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underlying dynamics that perpetuate the
problem. Leaders need to approach
problems from a new angle—one that
is counterintuitive at first glance.

For every problem, there is a future
that’s already written about it. This
future includes people’s assumption,
hopes, fears, resignation, cynicism, and
“lessons learned” through past experi-
ence. Although this future is rarely, if
ever, talked about, it is the context in
which people try to create change.

If you went into the company
described earlier, and got employees
talking about the future, they’d proba-
bly say something like, It will never
work out. We’re mired in politics, so when
we do bring a product to market, it’s two
years too late, and that’s not going to
change. Our leaders will never lead—it’s

not in them. We’ll just waste away until
we’re bought or shut down.

Although most people have never
articulated what they think will hap-
pened to them personally or organiza-
tionally, they live every moment as if
it’s destined to come about. Employees
are reduced to going through the
motions, never fully engaging, never
taking on the politics that hold the
company back. 

If you interviewed the leaders in
this company, you’d hear a future that
is correlated with what the employees
describe: People here don’t care, and they
never will. We invite their ideas, but they
never come through with anything good.
We don’t have the money to replace them
with star performers, and so we’ll always
be a B player in this industry at best.
We’ll continue to do the best we can, but
as a company, we’ll never really succeed.

Like the employees, the leaders do
their best in a situation that is doomed
to mediocrity. They ask employees for

Rewrite the Future

WHEN SOMETHING ISN’T WORKING,
many leaders struggle with

which part of the problem to tackle
first. Do we start with cost reduction?
Recruitment or downsizing? Process
improvement or reorganization?

We pick the problem to work on,
and we either fail or succeed. If we
fail, we add “frustration” to our list of
problems. If we succeed, a new prob-
lem pops up to replace the old one.
The solution to a problem becomes
the next problem.

For example, imagine a company
that is missing its financial targets,
selling products people aren’t buying.
The cubicles are packed with frustrat-
ed people who take their malaise
home. Dissatisfaction spills out into
family life and, through the employ-
ees’ children, into the schools and
community. If we try to fix this prob-
lem in patchwork style, we may never
get ahead of the corporate death spi-
ral. Create new products, only to find
investors have pulled out. Work on
financial reporting—as the competi-
tion releases a new product that puts
ours further behind.

It’s as though the system we’re
working on—the company, finances,
products, personnel, morale—is an
old inner tube. The moment we patch
one hole and add pressure, another
spot rips open.

EEvveerryy  PPrroobblleemm  HHaass  aa  FFuuttuurree
Many leaders spend their lives per-

fecting the art of improvement—more,
better, different, and faster. Using this
approach, many problems seem
intractable. As the French proverb
says, the more things change, the more
they stay the same. Why is that? And
what can leaders do about it?

The reason fixing problems often
doesn’t deliver desired or expected
results is that the result is only super-
ficial. What’s left untouched are the

input, already thinking to themselves
that the suggestions will be second-
rate. Leaders work hard, but the com-
pany continues to lose ground against
the competitors. People at all levels are
frustrated but don’t see anything they
can do to help. 

Two points are critical here. First,
everyone experiences a future in front
of them, even though few could articu-
late it. It goes beyond what they expect
to happen, hope will happen, or think
might happen. This future lives at a
gut level. We know it’s what will hap-
pen, whether we can give words to it
or not. We call this the default future,
and every person has one. So does
every organization.

Second, people’s relationship with
the default future is complex. If some-
one described your default future to
you, you might disagree, perhaps even
get angry at how different that future
is from what you think will happen.
(Remember, the default future lives at
an experiential level—underneath
what we think and hope will happen.)
Yet you (along with the rest of us) live
as if that future is preordained. You
live into your default future—unaware
that by doing so you are making it
come about.

Most change efforts fail because the
default futures of employees and lead-
ers are still in place, regardless of the
management interventions tried. The
more things change, the more they
stay the same.

SSoolluuttiioonn::  NNeeww  LLeeaaddeerrsshhiipp
The solution isn’t change manage-

ment—more, better, or different. The
solution requires a new kind of leader-
ship—one in which people rewrite the
future together. The result is the trans-
formation of a situation, leading to a
dramatic elevation in performance.

Imagine, in the example we pre-
sented, what the company would look
like if the people rewrote their future.
What if it were this: We’ve turned
around the company. We have come from
behind, and set the standard for the indus-
try. We are people who work together,
innovate, and succeed.

Notice that we’re not talking about
motivational speeches or slogans that
people repeat. We’re talking about
rewriting what people know will hap-
pen. Rewrite this future, and people’s
actions naturally shift—from disen-
gaged to proactive, from resigned to
inspired, from frustrated to innovative,
from fearful to empowered. If we
could rewrite the future across a critical
mass of people, we could transform a
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tired company into an innovator, a
burned-out culture into one of inspira-
tion, a command-and-control structure
into a system in which everyone pulls
for each other’s success. Such leader-
ship creates a wave of momentum:
investors want in, companies want to
partner with us, potential employees
want to join our ranks.

All this happened without targeting
the problems. When you rewrite the
future, old problems disappear.

TTaakkee  FFiivvee  AAccttiioonnss
Leaders can take five specific

actions to construct a future that caus-
es themselves and others to live into it:

1. Invite people to articulate the de-
fault future. Doing so reduces its impact.

2. Ask yourself and others, do we
really want this default future?

3. Speculate with others on what
future would inspire action for every-
one, and address their concerns.

4. Allow people to struggle with
whether they are aligned with the new
future or not. If not, ask them for a
proposal that inspires them and others.

5. Work until people say, “This
speaks for me!” and they commit to it.

Leadership that rewrites the future
gets to the heart of performance. The
result is not fixing one problem at a
time, but transforming situations, lead-
ing to unprecedented results. LE

Steve Zaffron and Dave Logan are authors of The Three Laws
of Performance (Jossey-Bass Warren Bennis series).
www.threelawsofperformance.com. Steve is CEO of the Vanto
Group (Visit www.Vanto.com) and Dave Logan is on the facul-
ty at the USC Marshall School of Business, senior partner of
CultureSync, and author of Tribal Leadership (visit
www.usc.edu).

ACTION: .

by Dede Henley

pose. Intellectual competence isn’t just
about being smart and having skills. It
helps us bring our best thinking to a
project. It enables us to think and work
creatively and collaboratively; to
engage in shared problem-solving; and
to sustain focus, maintain optimism,
and access both the left and the right
hemisphere of the brain. Spiritual com-
petence enables us to take in sensory
data—sight, smell, taste, touch, sound,
and feelings—without boundaries. It
opens up possibilities. You can think
big thoughts, because there is no asso-
ciation to the past or the future.

4. Persevere in the face of breakdown
and failure. As difficult as failure is, it
is inevitable for teams that are stretch-
ing and growing and trying to make a
difference. How that failure is dealt
with speaks to how successful a team
will be in reaching goals. When faced
with a setback, Great Groups get back
up, get on track, and keep going. They
fail fast. They don’t dwell on the fail-
ure. They focus on fulfilling the com-
pelling purpose. They venture into the
unknown and learn along the way.
They rarely dwell on failure except as
something to learn from. Failure sug-

gests that we must try
another way. At the
moment of failure we gain
access to new levels of cre-
ativity. How we deal with
failure, how we react when
things go awry, says a lot
about our ability to culti-
vate a Great Group.
Leaders who acknow-
ledge failure, look past it
without trying to lay

blame, and choose to learn from it,
gain a powerful relationship to failure.
Winston Churchill said: “Success is not
final, failure is not fatal: it is the
courage to continue that counts.”

5. Engage the power of appreciation
to drive collaboration. Warren Bennis
notes, “Appreciation makes everyone
feel that they’re at the heart of things,
that they matter. Then, people feel they
are making a difference.” Most people
leave their jobs because they feel under-
appreciated. Appreciation is a power-
ful tool for cultivating Great Groups—
and it doesn’t cost you a cent!

These five elements take practice,
contemplation, and consideration. I
invite you to practice just one element.
Try something new, seek feedback,
expand your skill. This is how you
become a leader of a Great Group. LE
Dede Henley is CEO of The Dede Henley Group, a leadership
development company and author of The Secret of Sovereignty.
Visit www.Dedehenley.com, or email dede@dedehenley.com.

ACTION: Become a leader of a great group.

WARREN BENNIS SAID,
“There are groups,

and then Great Groups
that come together and accomplish the
extraordinary.” To become a Great
Group, you need to engage in five ele-
ments of collaboration:

1. Stay connected to a compelling
purpose. The purpose reminds people
of the larger idea of which they’re part.
Teams flounder when members are
unsure why they’re doing what they’re
doing or how it fits into the larger
scheme of things. When well-crafted, a
compelling purpose has a powerful
and irresistible effect. Team members
feel like they are on a mission. They
must put their talent and creativity
into the tasks at hand. Leaders of Great
Groups remind team members of why
and for what they are giving
their time and energy.

2. Cultivate a culture of
trust and respect. Co-work-
ers don’t have to like each
other to work together, but
they must trust and respect
each other. Cultivating trust
and respect begins with hir-
ing talented people and
putting the right person in
the right job. When the per-
son and the task are well matched,
great things happen. Sometimes, it’s
making the tough call—addressing
underperformance or disruptive be-
havior. Great team leaders devote much
time to cultivating trust (going slow to
go fast), creating a culture where con-
flicts can be resolved in healthy ways.

3. Increase competence in four dimen-
sions—emotionally, physically, intellec-
tually, and spiritually. Emotional Compe-
tence is about increased self-awareness,
authenticity, empathy, motivation, and
social skill. It enables us to handle im-
pulses and emotions well and choose how
we act and react. Physical Competence is
about paying attention to our physical
well-being and encouraging those we
work with to do the same. If we are
tired, worn out, or stressed, we can’t
contribute or collaborate. Physical
energy helps us manage our emotions,
sustain concentration, think creatively,
and maintain focus on our shared pur-

Power of Collaboration
Becoming a leader of great group.

TEAMS COLLABORATION
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One influence that diminishes
respect for ideals is the tendency to
criticize and find fault—a tendency
which has risen to the level of a
national pastime. Indeed, some dull
people are making careers out of fault-
finding. Hence, today we face a
wilderness that is as imposing as the
one faced by our colonists. This new
wilderness is a cultural one in which
pagan standards of behavior reign
supreme. Behavior is often determined
by what gives pleasure or gain to the
individual with little if any concern for
responsibility to the rest of society.

One result of the transition to
paganism is the unraveling fabric of
trust. True, there have always been
people who robbed, murdered and
lied, but they were so few that people
did not need to live defensively. We

could go about our daily activities
with confident expectation that those
we encountered would behave in a
lawful, truthful, and friendly fashion,
with no hostile intent. Those days are
now gone. Buyer beware is the new
watchword; security the most prized
promise or product.

