I have often changed names or created composites from multiple incidents.

My goal in this book is not to teach you leadership. Nobody can. But what I can do is give you a proven framework for defining and developing your own leadership agenda, and the tools to enable you to enlist the effective support of others toward realizing that agenda. Participants in my leadership seminars around the world have applied the methods I have developed to their businesses or nonprofit organizations and have experienced significant improvements in organizational performance. Some have commented that applying these tools yielded the highest return ever on time invested. I wrote this book in response to requests from many who desired a one-stop destination or leadership “tool kit” that would help them to further absorb the lessons and teach them to their staff. I hope that you find the methods as valuable as have the thousands of those I’ve seen benefit so substantially from them.



ACKNOWLEDGMENTS

This book is the result of years of interaction with business leaders around the world. First as a banker and later as a leadership and management consultant, I have learned from more people than is possible to list. It is therefore hard to tell precisely who contributed to the various ideas in the book. Perhaps the biggest contributors were the participants in my training programs and seminars, and senior leadership teams that I coached over the years in their efforts to lead positive change. Most of the ideas and tools were tested on them and refined based on their feedback.

In addition to all those I have learned from and cannot list, several people over the past couple of years have contributed significantly toward making the book a reality. First and foremost, I want to mention Lucinda Blumenfeld, my agent, without whom this work would not be possible. Not only did she believe in the concepts of the book from day one; she worked tirelessly with me to help improve each chapter, often offering tough feedback in the process. Emily Loose, my editor, took it from where Lucinda left off and worked with various drafts until we got it right. Her eye for detail and her constructive criticism went a long way toward making the final product much more readable.

I cannot fail to mention Todd Obolsky and Susan E. B. Schwartz, my research team members, for their valuable contributions, particularly with a couple of stories in chapter 7. They delivered great work at short notice under considerable deadline pressure.

Without the moral support and encouragement of family and friends, I would never have been able to get to the finish line. I want to thank Rajendra Kumar for going through several drafts and giving valuable feedback and encouragement; Vandana, Salim, and Kabir Peshawaria for putting up with me as I worked on the manuscript; and Kiran Bedi, who as a role model was my inspiration to go on each time I felt tired or disheartened. Last but not least, I want to thank the staff of the ICLIF Leadership & Governance Center for their understanding and support while I was busy finalizing the manuscript.


Too Many Bosses,
Too Few Leaders


[image: Image]


PART ONE

[image: Image]

Self- and Team Leadership



[image: Image]


1

[image: Image]

ENERGIZE The Self: Self-Leadership

Imagine you are twenty-four years old. It is the 1980s and you have just been offered a promotion to a highly visible job in a prestigious international bank headquartered in New York. The new job entails the opportunity to travel the world in first class, and to work closely with a very influential senior person who could help boost your career in the years to come. You enjoy both the prestige and the substance of your current job at the bank, but this new opportunity offers you a chance to succeed in ways you never thought possible. Imagine also that you grew up in a middle-class family with humble means, and that you still have student loans to repay. Now think about what you would do if, even as you are considering this new job, someone suggests you instead quit working at the bank to work as an ambassador of African women at the African Development Bank, focusing on women’s development?

Even if you had dreams of making a difference and helping the underprivileged, conventional wisdom would suggest focusing on building a successful career first, then using your wealth and your power to make a difference later. However, if you were Jacqueline Novogratz, founder and CEO of the Acumen Fund, you would go to Africa instead.

When Jacqueline was just six, she dreamed about changing the world. When she told Sister Theophane, her teacher at the Catholic school she attended, that she wanted to become a nun, she learned a lesson that she never forgot. “Regardless of what you become,” said Sister Theophane, “always remember, to whom much is given, much is expected. God gave you many gifts and it is important that you use them for others as best you can.” From then on, Jacqueline continued to clarify her thinking and ask herself what she wanted out of life. When she reached the point where she had to decide between Africa and Chase Manhattan Bank, her choice was clear. By this time, she was beginning to acquire greater clarity about the two most important foundations of personal leadership—her purpose and her values. This clarity gave her the energy needed to embark upon an unexpected course, and to stay the course despite the difficulties involved. The more I read about Jacqueline, the more impressed I became with her as a leader. I wanted to know where she finds her energy, how she manages to stay the course despite everything that comes her way, and how she motivates the people who work at Acumen. So I arranged to meet with her for a long interview.