A leader senses what is praisewor-
thy and seeks to praise it and strength-
en it. Robert Galvin, past CEO of
Motorola, once said that a good chief
executive spreads hope. Now, there’s a
suspicion that we aren’t bright enough
to solve the problems we face. To the
extent that such uneasiness is perva-
sive, one cause is the new illiteracy. 

Our education too often does not
arm the students with historical per-
spective. History makes clear that life
has never been easy. It is only in recent
decades that people have become so
affluent or so arrogant as to suppose
life should be made easy. The Black

Forgotten Dimension

Here are some
thoughts about

what is required of a
leader whose life record makes us
proud to belong to the human race. 

Above all, such a leader's life is
characterized by integrity. Integrity
involves honesty. If you are associated
with a leader who fibs a little to cover
mistakes, you’ll never be sure he is
telling the truth about matters in
which you are involved. He is not the
kind of person you are going to follow
comfortably into difficult or danger-
ous territory. 

The same thing is true with regard
to the consistency with which he fol-
lows the rules and laws. If he decides
which laws he will obey—the people
with whom he works are always in
danger of being discredited by his
shady conduct. Such a person may
have skills in organizing a project or a
high degree of personal magnetism
and persuasion, but his leadership
will be founded on shaky ground.

A second quality of leadership is an
unwavering commitment to a worthy
set of ideals. With truly great people,
the greatness does not seem to be in
them but through them. What sets
them apart are the noble ideals that
shape their lives. Ideals are fixed con-
cepts of what is good and right and
will make for a better society. 

Ideals have fallen on hard times
these days. They seem to be largely
disregarded, perhaps discredited as
one of the illusions of a bygone era.
Working against ideals and generous
impulses is the whole range of natural
instincts that are fired up by any
threat to our health, safety, posses-
sions, satisfactions, pleasure, self-
image, beliefs, prejudices, family,
friends livelihood, routines or whatev-
er we are inclined to do. In the natural
state, untamed and untrained, we
tend to touchy, sensitive, and selfish—
engaged in an every-person-for-him-
self-or-herself struggle. All of those
self-serving emotions make it difficult
for people to live and work together
unless they are influenced by culture,
traditions, laws, rules and teachings.

Death wiped out one quarter of
Europe's population in the 1300s. The
potato crop failure in Ireland in 1845
and 1846 eliminated the principal
source of food for a nation. During
America's Civil War, there were 53,000
casualties at the Battle of Gettysburg in
just three days. 

History, however, also is filled with
inspiring tales of heroism—of people
surviving tragedy and disaster and
moving on to new levels of civilized
life. Able leaders will draw on history
and literature to diminish the tendency
toward pessimism and create a climate
of hope among the people they serve. 

Years ago I met an elderly scientist
who, although he’d been retired for
years, possessed one of the liveliest
and best-informed minds I had ever
encountered. He also carried with him
an aura of cheerfulness and serenity
that marked him as an extraordinary
human being. One day I asked him
how he remained so even-tempered
and cheery in a world that seemed so
combative and so confused. He replied
that his friends sustained his good
spirits, and with a gesture he indicated
those friends were the books with
which he had surrounded himself. 

“You know, John,” he said, “from
time to time I have encountered a
book or an article, or quotation that
spoke very directly to me in a positive
way, an anecdote or an analysis, which
had an inspirational or a regenerative
influence, or some basic bit of wisdom.
These I have kept and ranged on the
shelves according to the particular
tonic which they offered to me, much
as the pharmacist arranges his reme-
dies according to the malady to be
treated. There is no piece of news so
dispiriting, no individual loss so debil-
itating, no personal success so inflat-
ing, but what I have here half a dozen
literary medications to set it right.” 

His formula for good cheer is a sim-
ple one, but not often utilized. Each of
us comes across literary works, quota-
tions and poems that speak to us in an
affirmative way, which bring warm
light into our day. If we will just collect
and turn to them in time of need, we
can cut down on the psychiatrist’s bill,
and what is more by our own
improved spirits, make life a little
more pleasant for those around us. 

Integrity, ideals, and the ability to in-
spire hope and good cheer, are characteris-
tics that give a leader a wholesome
power that makes his projects prosper. E

John A. Howard, Senior Fellow, The Howard Center, and
author of Christianity: Lifeblood of America’s Free Society.

ACTION: Cultivate leadership integrity.

by John A. Howard
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improvement realized and reinforce
leadership accountability for results.

3. Align LD efforts with strategy.
Link the development of new skills,
mind-sets and perspectives with
achieving business objectives. The role
of all LD efforts should be to speed up
the realization of business results
prompted by the strategy and to
increase competitive advantage.

4. Determine required skill-sets. Best-
practice companies define key leader-
ship requirements and develop a plan
to improve skills and competencies
required to implement the strategy.
They review current and prospective
markets, competitors, customers, chan-
nels and determine critical success fac-
tors. They focus discussion on whether
current strengths will continue to be a
source of competitive advantage.
Further, they review the skills and
capabilities that would make the com-
pany unique in the future and from
which margins would be derived.

5. Embed four characteristics of world-
class LD programs. First, craft an integra-
ted and focused set of initiatives that re-

flect the strategic agenda, address chal-
lenges and opportunities, and strengthen
leadership capability. Use a combina-
tion of company presenters, external
subject matter experts, e-learning tech-
nologies and post-program project work.
Compare your “state-of-the-practice”
with the “state-of-the-art” and address
relevant gaps. Second, promote team-
building and interaction by providing
experiences that strengthen identifica-
tion and engagement, and reinforce
teamwork and networking. Third,
leverage a robust 360 leadership feed-
back process—one that leads to insight,
direction, focused action, and measur-
able improvement. Ensure each partici-
pant reviews leadership skill levels and
seeks to leverage strengths and improve
weaknesses. Provide participants with
the support they need. Fourth, encour-
age skill application to real-world issues.
Cross-functional teams work on enter-
prise-wide challenges, using their new
skills, in teams that interface with man-

Counterfeit LD

SIXTEEN YEARS AGO, THE
editor of Leadership

Excellence, Ken Shelton,
wrote in his book Counterfeit Leadership
about the dearth of authentic leaders.
He emphasized the need for substance
over style, fact over fallacy, and timeless
wisdom over faddish notions. This theme
is relevant to efforts to develop leaders.

Growth imperatives, global complex-
ities, and strong competition demand
that we foster leadership development
(LD) at all levels—finding, nurturing
and developing leaders who champion
change, innovation, and continuous
improvement; leveraging leadership
capability across business groups; fos-
tering cross-functional learning; and
building unity, alignment, and capaci-
ty for execution. These activities build
sustainable competitive advantage.

GGoolldd  SSttaannddaarrdd  iinn  LLDD
Here are nine best practices that

enable leading companies to develop
exemplary leaders. They constitute the
“gold standard” in LD. I also list some
practices, which if not thwarted, lead
to “counterfeit development” charac-
terized by style-over-substance:

1. Require leaders to develop leaders.
You can’t have a great company with-
out having great leaders. Great leaders
regard building leadership talent as a
duty and privilege. They identify, attract
and retain the most talented, diverse
group of high performers. They know
the competencies and skills required to
meet goals and attract a highly capable
staff. These leaders reward excellence,
act as role models, and spur growth.
They push decision-making down and
develop people’s confidence in their
ability to lead, manage, and achieve
goals. They allocate sufficient authority
and resources to subordinates to enable
them to make decisions and act inde-
pendently within their responsibility. 

2. Secure top management support.
Senior executives must clearly com-
municate the mission, strategy, objec-
tives and expectations for participants,
executive presence and participation
in the programs and tools to assess

agement. Leaders identify, define and
frame issues for participants, enabling
them to focus on common challenges,
create a unified perspective, and
enhance its competitive advantage.

6. Launch a tiered talent identifica-
tion, assessment and succession process.
Succession management must identify,
develop, and retain those people who
can deliver superior performance, both
individually and as part of a team.
Done well, this aligns top performers to
most critical jobs and identifies gaps;
identifies successor candidates for key
roles; assesses strengths across key
competencies; and identifies and devel-
ops high potentials. Implement regular
interviews, discussions and rigorous
assessment and analysis. Emphasize
candid and realistic evaluations of per-
formance and potential of current and
next generations leaders as well as the
skill set requirements to meet current
and projected challenges. Evaluate lead-
ership depth and succession capability
against a broad variety of scenarios.
Use group talent reviews to exchange
information on high potentials, gather
input on their performance, and pro-
mote rotation and communication.

7. Develop a broader perspective. Use
job rotation to broaden the executive,
promote information sharing, reduce
functional myopia, and promote shar-
ing of management talent across func-
tional, business, geographic boundaries.

8. Install systems and metrics to hold
line managers accountable for building
leadership. LD and succession should
be a “gate” for promotion and affect
compensation. Succession systems
must match executives to needed
development experiences, balance the
short-term risks of stretch assignments
with long-term benefits, and enable the
enterprise-wide mobility of talent. Key
executives are evaluated and compen-
sated, in part, based upon the extent to
which their direct reports reach excel-
lent rankings in “job fit,” meeting or
exceeding targeted goals, generating
effective survey results and success in
“successor quality and readiness” and
“hi-po” identification. This takes into
account the percentages of: key incum-
bents and successors whose develop-
ment activities occur; vacancies filled
via the plan; key positions designated
with at least one validated “ready now”
backup; key positions designated with
at least one validated, planned backup.

9. Institutionalize the process. Note
and celebrate LD wins. Executives focus
on aligning skill-sets with key positions
and identifying and developing high
potentials. Panel talent reviews increase

by Michael G. Winston
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going to work fast enough or address
the complex and unprecedented issues
we are facing. On the other hand, what
has helped us be resilient in the past is
well developed and effective; if you
look at your most challenging life expe-
riences it may be fair to say that if you
hadn’t found your resilience, your life
today would be very different. Much of
what has made us who we are is the
gold that, if mined from those past
challenges, will allow us to lead when
others are running for the door.

My most challenging experience
occured about 10 years ago when I
worked for a prestigious consulting
firm running a huge change effort. I
had a beautiful wife, a daughter, a dog,
etc. Three months later, I couldn’t get
out of bed. I literally slept for 3 months.
I had been fired by my client, fired
from my job, and fired by my wife. In
the face of this, the current news and
economic events don’t seem that bad.

In reality, what happened then was
the best thing that could have happened.
Today, I have a great home life and run
a very successful organization, deliver-
ing programs on authentic leadership.

Now, think about your most chal-
lenging experiences in your
personal or professional
life. You can now access
your version of resilience.
For me, my version of
resilience—one that
worked when it seemed all
was lost—went as follows:
• Take each day as it

comes; don’t worry about
all of it at once. In small
chunks, it’s always okay.

• Only work with clients with high
integrity and values. Walk away from
the money if you have any doubt.
• My colleagues need to be my best

friends and closes confidants.
My version of resilience likely isn’t

similar to yours. We find from our
research that there are common pat-
terns and themes that different people
leverage; each person’s combination
and how they relate to their approach
is different—no two people have the
same strategy, and reading someone
else’s list has little value.

As you look at these experiences,
what are the key elements of your
resiliency (actions that helped you deal
with the challenges you faced)?

Now that you have your list, help
those around you find theirs. Welcome
to leading in the 21st century. LE

Nick Craig is co-author of Finding Your True North: A
Personal Guide (Jossey-Bass). Visit www.truenorthleaders.com.

ACTION: Demonstrate your resilience.

WE ARE NOW OPERAT-
ing in a world

that looks very different
from just 12 months ago. Many of us
are involved in lay-offs, cutting pro-
duction/services, selling in a buyer’s
market, closing offices, taking care of
the remaining scared employees and
disappearing investments that were
the intended escape from the loony
bin, walking into work and not know-
ing if you’ll be the next one to go.

I ask, what better time than now to lead?
It’s when it’s easy to lose one’s head
that we most need to step up. It’s obvi-
ous that many people we put in charge
the past 10 years haven’t really led.
Inauthentic leaders have created a mess,
and authentic leaders are needed to get
us out. Here’s the question each of us
has to answer to lead: How
do you stay calm when
most external definitions of
success (profit, revenue)
are negative, and none of
the tools we use to “pre-
dict” the future work now?

The alternative has been
to manage out of fear. Fear
has become the common
denominator impacting
many decision makers. In
my dialogue with leaders, most have
told me about the draconian decisions
they are making. Unfortunately, fear
doesn’t create leadership; at best, it is
the other side of the coin from arro-
gance. None of us fully knows how
things will turn out in the next few
years. However, doing what everyone
else is doing won’t be your finest hour.
As Warren Buffett said about his expe-
rience of the herd mentality, “When
everyone is greedy, I am fearful. When
everyone is fearful, I get greedy.”

WWhhaatt’’ss  YYoouurr  VVeerrssiioonn  ooff  RReessiilliieennccee??
We have discovered that each of us

has the ability to be our best when
things are at their worst. We have all
been tested at key times in our life. The
resilience we need now isn’t something
we are going to get from reading a
book or from the latest PowerPoint pre-
sentation. Even if we had the time, tak-
ing someone else’s approach isn’t

Be Your Best
Even in the worst of times.

by Nick Craig

LEADERSHIP RESILIENCEthe quality and quantity of input, and
prepare executives for the next succes-
sion cycles. Key managers get briefings
and updates on key initiatives.

AAvvooiidd  CCoouunntteerrffeeiitt  LLDD
Beyond these practices, you must

also avoid these seven worst practices:
1. Failure to engage top leadership

and secure their commitment. Secure
the commitment of senior leaders and
managers. Before moving fast toward
enterprise initiatives, create under-
standing, support and commitment.

2. LD not linked to tomorrow’s skill
requirements. Counterfeit LD focuses
on today’s skills without assessing fut-
ure relevance. LD is geared to the pro-
gram du jour, teaching trendy discipline
and failing to link all content to strategy.

3. Faulty metrics. Impact measures
are often relegated to how many peo-
ple, in how many programs, for how
many hours. These companies measure
well what should not be measured at all. 

4. Feedback processes not fully uti-
lized. When there’s disagreement on
critical success factors, people dismiss
the feedback. Identify and measure the
core values and leadership practices.
Encourage each function to add items
that predict success in their cultures.

5. Failure to coach. You foster coun-
terfeit LD when you provide feedback
without coaching. Coaching sessions
provide participants with the support
they need to make fast, measurable
improvement in their leadership.

6. Succession planning is done to
satisfy compliance, not drive superior
performance. Hence, it is fraught with
five pitfalls: 1) managers move up ver-
tically—building upon similar experi-
ences, without gaining perspective; 2)
bright, talented people are moved too
quickly; 3) people are often promoted
based on good performance to jobs
they aren’t prepared for; 4) promotions
are often based on style, loyalty, or re-
lationships, not performance and com-
petence; and 5) the succession process
fails to anticipate skills needed in the
future and passes up qualified people.

7. No long-term strategy. You need
to craft a sustained development strategy.
Don’t gobble up the latest management
theories only to abandon them quickly
when hoped-for improvements do not
occur overnight. There’s no magic elixir.
You build a culture of authentic leader-
ship with patience and hard work. LE

Michael G. Winston has served as Global Head and Chief
Organization and Leadership Officer in five Fortune 100 cor-
porations. He helps craft strategy, structure, and culture, and
develop leaders. Visit www.businessthoughtleader.com.

ACTION: Go for the gold standard in LD.
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person who couldn’t wait to be a “sub-
ordinate?” We develop leaders at
every level.

Our times call for leaders with a
moral compass that works full time,
leaders who are healers and unifiers,
who embody the mission and live the
values, who keep the faith. Today for
leaders in all three sectors, the great
challenge is leading change.

This is a shared leadership impera-
tive for we are on a journey to trans-
formation and you and I are called to
serve.

I spend a third of my time with cor-
porations, a third with social sector
organizations, and a third with col-
leges and universities. There has never
been one disappointing moment.

I quote Peter Drucker at some point

to the leaders of different institutions I
meet each week: “All companies, orga-
nizations share the responsibility for
the whole community.”

A third great imperative that spells
excellence is building collaboration,
alliances, partnerships. Look around.
Human needs, health needs, are esca-
lating rapidly. Traditional resources are
diminishing even more rapidly. And
social needs are not only escalating,
but there are disturbing new develop-
ments challenging all of us who care
about children, families, community.

We learn that 30 percent of all stu-
dents in the USA will not receive a
high school diploma; 50 percent of all
minority students will not receive a
high school diploma; 70 percent of all
poverty level students—no high
school diploma.

The question for all citizens, corpo-
rations, organizations—how can we
sustain the democracy if we do not

Our Leadership Challenge

AS WE HURTLE INTO
the future, in this

crucible of massive
change, there is not time to negotiate
with nostalgia for outmoded, irrele-
vant policies, practices, procedures,
and assumptions. Today, all of us face
four new leadership imperatives in this
age of change and discontinuity.

Our first leadership challenge is to
challenge the gospel of the status quo
—the practices, procedures, assump-
tions of the past—and keep only those
21st century strategies, policies, prac-
tices that will be relevant in the
future—relevant to those we lead,
those we serve, those we care for in
the new world we will build.

We must have the courage to prac-
tice planned abandonment. Planned
abandonment means keeping mission,
values, and vision, the soul of the
organization, centered and aligned as
we slough off the vestiges of the past
that spell irrelevance in the future.

We must get our house in order.
This means exercising tough discipline
in moving innovation enterprise-wide. 

The second great leadership impera-
tive is to develop today, the leaders of
the future—leaders of change, to lead
organizations of change. The chal-
lenge is to develop today leaders of
change, leaders of the future.

Our books The Leader of the Future
includes several great thought leaders,
allowing leaders in all three sectors to
find new answers to new questions
posed in our changing times. Across
the sectors, there are common ques-
tions, common challenges, and a call
for principled leadership.

Leading for change calls our coun-
try, and countries around the world,
for effective, ethical leaders in every
sector at every level of every enterprise:
not a leader, not the leader, but many
leaders dispersing the responsibilities
of leadership across the organization.

Dispersed leadership is the leader-
ship of the future. Gone is the old
hierarchy with our people in boxes,
up/down, top/bottom, superior/sub-
ordinate. Have you ever met a young

educate all of our children?
William Butler Yeats wrote, “educa-

tion is not the filling of a pail but the
lighting of a fire.” You and I are called
to light that fire.

The day of the partnership is here.
A passionate focus of the Leader to

Leader Institute and a common leader-
ship imperative is to encourage the
leaders of the future, to see beyond the
walls of the organizations, the govern-
ment agency, the corporation, the foun-
dation and find partnerships and
alliances to address critical issues, criti-
cal needs, as equal partners, in this
great leadership imperative of building
collaboration, alliances—leading
beyond the walls.

If you and I share a vision that
shimmers far in the distance, and our
vision of the future is a country of
healthy children, strong families, good
schools, decent housing, safe neighbor-
hoods, work that dignifies, all
embraced by the diverse, cohesive,
inclusive community that cares about
all of its people, then leaders of the
future must move beyond the walls
and build the healthy community as
energetically as they built the organiza-
tion, institution, the corporation, the
enterprise within the walls.

Principled corporate leaders tell me
that corporate enlightened self-interest
indicates that there is no hope for a
productive enterprise within the walls,
if the community outside the walls
cannot provide the healthy, energetic,
competitive, motivated work force so
essential to future organizations.

So today we find there is a new
openness among the best managed,
best led corporations to forming part-
nerships with social sector organiza-
tions that address critical needs—and a
new openness to encouraging their
own people to volunteer, to build com-
munity—with the common bottom
line—changing lives.

And in this service, the people of
the corporation find new meaning, as
they move, “from success to signifi-
cance,” as Peter Drucker would say.

The fourth great imperative is to
build the richly diverse enterprise,
today, if we are to be viable, relevant,
even present 10 years from now.

Providing equal access is a leader-
ship imperative essential to achieving
significance in the new century.
Leaders in all three sectors must send a
clear and powerful message—that our
goal is to provide equal access to
opportunity for growth, learning,
development, and participation to
workers, students, men, and women in

by Frances Hesselbein
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drive behaviors. Bad structures create bad
behaviors; good structures produce good
behaviors; the same structure produce the
same behaviors. Cutting costs on the same
structure will produce the worst behaviors.
The key? Don’t focus on cost-cutting.
Instead, focus on reinventing your
enterprise around your customers—
costs and revenues will then take care
of themselves. Helping your customers
reduce costs and be successful will
help your company succeed.

Reinvention will be most successful
when it directs your employees to take
care of your customers in five ways: 1)
integrate your intellectual property
and product-service menu with cus-
tomers’ goals; 2) make your sales and
relationship management more pro-
ductive for your customers; 3) link
delivery capability to your product-
service menu to create a clear connec-
tion between what your customers are
buying and what you’re selling and
delivering; 4) integrate your employ-
ees and your client’s employees to be
more interdependent, innovative, and
productive; and 5) be a pleasure to do
business with from a systems perspec-
tive (if your systems aren’t transpar-

ent, customers will notice
your weaknesses instead
of your strengths).

From the fables of the
goose that laid the golden
eggs and the tortoise and the
hare, we learn that you can
kill the source of your
wealth by acting improp-
erly and that slow and
steady often wins the race. 

The thinking and prac-
tices that got us to where we are today
—in many cases—are working against
us. We have two choices. We can try to
do the same old things cheaper—or do
new things differently. Yet, we need to
be careful. The goose is fragile—belt
tightening, or mortgaging, its future
can kill it. And, like the hare, we must-
n’t think that we can’t lose—we can.
And, to avoid the one-hoss shay, we
need to systematically make difficult
choices to change our businesses.