From the moment I started talking with Jacqueline, I could feel her energy. I started by asking her to define her purpose, and her face immediately lit up with excitement. Her enthusiasm for her work was so strong that I could not help but feel energized myself. I had to hold back my urge to tell her how impressed I was with her vision and her work, and how much I wanted to help. “The metapurpose,” she said, “is to create a world in which everyone, including the poorest of people, have access to affordable, quality goods and services so they can make their own choices. I have a deep, deep belief that dignity comes from choice, and the vision is a world where people have the ability to make their own choices. We are trying to achieve this vision through Acumen, which combines small amounts of philanthropic capital with large doses of business acumen and innovation to build enterprises that serve vast numbers of the poor—providing them critical goods and services like health care, water, housing, and energy, at affordable prices. So while Acumen is the tactical vehicle to achieve the purpose, the actual purpose is much more spiritual.”

Today, Acumen invests philanthropic capital in social enterprises around the world, mostly in the form of loans or equity, to help build organizations that can sustain themselves financially over the long term while providing solutions to the problems of extreme poverty. Based on the belief that pure charitable aid misses the mark and often creates corruption, Acumen operates in the space between pure charity and pure commerce. Using the rigor and expertise of for-profit businesses, Acumen invests in and helps social enterprises become successful and self-sufficient. By lending money instead of granting it, and by providing other support in terms of business planning, hiring, and marketing, Acumen builds metrics for success into the plan, and holds entrepreneurs accountable for delivering results. From its humble beginnings in 2001 with seed capital from the Rockefeller Foundation, Cisco Systems Foundation, and three individual philanthropists, Acumen has grown into a $50 million fund financing and guiding social enterprises in the United States, United Kingdom, Tanzania, Kenya, Pakistan, India, and East Africa. Jacqueline built Acumen brick by brick through years of unwavering resolve and hard work. I asked her how she found the energy to stay the course despite all the obstacles and dangers she faced along the way, and she said, “Among other things, it was by constantly reminding myself about what I am on this earth to do.”

I wanted to know how Jacqueline conceptualized and ultimately settled on her purpose. It became clear as she narrated some early experiences. When Jacqueline started her career at Chase Manhattan Bank, she attended the bank’s rigorous credit training program. Soon after the program, she joined a group of sixty young bankers in a department called Credit Audit, and traveled the world to examine the quality of the bank’s loans, especially in troubled economies. It was during these travels (to Latin America and elsewhere) that she first experienced the coexistence of extreme poverty and vast wealth, and began to feel a strong desire to make a difference. Wherever she looked, the gap between the rich and the poor was stunning, and she began to think about ways in which the poor could also have opportunities to succeed. She started at the obvious place, her own bank, and asked her boss about investing at least some capital in lending to the poor. Predictably, that conversation went nowhere. Her boss argued that the high transaction costs of small loans and lack of collateral among the poor made such a business unfeasible. In addition, the poor were entrapped by a “culture of poverty” and that meant that no one would repay the loans. The conversation only increased Jacqueline’s resolve. As I have said before, the difference between leaders and bosses is that while leaders are deeply moved by the inadequacies of current reality and decide to do something about them against all odds, bosses (or nonleaders) learn to cope with the present and don’t do anything about it. Clearly, Jacqueline was a leader in the making and wasn’t going to stop at one rejection. Soon after this meeting with her boss, she resigned from her job and decided to join the African Development Bank and head out to Africa. She had all kinds of doubts about giving up a lucrative career, and about losing the prestige of being an international banker, but the dream of making a real difference trumped those fears. During her two years in Africa, she faced no shortage of challenges, including a bout of malaria, threats to her safety, language barriers, and the lack of connectivity to the outside world in those pre-Internet days. Yet, by the time she boarded the plane back home, she had started the first bank for the poor in Rwanda, quadrupled the daily income of a group of women running a small bakery business, and learned a great deal. Her experiences in Africa further strengthened her resolve to combine business and charity as a more powerful way to address the problems of poverty.

To prepare herself for the next phase of life, she joined the Stanford MBA program. After finishing business school, she joined the Rockefeller Foundation, where she stayed for nine years before starting Acumen. When she discussed with Sir Gordon Conway, then president of the Rockefeller Foundation, her idea of creating a different kind of institution, one that straddled the best lessons of philanthropy and proven business approaches, she received a very different response from that given by her boss at Chase Manhattan years earlier. She explains the meeting as follows in her book, The Blue Sweater: Bridging the Gap Between the Rich and the Poor in an Interconnected World:

“How different is it from the work of foundations today?” he asked.

The biggest difference, I said, is that we wouldn’t simply make grants, but we would invest in entrepreneurs who have vision and ability to solve local problems with market-driven ideas and approaches. We would hire creative people with the ability to read financial statements and balance sheets, not just budgets. We wouldn’t focus on specific projects, but instead direct our efforts toward building strong organizations that we would gradually help bring to financial sustainability.