Thinking, acting, and managing dif-
ferently can be done. By building upon
the scientific management practices
and principles—and moving forward
with the next generation of manage-
ment based on Drucker’s knowledge
work productivity—we can reinvent our
enterprises and our society. LE

Jack Bergstrand is CEO of Brand Velocity, author of Reinvent
Your Enterprise and creator of Strategic Profiling. Visit
www.brandvelocity.com or jb@brandvelocity.com.

ACTION: Reinvent your enterprise to compete.

IN HIS POEM, THE ONE-
Hoss Shay, Oliver Wen-

dell Holmes describes a
buggy that was so well designed, it
needed no repairs for more than 100
years. Then, the buggy collapsed in a
worthless heap in an instant—not
because it wasn’t well designed but
because it never changed with time.

Many organizations are going from
apparent success to real failure—almost
overnight—because the management
practices and business model that made
them successful ultimately failed them.
They cut costs to improve efficiency
(restructuring), but didn’t change their
business model to improve productivi-
ty with customers (reinvention).

Reinvention goes beyond cost-cutting.
Cutting costs can put companies into a
slow death spiral by dam-
aging stakeholder relation-
ships—the revenue and
profit source of business. It
starves the future and keeps
ties with obsolete practices.

Reinventing enterprises
requires a model change.
As Peter Drucker noted,
this requires: 1) making
your enterprise more effec-
tive; 2) identifying and
realizing its potential; and 3) creating a
different enterprise for a different future.

The nature of work has changed—
and the nature of managing it needs to
change. Managing knowledge work
and workers requires reinventing busi-
ness models to systematically elimi-
nate currently unimportant activities.
Continually shifting resources from
less productive to more productive
areas requires continuous actions and
results in: implementing successful
new capabilities, improving and
expanding successful capabilities, and
stopping things that are unsuccessful.

Many companies fail to compete
after their cost-cutting spirals, and hit
a knowledge worker productivity wall.
Drucker warned of this, repeatedly
saying that a better management sys-
tem is required. In 2009, knowledge
worker productivity is imperative.

Managing knowledge work productivity
requires more emphasis on structure to

Reinventing Enterprise
The hoss, the goose, and the tortoise.

by Jack Bergstrand

CHANGE REINVENTIONmanagement, governance, our cus-
tomers from all segments of our coun-
try’s increasingly diverse population.

This is not a message or a function
that can be delegated. The only way it
works is for a vibrant message of equal
access in a richly diverse organization,
with civility and good manners in the
execution, to come directly from the
leadership—leading from the front—
not pushing from the rear, on this
imperative.

Inspired by rapidly changing demo-
graphics, we should ask ourselves: Are
we building today, the richly diverse
organization that reflects the commu-
nity, the nation, with rich representa-
tion across the enterprise at every level?

We must ask ourselves, “when they
look at us, can they find themselves?”
On our boards, our staff, the work
force, visuals. When our answer is a
resounding “yes,” we are the organiza-
tion of the future.

We have been talking about the
power of mission, values, change,
diversity, inclusion, collaboration, all
about leadership. I define leadership
as—”leadership is a matter of how to
be, not how to do.”

If we are to succeed as leaders we
will manage for the mission, manage
for innovation, manage for diversity
and for leaders leading for change—
for the greater good—Peter Drucker’s
definition of innovation: “change that
creates a new dimension of perfor-
mance” is very powerful. We may
have some members in our own orga-
nization who will resist change—but
who could resist “a new dimension of
performance?”

KKeeeepp  tthhee  FFaaiitthh
Long ago, early in another century,

George Bernard Shaw left a message
for you and me. “I am of the opinion
that my life belongs to the community
and as long as I live it is my privilege
to do for it whatever I can. I want to be
thoroughly used up when I die, for the
harder I work the more I live. Life is
no ‘brief candle’ for me. It is a sort of
splendid torch which I have got hold
of for a short moment, handing it on to
future generations.”

Ten years from now when the histo-
ry of your own work is being written,
may they write of you: “For a little
while they held a splendid torch. The
future called, they responded, they
kept the faith.” LE

Frances Hesselbein is Chairman of the Board of Governors of
the Leader to Leader Institute and author of Hesselbein on
Leadership. Visit www.leadertoleader.org.

ACTION: Step up to the challenge.
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of those has its own pros and cons. So,
she encourages others to think of alter-
natives and to remain open to others’
ideas. Over time, Ingrid becomes a
first-rate consensus builder. Her bosses,
however, wish that she’d focus more
on time and productivity, although
they recognize that turnover and con-
flict in Ingrid’s unit are lower.

Frank has a flexible and social style.
He is outgoing and affable. He seems
to get along with everyone and spends
time circulating among people. Frank
doesn’t stand on protocol. He seems to
do different things in different ways.
In fact, he doesn’t seem to care how
things get done as long as they get
done. When recent events brought
changes in personnel and procedures,
Frank and his unit seemed to take the

changes in stride. Still, his superiors
doubted whether he could be tough-
minded enough to handle conflicts
and develop and follow a detailed
plan. The latter was the more serious
issue, as his boss felt that Frank was a
bit vague about details and the exact
status of things in his unit.

Which of these fast-trackers most
successfully gets out of the starting
gate? As you might guess, Delilah
wins this leg of the race, with her effi-
ciency and productivity. Harry comes
in second with his tough-minded and
focused approach. Frank and Ingrid,
are seen as “needing development.” 

TThhee  RRaaccee  NNaarrrroowwss
Five years later, however, these four

individuals are now managers hoping
to be promoted to directors. Delilah’s
once sterling reputation has become a
bit tarnished. She still gets things
done, but often at a cost. Her decisive
way of dealing with people has taken

Lens of Success

IMAGINE A GROWING COMPANY IMPLE-
menting an aggressive recruitment

strategy out of a long-term need for
high-impact leaders and a deep con-
cern for the shortage of available tal-
ent. The company hires four top MBA
graduates to become new first-line
supervisors, each with strong grades
and comparable IQ scores and subject
matter knowledge—but also with dif-
ferent approaches to leadership. Each
is hired on as fast-track talent intend-
ed to rise toward leadership positions.

TThhee  MMaarraatthhoonn  RRaaccee  BBeeggiinnss
Delilah is defined by her decisive-

ness with a focus on tasks and action.
She is a no-nonsense leader whose
motto is first things first! She keeps
things simple and focuses on essen-
tials. Those who report to her are clear
what she wants them to do. Over time
she is seen as a manager who never
drops the ball. In fact, she never takes
her eye off the ball. And when her
boss makes a decision, she doesn’t
waste time “second guessing” things;
she jumps in and gets things moving.

Harry thinks things through care-
fully before taking action. Consistent
with his intellectual style, he assures
that those who report to him under-
stand the “what and why” of their
work. Although he encourages them
to speak up and express their views,
Harry makes it clear that final deci-
sions are his. He also ensures that he
understands the “what and why” of
his own work, when handed decisions
by his boss. If he doesn’t understand
something, or agree with it, he may ask
questions or even challenge decisions.

Ingrid has an integrative approach
to leadership. She is a believer in team-
work. She feels that people work best
when they have a hand in making
decisions and plans. Reflecting the cre-
ative side of her integrative style, she
believes that most problems have a
variety of possible solutions, and each

its toll on relationships. When things
are vague, she seems to get rattled and
has lost her cool. Her “first things first”
approach hasn’t panned out well on
tasks that call for a more thoughtful
and analytic style. Harry, too, seems
uneasy with change and ambiguity,
and his tendency to challenge others
has strained a few relationships. On
the other hand, Frank’s star has risen a
bit, as has Ingrid’s, thought to a lesser
extent. Both are seen as comfortable
with unpredictability, and their rela-
tionships with others seem stronger
now than when working as supervi-
sors. At this point, however, none of
the four stands out as clearly superior
to the others. Delilah and Harry are
seen as the more productive two, and
Ingrid and Frank are seen as stronger
in maintaining relationships.

TThhee  LLeeaaddeerrss  ooff  tthhee  PPaacckk  CChhaarrggee
Years pass, and the four employees

all view that mid-point as young man-
agers to be defining moments in their
careers. The once promising Delilah
never caught her second wind; she fal-
tered when dealing with unpredictable
or complex assignments; Harry made
some progress, especially when deal-
ing with technical issues; but his rela-
tionships seemed strained; increasingly,
he seemed walled-off and isolated. By
now, Ingrid was seen as the go-to per-
son for complex assignments, particu-
larly during cross-functional conflicts
and tensions. But it was Frank who
emerged as the one with the highest
potential. He seemed most adept at
handling very different kinds of
assignments. His relationships thrived,
and he had learned to articulate clear
goals and objectives without giving up
the capacity to adapt plans to changing
circumstances. He’d also learned to
stay sufficiently informed on operating
details to eliminate any concern that he
might be out of touch. In fact, one of
Frank’s most impressive strengths was
his uncanny capacity to see and adapt
to changing situations. A consensus
emerged among senior executives that
Frank represented the kind of agile
leader and decision-maker the compa-
ny needed most among its top leaders.

The stories of Delilah, Frank, Harry
and Ingrid are all too familiar in top
talent-concerned organizations. Our
research suggests that as individuals
who are more highly compensated
than their peers progress from supervi-
sors to senior executives, they follow a
predictable path. At this early stage,
decisiveness trumps hierarchic, inte-
grative and flexible decision-making
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but don’t let go of your values, even
when you’re hungry—they’ll keep
your soul (and organization) alive.

2. Listen and base your actions on
the best information available—on
accepted and unaccepted truths and
insights. Listen more—inside and out-
side your company—when trying to
figure out your best next steps. Even in
hard times, there are pockets of success
in your organization and industry. The
more you open yourself up, the more
opportunities you’ll discover.

3. Be clear about your role, purpose,
and contribution—and do the right
things for the right reasons. Recommit
to your dreams and purpose. Don’t
worry about the personal credit, pro-
motions, glory, or financial rewards.
Let go of self-interest. With creativity
and purpose, you can focus on what
you can contribute to the organization.

4. Ensure that the right person is
making the right decisions. Resist clos-
ing ranks or micromanaging. The peo-
ple who are closest to the customers
and clients know the most about what
is going. Give them more information
than you think they need—and room
to decide, act, learn, and be creative.

5. Do your decisions and actions
build trust and show you
care? Show you care about
people. If you must make
layoffs, postpone promo-
tions, cut back benefits, or
end relationships with cer-
tain partners and suppliers,
don’t let the trust break
down. Those who remain
will observe how you treat
those who leave. Keep your

values and principles intact.
6. Take responsibility and hold your-

self accountable? Good times or bad,
nothing relieves you of the responsibil-
ity to produce the results you commit-
ted to achieve. You may miss your
plan for the year, but you must put
your house in order and move for-
ward—no blaming or finger-pointing,
only dealing with issues in a produc-
tive and positive manner.

7. Let truth be your guide. Listen to
your inner voice of confusion, loss,
hope, disappointment, or fear. Give
that voice courage, and share it. That
inner voice has a place. Honest conver-
sations keep you from being immobi-
lized and stuck in your uncertainty.
You can get through hard times when
you listen to the truth, share it, and
know that you’re not alone. LE

Howard Behar, author of It’s Not About The Coffee: Lessons In
Putting People First From A Life At Starbucks. 

ACTION: Lead your people by a set of values.

WHATEVER CHALLENGE
or goals you face,

one thing is certain: You
can’t retreat your way to success. You
need to reach toward success by honor-
ing and unleashing the spirit of the
creative people who will take you there.

In the best and worst of times, peo-
ple can inspire you, sustain and grow
the organization, and get you through.
As I’ve learned during my career and
my years at Starbucks, the easy high-
flying times don’t last. Ups and downs
are part of economic and human cycles.

But our values do last, along with the
impact of our actions. The values and
actions of putting people first—showing
you care, building trust, holding your-
self accountable, knowing who you are
and what you stand for—provide sta-
bility for people and organizations.

People are not assets—we
own assets, but not people.
Assets are buildings, trucks,
computers—things. Assets
always give us what we
expect—unless something
breaks down. People never
quite give us what we expect.
People surprise us. 

I think of a business as a
group of volunteers who lease
their creativity. When we think of our-
selves and colleagues as people—not
workers or assets—we discover a wealth
of knowledge and talent. As Studs
Terkel said: “Most of us have jobs that
are too small for our spirit.” My job as
a leader is to unleash that spirit for the
good of the organization and individ-
ual. Instead of focusing on rules and
orders, explain to people what you
expect of them. They will surprise you
and surpass your expectations. They
have the creativity, energy, and passion
to move your team forward.

SSeevveenn  TTiippss  ffoorr  LLeeaaddiinngg  iinn  HHaarrdd  TTiimmeess
To lead yourself and others in hard

times, follow these seven guidelines:
1. Be true to yourself and your values.

In difficult times, you’re more likely
lose your sense of self. Fear can take
over. Your ethics can slide. Overwork
and worry can limit your perspective.
Yes, you need to deal with the realities,

Put People First
Lead today with seven values.

by Howard Behar

PEOPLE VALUESstyles. But, at later stages, the pattern
reverses. The shift revolves around the
second level of management, where
the styles cluster and then fan out in
the reversed direction all the way up
the ladder. We dub this lens-like pat-
tern of changing styles the lens of success.

That mid-career convergence point—
the lens—is a crucial period when exec-
utives must shift their styles from
focusing on tasks to dealing with more
complex, long-range plans and deci-
sions. They must leave behind com-
mand-and-control behavior and adopt
a more interactive, give-and-take, style
that often means building consensus
around plans and decisions. The shift
is a sharp one—the style profiles do a
complete 180-degree flip from one side
of the lens to the other. Those who
negotiate the lens successfully develop
or build on the ability to read situations
and adjust their styles accordingly.

LLeeaaddeerrsshhiipp  GGrroowwtthh  aanndd  EEvvoolluuttiioonn
Aspiring executives can adjust to

their situations over time. Most of us
aren’t “one-note” individuals who can
only make decisions and contribute
value in a single manner. But, many of
us are creatures of habit who grow
comfortable with tendencies, and then
fail to notice when they aren’t serving
us or our situations well.

Change is cited by leaders as the
most challenging aspect of their jobs,
and the pressure to cope with change
will only increase; however, compla-
cency and force of habit are inadequate
excuses for lack of progress. When our
growth stalls, so do our careers.

Consider the rising star example of
evolving Eddie, who learned from his
four predecessors and began taking
decisive, action-oriented steps. As he
encountered situations with less clarity
and more complexity, he found how to
adapt his approach to give way to
more hierarchic, then integrative style
of decision-making. In dealing with
people, he morphed more to a flexible,
and engaging approach. This enabled
him to win the trust of others and to
keep others motivated and cooperative
during stressful times of change. His
ability to be learning agile, to re-consti-
tute his past to the changing needs of
the present, equipped him well to cre-
ate enduring value. LE

Kevin Cashman is Senior Partner of Korn/Ferry’s Leadership and
Talent Consulting division and author of Leadership from the
Inside Out www.leadershipfromtheinsideout.com). Email
Kevin.Cashman@KornFerry.com. Kenneth Brousseau, Ph.D., is
co-founder of Decision Dynamics, Chairman of Korn/Ferry’s
Center for the Science of Management Assessment, and co-author
of The Dynamic Decision Maker. Email kenb@decdynamics.com.

ACTION: Develop the core skills sets.
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to learn more about companies and
their products than leaders ever imag-
ined or intended. Customers can easily
research a company’s labor practices,
carbon footprint, fair trade policies,
charitable contributions, and products
by checking out blogs such as Consum-
erist or comparing notes with other
shoppers on social networking sites.

One study found that more than
half of adult Americans believe they
know more about the products and
services they shop for than the sales-
people in stores. In another, 51 percent
of respondents said that the most
trusted source of product information
was “a person like themselves.”

How does all this affect your busi-
ness? It means that you no longer fully
control your company’s image and
message—your customers do. It also
means that you can vastly and quickly
improve your image by changing your
behavior in ways that will be noticed
and appreciated. The Web empowers
customers, but also companies.

Where did today’s knowledgeable,
independent consumer come from?
Constant social interaction via cell-
phone and computer has led people to
seek advice from and offer advice to a

list of correspondents, and
share their life experiences in
blogs and instant messages.
They’re distrustful of infor-
mation from outside their
circle and avoid traditional
advertising. The new skep-
tics have their ways of
finding out what to buy and
their expectations of how
companies should behave. 

To compete today, you need a new
strategy. You may profess appealing
values, in the form of catchy, superfi-
cial slogans. But what makes inspira-
tional companies special is their
fidelity to long-expressed beliefs. They
remain true to themselves; uphold
their values in their products, services,
and actions; and are what they say they
are, at all times—they are authentic.

Authenticity is the key to nurturing
a solid customer base. You might get a
first order by fooling a customer once,
but forget any further business unless
you deliver the quality you profess to
offer. Authenticity pays. An authentic
company behaves according to its val-
ues. If you drift from your values, the
Internet’s morality police will nab you.LE

Jim Champy is head of strategy and chairman of consulting for
Perot Systems. His books include Reengineering the Corporation
and Outsmart! How to Do What Your Competitors Can’t. This
article is adapted from his latest, Inspire! Why Customers
Come Back. Visit www.jimchampy.com.

ACTION: Strive for authenticity.

Authenticity Matters

EVERY COMPANY HAS A
story—a journey

that includes where it’s
been, where it is now, and where it
wants to go. If the company is taking
an important journey, it helps to have a
map that charts the course. Strategy
tends to serves as this map, describing
how the company plans to achieve its
goals and realize its dreams. That’s
why leaders spend so much time try-
ing to create the perfect strategy. They
do in-depth analyses, bring in consul-
tants, book offsite meetings to escape
daily demands, and work long on
revisions until they feel it’s just right.

Many leaders admit that developing
strategy is easy compared to executing
strategy. Many can show you their
execution scars. They’ll tell you about
meetings for communicating strategy,
presentations designed to rally people,
measures for monitoring progress, and
high expectations for better results.
When nothing changes, they wonder,
“Why aren’t we better off? Where did
we go wrong? How can we get every-
one on board? How do we get our peo-
ple to think and act on critical issues?”

Strategy execution has the greatest
impact on success. Most leaders spend
much time perfecting a strategy, but
too little time planning its execution.
As a result, they fail to achieve their
goals and dreams. What can you do to
ensure that your strategies are execut-
ed? How can you translate aspirations
into tangible results to make all the hard
work of strategy development pay off?

HHooww  BBiigg  AArree  YYoouurr  CCaannyyoonnss??
What prevents you from executing a

strategy? How can you close the gap
between people and possibilities? It’s
usually more of a canyon. In face, two
canyons create the greatest challenges:

1. Disengagement Canyon. This rep-
resents the gap created when leaders
try to execute a strategy despite people
rather than through them. To drive
ahead regardless of whether people
are on board, leaders may try to exe-
cute their plans, but not in a way that’s
meaningful to employees—as if they
can’t see that people execute strategy.
The Disengagement Canyon is where we

Nurture your customer base.

IN SPITE OF A TOUGH
economic climate, a

few companies have
found new and better ways to inno-
vate and grow—even 15 percent a
year for the past three or more years.
I identify a set of shared traits that
explain what they are doing right:
company-wide ambition for steady
growth and stellar performance; intu-
ition valued above tradition; focus on
markets the company can serve best;
decisions driven by customer needs;
risk calmly accepted as necessity;
innovation viewed as everyone’s
business; behavior governed by cul-
ture, not imposed by rigid rules; and,
work is taken seriously but is nearly
always fun. One of these remarkable
companies is Consumerist.

Consumerist has become a power-
house. Daily, it showcases
consumer complaints. Such
entries, along with advice for
coping with laggard call cen-
ters and other failings, attract
more than 15 million visitors
a month. Consumerist is high
on the list of bookmarking
sites such as Digg.com, and
its multiple links with other
blogs spread its contents.
Many companies, including Dell and
Sprint, regularly monitor Consumerist
and quickly respond to comments
about their products and operations.

Consumerist editor Ben Popken in
his person—and on his Web site—is
a poster child for my book INSPIRE!
Why Customers Come Back. He and
Consumerist are emblematic of a
seismic shift—a basic revision, even
reversal, of buyer-seller relationships.

Customers of every age and income
watch business with doubting eyes.
The bigger and costlier an ad, the less
seriously people take it. Many mute
television commercials or, thanks to
digital video recorders, simply fast-
forward through them. Millions sit in
constant judgment of sloppy compa-
nies, as if they were jurors wearing
signs emblazoned We Won’t Be Fooled.
Accessible information abounds.

The Internet is a cornucopia of con-
sumer intelligence, enabling anyone
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Strategy Execution
Bridge the engagement gaps.
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by Jim Haudanby Jim Champy



prise forward?”
This leader wants to be seen as a

player. It is the best way to motivate
his people to think innovatively and
take risks. By showing up powerfully,
he is encouraging his people to look at
the status quo, confront the outstand-
ing issues, and take charge.

TTaakkee  FFoouurr  AAccttiioonnss
If you want to avoid the paradox of

risk, consider taking these four actions:
• Check your “stories.” Are you lead-

ing from a safety/fear mentality or
from one with a bias for action? If the
former, change your story to, “I’m
expected to lead and add value. Let’s
move forward.”
• Check your team’s “stories.” What

preconceived notions are your team
members—and those reporting to them
—holding onto? If they’re hiding in the
storm cellar, coach them to come out.
• Make it safe to take risks. Obvious-

ly, you don’t want to stroke someone
for blowing up the family farm. But, if
people take a sensible risk and fail,
debriefing is better than berating.
• Create high-performance teams. This

is the best way to extricate you from
the risk paradox. It’s easier
to be rational about taking
risks when peers provide
one another with feedback,
hold one another account-
able, and think beyond
silos. Open discussion and
the free flow of informa-
tion mitigate risk.