To her surprise, Gordon asked her to take a few months to explore the idea while still working at the foundation. At the same time, another alternative arose. A major financial institution approached Jacqueline to build a $100 million-plus philanthropic program for its clients. Again she was faced with a difficult choice. The philanthropic program offered her access to people of power, plentiful financial resources, and seven times her salary at the Rockefeller Foundation. On the other hand, there was the freedom of building the Acumen Fund—exactly what she wanted to do, although it involved a lot of uncertainty and risk. Needless to say, she chose the latter, and began raising money to start Acumen. Despite the abundance of naysayers, by early 2001, Jacqueline and her founding team had created a business plan and had raised $8 million in philanthropic capital. Soon they began investing in the ideas of social entrepreneurs in India, Pakistan, and Africa. Today, the fund manages over $50 million in capital, and is making a serious difference in the lives of the people in communities where they invest. To fully understand the work and the impact of Acumen, consider just two examples.

India’s 650,000 rural villages house approximately 71 percent of the country’s 1.1 billion people. Most of them live without easy access to trade, government, business, and health services. To access information available at the fingertips of the urban population, villagers need to travel long distances, often forgoing daily wages in the bargain. There are no telephones or computer and Internet services available in most villages. This makes it easy for intermediaries to demand hefty cuts and high fees to enable villagers to participate in the country’s economy.

The increased availability of information and communication technologies can significantly help rural populations to participate more actively in the economy, and to receive fairer remuneration for their goods and services without having to go through corrupt intermediaries who extort from them. Drishtee.com, a social enterprise dedicated to helping the rural poor, is in the process of establishing a network of tele-kiosks, one in each village, to alleviate this problem. A tele-kiosk is a small office operated by a local entrepreneur, and usually has a phone, a computer, and a camera. Villagers walk up to the kiosk to get a range of services like accessing information on current crop prices, receiving computer training classes, or making long-distance calls. The kiosk operator charges a small fee for the services, and shares a part of the profit with Drishtee. In return for connecting them to consumers, Drishtee also receives a commission from service providers like telecom operators and crop buyers. According to Satyan Mishra, CEO of Drishtee—which means “vision” in Hindi—every dollar spent on connecting the country’s 300 million poorest citizens to the national economy yields twenty dollars of social benefit. With several thousand kiosks already established, Drishtee’s vision is to provide kiosks for each one of India’s 650,000 villages. Acumen has invested a total of $1.6 million ($1 million in the form of equity and $600,000 as debt) in Drishtee to help facilitate the expansion of the tele-kiosks. In early 2008, Drishtee began expanding more quickly than Starbucks did in its early years, opening about four kiosks a day. By the fall of that year, the company was operating in more than four thousand villages, creating more than 5,300 jobs and serving 7.5 million people.

Another of Acumen’s impressive contributions is preventing deaths caused by malaria. The disease kills anywhere from one to two million people each year, 90 percent of whom are in Africa. While there were many reasons for the spread of malaria in Africa, the nonavailability of affordable bed nets was certainly one of them. If insecticide-treated bed nets were more easily available to people, they would help keep malaria-carrying mosquitoes away and allow people to sleep more peacefully.

Sumitomo Chemical Company of Japan had already developed a method of impregnating a polyethylene-based netting material with organic insecticide and created a bed net that could last five years. The challenge was to find a manufacturer in Africa that could take this new technology and produce these bed nets locally. Acumen’s team not only identified A to Z Textiles as the company to do this, but also provided a loan for the first bed-net weaving machines. With Acumen’s initial help, Anuj Shah, CEO of A to Z, went on to ultimately employ more than seven thousand women to produce 16 million nets a year, saving thousands of lives.

These are just two of a host of examples of the positive changes that Jacqueline’s Acumen Fund is helping create. Jacqueline is a perfect case in point of how once you are clear about your personal sources of energy, virtually no obstacle will be insurmountable. Very early on in her life, she began to ask herself what she really wanted to achieve and what principles would guide her pursuits. Once she attained clarity on those issues, there was no looking back. “I did not want to become old at 35, and knew instinctively that a combination of service and adventure could lead to a life of passion and constant renewal,” she writes in The Blue Sweater.