Crisis is a defining
moment for leaders. The
media drumbeat of eco-

nomic bad news gets louder. No doubt
much of it is true. But you hold the
key to the paradox of risk. It’s your
choice to either hunker down or take
bold action. There’s a world out there.
Go get it. LE

Howard M. Guttman is principal of Guttman Development
Strategies, and author of Great Business Teams (Wiley). Visit
www.greatbusinessteams.com.

ACTION: .

SEVERAL NEWS COM-
mentators have used

the phrase paradox of
thrift to describe consumer behavior
during the current downturn. Rather
than heading to the malls, consumers
are running to banks to make deposits.
The paradox: by conserving their
assets until rainy days pass, they are
prolonging the downpour.

There is a parallel phenomenon in
the corporate word. Let’s call it the
paradox of risk. In today’s slash-and-
burn environment, people tend to
head for the storm cellar to ride out
events. They avoid risk, don’t press the
envelope, hesitate to challenge peers
or—heaven forbid—the leader. Better
to play it safe. Stay in your comfort
zone. There’s a pervasive sense of what-
am-I-to-do powerlessness in
an economic tsunami.

But it’s difficult to build
a vibrant, successful orga-
nization on fear. The
greater the risk aversion,
the more likely you’ll
remain in the storm cellar,
and the more likely there
will not be much left when
you emerge.

Powerful leadership is
the best antidote to fear. During times
of turmoil, high-performance leaders
are “no-fear” models. They think of
themselves as warriors who ask them-
selves and those around them, “How
do we exercise power over, rather than
become victims of, circumstance?”

CCaassee  iinn  PPooiinntt
We are working with a senior leader

who assumed the top position over a
multi-billion-dollar division of a con-
sumer goods company. The company,
including this leader’s division, has
been reorganized. He is a true warrior,
and despite tough times—or, rather,
because of them—he is not just pad-
dling through the status quo. He is
carefully considering what needs to
change in his unit, treating it as a
blank slate, and asking himself and
members of his team: “If we were to
improve operations, what would it
look like? What will move the enter-

Paradox of Risk
Crisis is a defining moment.

by Howard M. Guttman

LEADERSHIP RISKfind many people who don’t under-
stand the strategy, aren’t vested in
bringing it to life, and don’t see the
importance of their roles in executing it.

I enjoy the wit of Yogi Berra: “If you
see a fork in the road, take it” and “The
future ain’t what it used to be.” Another
one-liner is at the heart of executing
strategy: “People will tolerate the con-
clusions of their leaders, but they will
act on their own.” We want to solve our
own problems. And we don’t want to exe-
cute someone else’s conclusions. Bridging
this canyon is done by connecting peo-
ple to the strategic questions of the busi-
ness and inviting them to make the answers
and actions their own. To be engaged,
we must be asked to consider, contrast,
and think about solving the puzzles of
the business—not simply executing
somebody else’s answers.

2. Disconnection Canyon. This can-
yon is formed by the failure to create a
process that clearly outlines how the
strategy will be executed and connects
the people to each other in that execu-
tion. This illustrates that, without a
process, even people who understand
and embrace a strategy can’t achieve
the intended results alone.

BBuuiillddiinngg  BBrriiddggeess  wwiitthh  aa  PPrroocceessss
Leaders need to define and commu-

nicate a common mental model for the
strategy, presenting it as a shared picture
that means the same thing to everyone.

This is tough for four reasons. First,
words are inadequate conveyors of
meaning. It’s challenging to define
operational excellence, customer delight,
brand differentiating, and organic growth
in a way people understand. Second,
managers have to receive and send
strategic information at the same time.
They must interpret the meaning of the
strategy and translate it for those they
lead in a way that’s relevant to them.
Third, individual contributors must see
the common mental model and have
their managers translate it into what
they’ll have to do (and do differently).
Fourth, people need to practice the new
skills and behaviors necessary to exe-
cute strategy in way that is safe; their
“failures” must be designed to build
new muscle, not jeopardize their future.

Two things are missing in strategy
execution: 1) to be engaged, people
need to think about their strategic puz-
zles; and 2) they must be linked in a
process that spells out the roles of
leaders, managers, and individual con-
tributors in executing that strategy. LE
Jim Haudan is CEO of Root Learning and author of The Art of
Engagement: Bridging the Gap Between People and
Possibilities, was recently published by McGraw-Hill.

ACTION: Bridge these Grand Canyon gaps.
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rapid delivery times. Leaders were
process engineers who redesigned core
people processes using process reengi-
neering, Six Sigma, and time-based
competition. They tore down silos,
reduced headcount, and increased
transaction throughput. They focused
on best practices and created new best
practices—doing something a little
better, more efficiently, and faster.

Now comes The Smart Company. In
a knowledge economy, the core source
of sustainable advantage is creating
and capturing an Invisible Edge—an
innovation process that moves from
creating intellectual assets to convert-
ing them into intellectual property and
monetizing that stock of property as
intellectual capital. Sustaining this
Edge requires new leadership skills.

For example A.G. Lafley’s
predecessor as CEO of P&G
was Durk Jager, a hard-
charging engineer who
combined Cheap and Fast
Company skills. But Jager
pushed the company faster
to the brink of ruin. His
approach to innovation was
insular and resource- inten-
sive; as revenues rose, so
did costs—profits crashed, and so did
the stock price. Jager saw innovation
as a linear process to be engineered.
Lafley saw P&G’s role as the coordina-
tor of an advantaged network.

Lafley opened P&G’s patent portfo-
lio to licensing—even to competitors.
Each time a competitor sold a product,
P&G got a cut. This locked in a price
advantage for P&G products. 

Lafley’s new Connect and Develop
approach delivered impressive results:
Even while slashing R&D spending,
he increased R&D productivity by 50
percent and doubled the success rate of
new products; the stock price recovered,
and P&G regained its spot among
Fortune’s “Most Admired Companies.”

SSiixx  NNeeww  SSkkiillll  SSeettss  ffoorr  SSmmaarrtt  CCEEOOss
Gaining a sustainable edge today

carries six new demands:
1. Product Literacy: Understanding

the specific innovation in your business.
Owning your differentiators requires
knowing what makes you different or
unique—and worth a premium to cus-
tomers. The CEO has to see how and

Smart Companies
where the unique value is being creat-
ed (intellectual assets), control those
value drivers through ownership (intel-
lectual property), and leverage that own-
ership into market share, premium
prices, and profits (intellectual capital).

2. Market Literacy: Understanding
where your innovations fit in the mar-
ket. Smart CEOs know where their
companies and innovations rank in the
market. They ask: Are we leading or
following the innovations of others?
What investments are needed to own
the next wave of innovations and
secure advantage? Once the drivers of
advantage are identified and mapped,
the CEO can devise a strategy. Some
innovations can be built, others
bought, and some shared.

3. Zooming: Mental agility to navi-
gate vast knowledge. Users of web-based
map sites can “zoom” in and out.
Smart Company CEOs who know how
to “zoom” can see all the contours of
the innovation landscape. But they
need to zoom through multiple levels
of information with speed and agili-

ty—within their organiza-
tions, within collaborative
networks, and across the
competitive landscape.

4. Control vs. collabora-
tion: Striking a balance
between independence and
collaboration. It takes pru-
dence to know when going
it alone makes sense, and
when the company needs

inputs it can’t control to deliver the
winning customer experience. 

5. Simplicity vs. connectivity: Manag-
ing complex networks and knowing
when to blow them up. Collaboration
can be a boon to innovation, but net-
works must be managed deftly. Own-
ership rights can be so convoluted or
overlapping that they inhibit progress.
Complexities in product architecture
can create burdens on customers or
limit innovation. Smart CEOs know
when to encourage connectivity and
complexity, and when to simplify it.

6. Leadership Development: Training
the next generation of Smart Company
leaders. Emerging leaders need training
in all of these skills, plus a grounding
in intellectual property: How to build
it, manage it, defend it and monetize it.

Great leaders create Smart Companies
and make them great. LE

Mark Blaxill and Ralph Eckardt are managing partners of 3LP
Advisors, an investment advisory firm. Blaxill is a former SVP of
The Boston Consulting Group (BCG). Eckardt is former head of
BCG’s Intellectual Property strategy practice. They’re coauthors
of The Invisible Edge (Portfolio). www.the-invisible-edge.com.

ACTION: Master core innovation processes.
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LEADERSHIP SMART

T h e i r  l e a d e r s  h a v e  n e w  s k i l l s .

by Mark Blaxill and Ralph Eckardt

WHAT MAKES A GREAT LEADER? THE
answer to that question has

changed over the years, and it is about
to change again—dramatically.

Tomorrow’s great leaders need to
master the core innovation process:
creating intellectual assets, converting
them to intellectual property, and mon-
etizing the accumulated intellectual
capital. These skills have traditionally
been absent from the C-Suite, but this
situation must stop. Today, these skills
are the sole source of competitive
advantage. The old sources are largely
gone: scale can be bought or rented,
and process efficiency can be copied.

Sustainable competitive advantage
is about what makes you different;
what customers will pay a premium
for; and what your competition cov-
ets. In our knowledge-based world,
success boils down to knowing—and
owning—those things that make you
different and managing them effective-
ly to maximize their economic value.

Companies that excel at this are
“smart,” and they require leaders who
master the intellectual imperatives
that drive innovation. Executives
without the vision and skill set to
meet these new demands will falter,
and their companies will fall behind.

EEvvoolluuttiioonn  ooff  BBuussiinneessss  SSttrraatteeggyy
First there was The Cheap Company.

Here, success revolved around low-cost
production and dominance of mass markets.
Winners had low production cost in an
era of scale economics and learning curves
where companies competed with huge
fixed-asset investments and produc-
tion capacity commitments. Cheap
companies were large-scale behemoths
with hard-nosed managers—cost-cut-
ters who drove large volumes and man-
aged large investments in fixed assets.

Next came The Fast Company. With
IT advances, success was driven by pro-
cess economics—quality processes, ex-
cellent service, customer loyalty, and



One former CEO pointed out that
while a CEO may support the internal
successor, the board may be enamored
with the “glamour” of a proven exter-
nal candidate. One challenge of the
departing CEO is to manage the egos
of board members who may find the
internal candidate less exciting and
who like to hang out with other
famous leaders from the outside.

I’m not suggesting that companies
should always hire internal candi-
dates—in many cases (such as IBM),
external CEOs have made a
huge positive difference. I
am suggesting that external
CEOs come with extremely
high risk and that you
should develop an internal
successor if at all possible.

FFoouurr  SSuucccceessssiioonn  TTiippss
Many executives tell me

that succession planning (SP)
“feels like a waste of time” and yet
they acknowledge a lack of bench
strength. They’re worried that they
lack sufficient “ready now” candidates
to replace planned and unplanned losses
of key leaders. As a result, the continu-
ity and performance of the business
are at risk. These same executives also
say that they’ve been doing succession
planning for years and yet their SP
process—or execution of succession
plans—is poor. When I discussed these
challenges with my friend Jim Moore,
former CLO of three companies, we
came up with four ways for making
leadership succession more effective.

1. Change the name of the process to
from Succession Planning to Succession
Development. Plans do not develop
anyone—only development experi-
ences develop people. Many compa-
nies put more effort and attention into
the planning process than they do into
the development process. Succession
planning processes have lots of to-do’s
— forms, charts, meetings, due dates
and checklists. They sometimes create
a false sense that the planning process
is an end in itself rather than a precur-
sor to real development. Your execu-
tion will be as impressive as your
planning if you focus on development.

2. Measure outcomes, not process.
Executives pay attention to what gets

Internal Successors

DEVELOPING A GREAT
successor is a great

achievement for any
leader, but should you develop an in-
ternal or an external successor? There
are many reasons, both personal and
professional, to invest in developing
successors from internal candidates.

First, if you hire someone from out-
side, the board will expect a “name
brand” leader who has a proven track
record of success. There aren’t that
many out there! To hire such an exec-
utive, you’ll have to pay a tone of
money and provide an expensive
golden parachute if things don’t work
out. Several recent disaster stories
(including Home Depot and Hewlett
Packard) show exactly how much
such failure can cost the company. The
main damage, however, is not the
amount of money spent—it is the
damaged reputation. CEOs from the
outside who fail—and then get mil-
lions of dollars for getting fired—pro-
vide very negative stories for the press
that can lead to long-term PR damage.

While the damage done by a failed
external CEO is bad outside the com-
pany, it is even worse inside. When
leaders fail, employees are often dis-
missed and resources cut. It’s hard to
explain to 26-year veteran employees
why they have to take less so a failed
externally hired CEO can get more.

It’s a disaster when a name-brand
CEO, newly hired from outside, fails.
The board looks like idiots who have
only embarrassed the company and
wasted money. This sad drama only
reinforces the perception that CEOs
are overpaid and board members are
ultimately looking for their own inter-
ests—not the interests of the company.

And if you are the soon-to-be for-
mer CEO who is part of the selection
process, your own reputation goes
down with that of the company. This
is not the legacy you want to leave.

No research shows that external
CEOs are superior to internal CEOs in
producing long-term returns. While
they bring an external perspective,
they don’t know the internal work-
ings of the company and industry.

measured and what gets rewarded. If
leadership development is not enough
of a priority for the company to estab-
lish goals and track progress against
those goals, it will be difficult to make
any succession planning process work.
The act of engaging with senior execu-
tives to establish these goals will build
support for succession planning and
ownership for leadership development.
And, these results will guide future
efforts and mid-course corrections. The
metrics a company could establish for
Succession Development might include
goals like the percent of executive level
vacancies that are filled with an inter-
nal promotion vs. an external hire, or
the percent of promotions that come
from the high-potential pool. Often,
companies measure only the percent
of managers who had completed suc-

cession plans in place.
3. Keep it simple. Com-

panies often add complex
assessment criteria to the
SP process in an effort to
improve the quality of the
assessment. Some criteria
are challenging for behav-
ioral scientists to assess,
much less the average line
manager. Since the plan-

ning process is only a precursor to focus
the development, it doesn’t need to be
perfect. Sophisticated assessments can
administered by a competent coach.

4. Stay realistic. Succession plans
often lack realism. Note two examples:
• The head of engineering is a high

performer who has the potential to be
COO. If she had sales experience, she’d
be even more ready. So, her develop-
ment plan includes a move to be head
of sales. However, the company would
never risk putting someone without
sales experience in the top sales job. 
• The CFO is a high performer who

has passed all the criteria to be a high-
potential, ready-now candidate for the
CEO job. He is told he is the top candi-
date. However, the CEO can’t stand
him; hence, he’ll never get the job.

When development plans and suc-
cession charts are communicated as
promises, they lead to frustration. So,
don’t jerk around high-performers
with unrealistic expectations. Only
give the promise of succession if there
is a realistic chance of its happening!

These four suggestions help shift
your focus from planning to develop-
ment—and achieve bench strength. LE

Marshall Goldsmith is a world authority in helping successful
leaders achieve positive, measurable change in behavior, is the
author of Succession: Are You Ready? and What Got You Here
Won’t Get You There. Visit MarshallGoldsmithLibrary.com.

ACTION: Create a realistic succession plan.

by Marshall Goldsmith
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excuses. If she sees herself as an inno-
cent victim, she washes her hands of
all responsibility and blames others.

If people strive for acknowledgment
and attention and receive both through
their announcements and excuses, why
should they work for anything more? 

FFoouurr  RRuulleess  ttoo  LLiivvee  BByy
If you’re ready to focus more on

“doing” and less on “announcing,”
here are four simple rules to live by:

1. Be a person of action—Just do it,
don’t announce it. Never announce a
goal unless you must in order to achieve
it. Ask, “Is this necessary because
other people need the information, or
am I looking for an endorsement?” If
the latter applies, keep it to yourself
and put your first task into action.
When you bring in results, you’ll be
perceived as a person of action and have
the respect of peers and managers. 

2. Never back—always forward.
Every excuse is a justification. Every
time you blame someone or something
else, you admit you didn’t have power
over circumstances. Explain why some-
thing didn’t work as announced.
Always keep in mind how you will
achieve the announcement; this way

you don’t have to explain
why it didn’t work, but what
you can change to make it
work. Don’t make excuses
for the past, but think “for-
ward” and do it!

3. Demand and reward
actions, not announcements.
To hold yourself and others
accountable, never give
praise for an announcement.

Do not compliment before achieve-
ment, and don’t agree or nod your
head in approval. Praising people for
announcements sets a negative stan-
dard. Give recognition for actual
accomplishments. 

4. Ignore excuses, force solutions. Ig-
nore excuses. Don’t listen when some-
one tells you, “I just want to explain…”
Simply say, “ I don’t want to know
why something didn’t work. I only
want to know how you will make it work.
Tell me how you’ll do it in the future.”
People of action lead better lives! 

By following these four rules, you
will be surrounded by goal-oriented
people, which will make you and your
team more efficient and successful.

When people aren’t held account-
able, productivity suffers: There is too
much talk and not enough action. LE

Eric Adler is a mastercoach in communication, motivation and
mental training. Visit www.asc12.com or e-mail adler@asc12.com.

ACTION: Be seen as a person of action.

All Talk, No Action

SOCRATES SOUGHT TO
define key terms

before having a debate.
How productive can a debate be, after
all, if terms are not agreed upon? 

In training leaders, I’ve given much
thought to definitions of leader and
leadership. Given the number of defini-
tions out there, it’s high time for debate.

Here are a few debatable definitions:
• The only definition of a leader is some-

one who has followers—Peter Drucker.
To have followers is a low threshold.
Cults have followers, as do NFL teams
and pop stars. Leaders should aspire
to greater heights. 
• Leadership is the art of getting someone

to do something you want done because he
wants to do it—Dwight D. Eisenhower.
This definition comes closer to what
exceptional leaders do, but getting
implies manipulation. The chance may
exist for everyone to contribute mean-
ingfully, but there’s no guarantee that
inspiration or vision will be valued.
• Leadership is a process whereby an

individual influences a group to achieve a
common goal—Peter Northouse. A com-
mon goal suggests that everyone can
contribute to the vision. Process is
vague, but Northouse recognizes that
leadership is a process that harnesses
the best thinking of people—no matter
their age, job title, or experience—by
appealing to their needs and desires. 
• Leaders ought to build a legion of

thinkers, not automatons—John Searle.
In the Chinese Room Argument, Searle
argues that a computer that processes
and produces Chinese symbols so well
that it can engage a Chinese speaker in
conversation doesn’t mean that the
computer understands Chinese. It is
simply following a devised program.
He adds that people who run the same
program manually are similarly lack-
ing in understanding. They don’t
know Chinese. They only know how
to follow the computer program. 

As a leader, do you want coworkers
who simply follow scripts? They won't
feel inspired or authorized to employ
their own vision or creativity. They
may not even understand what they
are trying to achieve, or how they fit
into your vision. When they tell others

Be a person of achievement.

AT WORK, PEOPLE
strive for attention.

While they seek posi-
tive attention first—such as acknowl-
edgment, praise, admiration, and
love—if they don’t get it, they may
strive for negative attention—such as
criticism, mockery, and contradiction. 

AAcckknnoowwlleeddggmmeenntt  ffoorr  AAnnnnoouunncceemmeenntt
People may seek praise by making

announcements. When they announce
their goals, they are seeking acknowl-
edgment for their intentions.
• In a social gathering, a colleague

announces: “My goal is to climb the
ladder. I’ll work hard to move into a
management role.” Some co-workers
will pat him on the back and say, “I
think that’s great!” The person
receives praise for his intentions, not
his actions. Receiving atten-
tion and recognition for an
announcement is flattering. 
• In a sales meeting, the

manager wants to know how
many leads are likely to con-
vert to sales next quarter.
People overestimate their
conversion rates because the
higher they shoot, the more
recognition they receive.
Again, acknowledgment is given for
the announcements or intentions.

Once people receive positive recog-
nition through their announcements,
they rarely follow through. After all,
why would someone work toward
his announcement if he has already
received positive praise and attention?

AAtttteennttiioonn  ffoorr  EExxccuusseess
When announced goals aren’t met,

management will seek an explanation.
Excuses are the common solution, and
more excuses lead to more announce-
ments, which will result in attention,
praise, and acknowledgement.
• If someone complains she couldn’t

complete her project because she is
stressed, her managers and co-work-
ers may feel sorry her, offering her
advice to help get her life under con-
trol. Now, the person who should be
accepting the consequences of failure
is receiving attention for making
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Defining Leadership
Why ask what for Gen X or Y.

LEADERSHIP ACTION LEADERSHIP DEFINITION

by Gary Cohen by Eric Adler



health and vibrancy, as employees
challenge each other and the status
quo. A vibrant company is growing
and taking on new challenges.
Conflicts, when not allowed to rise to
the surface, worsen and expand into
larger emergencies that can become
ultimately destructive. 
• Going on the defensive. When these

symptoms go unnoticed, unaware
leaders suddenly find themselves
scratching their heads and trying to
inspire companies that are constantly
on the defensive rather than the offen-
sive. A strategy of growth has van-
ished and left behind a fear of change.
Employees then see the company as a
threat and possible villain, working
against the very organization that is
supposed to nurture their abilities and
deepen their commitment to customers.
• Bleeding customers. At this stage,

customers sense these changes and
start falling away in greater numbers.
This becomes obvious when valued
customers who are expected never to
leave decide to walk away. Having
had their loyalty taken for granted and
devalued, they take their business else-
where, leaving dumbfounded execu-

tives and employees
scrambling to understand
what went wrong. 