[image: Image]

The old saying is true: Lead yourself to lead others. One of the biggest reasons for the abundance of poor or mediocre leaders is that people accept leadership positions for the wrong reasons. They either do so for personal fame, fortune, or glory or are picked to fill positions of leadership based on technical expertise alone. They fail to ask some critical questions about themselves. Gandhi chose the path of leadership not because he wanted personal fame or fortune, but because he believed in his purpose and wanted to harness the power of millions toward achieving it. He fully understood the dangers involved and knew he would create a lot of conflict by painting a picture of a better future. Yet he willingly created the conflict and had the courage to act according to his values in the face of grave danger.

Leadership is not about personal fame or fortune alone. There is nothing wrong with working for self-interest, most of us do, but leadership needs a purpose bigger than self-interest. Personal fame and fortune should be a by-product of leadership, not an end in itself. It is not a popularity sport. People who go into a leadership position without fully understanding this end up being dissatisfied with their lives, and make terrible bosses. I am not proposing selfless pursuit here. All I am suggesting is this: If personal gain is the primary goal, there are other avenues to achieve it—those that don’t involve leading and managing others. Leadership and management often require putting self-interest on the back burner in order to achieve results for the greater good.

Unfortunately, the only way to advance your career in most companies is to take on more managerial/leadership responsibility. If you fail to ask yourself if leadership is for you, and if you fail to carefully consider what is involved in being a leader of others, it can easily become a very difficult experience for both you and your subordinates. Do you know of someone who became a parent by accident when they really did not want to be one? Can you imagine how miserable life can be for both the child and the parent in this case? There is no guaranteed reward (fame, fortune, or glory) at the end of the parenting journey. The reward is in the journey itself. Most people realize this and cherish every moment of their parenting journey—the good as well as the difficult. Leadership is like parenting. The reward needs to be in the journey. Accepting a leadership position without carefully considering what you really want for yourself and for the people around you is a very dangerous proposition.

OEBPS/images/line.jpg







OEBPS/images/f000i-01.jpg










OEBPS/images/fm01.jpg
How did Alan Mulally—an outsider to the auto
industry—Ilead such a spectacular turnaround at
Ford? How did Morgan Stanley CEO John Mack
keep his company from imploding even as Lehman
Brothers collapsed? What is it that enables such
extraordinary leaders to galvanize their talents
and energy, as well as the talents and energy of
those who work for them, to achieve superior
performance no matter what challenges they face?

Rajeev Peshawaria has spent more than twenty
years working alongside top executives at Fortune 500
companics and training them in leadership, including
as Global Director of Leadership Development
programs at American Express, as Chief Learning
Officer at both Morgan Stanley and Coca-Cola, and
as one of the founding members of the renowned
Goldman Sachs leadership development program
known as Pine Strect. He knows precisely what
makes the difference between those who are simply
bosses and those who are superior leaders, and
between those who continue to rise to the top levels
and those who get stuck along the way.

In this lively and remarkably empowering
book, Peshawaria offers readers the opportunity to
experience the highest level of leadership training
available in the world. Introducing the three core
principles he has observed are the foundation of
the best leadership—that great leaders clearly
define their purpose and values; that nobody can
motivate another person because everyone comes
premotivated; and that a leader’s job is not to
directly produce results but to create the conditions
that will harness the energy of others—he details
his unique and proven program for achieving
leadership excellence.

Sharing a wealth of illuminating storics, from
those of Mulally’s achievement at Ford and Mack’s
at Morgan Stanley, to how Harvey Golub and Ken
Chenault successfully restored American Express
to long-term sustainable growth, how Neville
Tsdell turned the Coca-Cola Company around, and

the continuing prowess of Jeff Bezos in growing
Amazon.com, he first reveals how extraordinary
leaders marshal and sustain the level of energy in
themselves that is required and how they enlist a
core group of proficient co-leaders. He then outlines
how to harness the energy and talents of those at all
levels of an organization, igniting their motivation
by following his RED guidelines for addressing
their core needs concerning their Role, their work
Environment, and their career Development.
Finally, he introduces his unique Brains, Bones, and
Nerves framework for: developing a clear strategy
for competitive advantage (the Brains); crafting
an optimal organizational structure (the Bones);
and fostering a highly cooperative and motivated
company culture (the Nerves).

Filled with specific tips about the vital questions
to ask and simple but powerful steps to follow, 7o0
‘Many Bosses, Too Few Leaders is a manager’s essential
tool kit for long-term superior performance.

RAJEEV PESHAWARIA
is currently the Chief Exccutive
Officer of the ICLIF Leadership &
Governance Center in Kuala Lum-
pus, Malaysia. He was a founding
member of Goldman Sachs’s lead-
exship development program called
Pine Street and served as Chief Learning Officer for
Morgan Stanley and the Coca-Cola Company as
well as Global Director of Leadership Development
programs at American Express.
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