As a leader, you don’t
want things to go this far.
You must recognize the
symptoms early, take them
seriously, and begin at the
beginning: your company
may be slipping away from
its purpose. Getting back
on its track means asking

the key question: are we creating value?
To whom? These symptoms may be
telling you to redefine yourselves—
and time is of the essence.

Companies that bounce back and
achieve great things notice early when
things are off track, see the energy of
their employees as a trusted sign that
portends problems, and question the
biggest thing of all: Is our value to the
customer what it used to be?

All is not lost if you have a diagno-
sis of dysfunction but the best medi-
cine is to stay alert and awake to the
signs. Employee behaviors will show
early symptoms, and no company can
afford to take a sick day, because the
customer won’t have the patience to sit
at your bedside and hold your hand
while the illness only progresses. LE

Cathy Sunshine is principal of Sunshine Consultancy, helping
establish resiliency, set strategies and sustain growth. Visit
www.sunshineconsultancy.com.

ACTION: Develop and display your resiliency.

LEADERS TODAY MUST BE
vigilant in surveying

their companies for sym-
ptoms of dysfunctional illnesses, since
these could infect and destroy them. 

The signs of inflammation in the
workforce are often subtle and hard to
detect. A careful examination process
requires x-ray vision to see if the first
signs of dysfunction. These symptoms
may seem harmless at first, but can
become a full-blown disease. 
• Deferral of decision-making means

that decisions aren’t being made or, if
made, they must be thought and re-
thought before any action can be taken.
The lack of forward movement can be
invisible at first, but eventually becomes
a crippling malady from which the
company can never catch up.
• Apathy, if not picked up

early, can spread through-
out the workplace, leaving
a stuck-in-place feeling.
Apathy is a symptom that
must be immediately and
firmly addressed. If not, a
lack of direction and sense
of carelessness will infect
employees who are merely
hanging on to their jobs
and neglecting their work.
Not contributing and thus negatively
influencing the culture, these once-val-
ued workers allow their roles to ulti-
mately calcify and become irrelevant.
• Circling the wagons occurs when the

usual and customary rate of turnover
stalls. If that process is grinding to a
halt, it might be time to examine who
is staying on and why. Hangers-on
inevitably bring about an uncommu-
nicative and unproductive silo culture
because they become increasingly ter-
ritorial and resistant to change. As they
struggling to maintain their small turf
and refuse to step outside to interact
with others, cooperation and contribu-
tion are soon sacrificed. Meaningful
dialogue becomes stifled, and the
sense of apathy grows deeper.
• Triangulation next appears, and

when the blame for lack of results
becomes constant, it is a sure sign of
distress. Constructive argument lead-
ing to better results can be the sign of

Corporate Dysfunction
Diagnose the symptoms and signs.

by Cathy Sunshine

LEADERSHIP SYMPTOMS(not if) about how their skills are being
wasted, your organization suffers—no
matter how strong your vision is. 

Members of Gen Y want to under-
stand and contribute to the direction.
Sure, material success is important to
them, but not at the expense of the
environment and the health and safety
of people. David Stillman, co-author of
When Generations Collide, says: “Gen Y
has been raised by communicative
Boomer parents who involved them in
every household decision from what
big screen TV to buy to where to go on
the family vacation. We now have a
generation that is used to piping in—
on everything. They will gravitate to
leaders who encourage their voice at
the table. Now leadership needs to be
a team effort.” Stillman sees the gap
between leaders who want to tell and
young people who prefer to be asked. 

The principles of question-based
leadership (Just Ask Leadership) are not
new. In the 6th Century BC, Lao Tzu
wrote: “A leader is best when people
barely know that he exists, not so good
when people obey and acclaim him,
worst when they despise him. Fail to
honor people they fail to honor you.
But of a good leader, who talks little,
when his work is done, his aim ful-
filled, they will all say, ‘We did this
ourselves.’” Question-based leadership
meets Lao Tzu’s criteria: bestowing
honor on coworkers, giving them a
chance to speak, and allowing them to
take pride in and credit for their work. 

Socrates said: The highest form of Hu-
man Excellence is to question oneself and
others. While he inspired other great
thinkers, like Plato, his students didn’t
always appreciate his dialectic approach.
He also rarely answered questions. 

Just Ask Leaders work in concert, not
competition, with coworkers toward
goals. They are as prepared to answer
questions as they are to ask them—if
they don’t overstep their authority.
They act as a resource— not an oracle.
They’ll rethink and revise beliefs and
decisions. Hence, their coworkers learn
that their thoughts and opinions can
help shape the direction.

So, here’s my definition: Leaders ask
questions to set direction, put the right
people in the right positions, seek insight
from all levels, and ensure resources are
allocated to the highest priority, while act-
ing ethically at all times and engaging
people to stretch beyond what is comfort-
able to maximize results.

What do you think? LE
Gary Cohen is partner and co-founder of CO2 Partners, an
executive coaching firm. He is author of Just Ask Leadership
(McGraw-Hill). Visit www.co2partners.com.

ACTION: Define leader and leadership.
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Moreover, the customer no longer
believed that his firm could provide
quality parts and reliable delivery.

Some managers argue that this re-
sult is regrettable but inescapable. They
believe that it is better to do something
than nothing and learn as they go. 

We disagree. Leaders who use a
clear strategy to guide restructuring
can cut fat, not muscle. They can elimi-
nate unnecessary work and have a clear
set of shared criteria to guide them.
The choices and trade-offs involved in
restructuring can only be made after
answering: Where do we
want to go in the future?
They require a clear strate-
gy. When leaders engage in
restructuring and downsiz-
ing, they often wreck havoc
in the lives of those affected
and spread fear and uncer-
tainty. They can’t help ask,
“Why are we doing this?”
They must articulate a
clear, strategic justification
for restructuring to help people appre-
ciate how the changes boost viability. 

Before managers can determine how
to do work better, they must first deter-
mine what work needs to be done and
what processes are critical to perform.
Ways to increase revenues and reduce
costs need to be examined. Choices can
only be made on the basis of strategy. 

SSttrraatteeggyy  IIss  KKeeyy
Strategy is seldom formulated, ar-

ticulated or understood in a way that
provides managers with a useful basis
for making decisions about restructur-
ing. There are many reasons for this, of
course—one being that people have
different things in mind when they use
the term strategy. Often strategy is used
to describe budgets and forecasts.
Sometimes managers say strategy to
designate an objective. These uses fail
to provide context that enables people
to prioritize effectively or determine
what work is strategic to the business. 

We advocate an approach to strate-
gy that describes how you will create
competitive advantage and distinctive-
ness by answering two questions:

1) What unique technical and social
capabilities will you focus on to create
and sustain competitive advantage?

2) What about your products and

Strategic Restructuring
services create distinctiveness in the
eyes of your target customers?

When these questions are answered
well, they provide an easy-to-commu-
nicate strategy that informs what you
will pursue and what you will say no
to. Equally as important, it provides a
framework for identifying what work
is strategic and provides context for
effectively structuring the business. 

PPrriioorriittiizziinngg  WWoorrkk  
Across-the-board cuts—where bud-

gets are reduced some fixed percent—
indicate non-strategic restructuring.
When the strategy is clear, you can tar-
get where you cut and why. 

Strategic clarity allows you to
answer these questions: What work
should be the object of our intense
improvement efforts? What activities

need to be improved
together and which can be
improved separately? What
work should be eliminated
or outsourced? When is
efficiency (doing things
right) and when is effec-
tiveness (doing the right
things) the most useful dri-
ver of improvement? 

Strategy clarification
assists restructuring by

establishing a basis for prioritizing
work. Most businesses that succeed at
restructuring identify and protect the
work that creates competitive advan-
tage or distinctiveness. A clear under-
standing of the strategy also helps
groups operating outside of the com-
petitive advantage work processes
reexamine and restructure their work.
If the group is involved in non-com-
petitive advantage work, it must first
decide which categories of work it per-
forms: 1. Strategic support work, which
facilitates accomplishment of competi-
tive advantage work; 2. Transactional
support work—essential for operation
but does not create distinctiveness; 3.
Non-essential work, or activity that has
lost its usefulness but is still done. 

Strategically prioritizing work also
enables leaders to make effective out-
sourcing decisions. Outsourcing the
wrong work, such as competitive advan-
tage work, hurts performance. Strategy
is the key to effective restructuring,
whether it is done to downsize or posi-
tion the business for growth. Crafting
the right strategy is not easy, but done
well few actions create greater value.LE

Norm Smallwood and Mark Nyman are principals in Results
Based Leadership. Visit www.rblgroup.com

ACTION: Strategically prioritize your work.
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LEADERSHIP RESTRUCTURING

Crafting the right strategy guides efforts and creates value.

by Norm Smallwood and Mark Nyman

DURING ECONOMIC UNCERTAINTY,
restructuring is common. While

most leaders agree that structure
should follow strategy, few have a
process for moving from strategy to
restructuring. With or without a
strategic framework, restructuring
goes on. As a result of not basing
restructuring decisions on a clear
strategy, few restructuring efforts
involving downsizing ever improve
profitability, even in the short term.
Worse, most managers in these firms
fearing that the long-term viability has
been jeopardized. The following story
is one that we encounter far too often.

The CEO of a parts manufacturer
asked presidents of the business units
to consider restructuring to maintain
competitive pricing. One president
moved swiftly on this counsel. The
restructuring plan was completed
within five months; it recommended
substantial cuts in positions and labor
costs. The president implemented the
recommendations rapidly and report-
ed his accomplishments at the next
meeting with the CEO. 

Over the next six months, however,
the reorganization and outplacement
costs actually increased overall costs.
Morale had dropped. Some people
said that they were now doing three
jobs. Customers reported that quality
and delivery specifications had not
been met. The president directed man-
agers to resolve these problems quick-
ly, but considered them minor, con-
sidering the estimated cost savings. 

Weeks later, their largest customer
notified the sales department that they
were shifting their business to a com-
petitor. The president called the cus-
tomer and promised that he would
correct the problems, and threw in a 6
percent price reduction for all parts.
He was shocked when the customer
responded that the quality and deliv-
ery problems were costing it far more
than the value of the price reduction.



to achieve as a leader, you need to stay
focused on it. As Robert Kaplan com-
mented, “Having fifteen priorities is
the same as not having any at all.”
There’s only so much you can think
about at once. Finding focus is about
choosing where to put your time, ener-
gy and attention. It means highlight-
ing, combining, minimizing, and even
deleting priorities so your choices fit
neatly in the greater context of your
life. Once you know what’s most
important, you can let other things
drop. So, if you really want what you
say you want, what areas do you have
to focus on to get it? What areas will
help you achieve your vision?

3. They take inefficient action. After
you decide where to focus, make sure
your daily action plans reflect that pri-

ority—not just the 25 other things on
the list. While many leaders are taking
care of the needs of the business, their
employees, the other people in their
lives, and their responsibilities, they’re
not taking action on the things that
matter most to them. So, stop asking,
“How can I do everything I need to do
in a day?” and start asking, “What are
the most effective actions I can take to
move toward my vision, and how can
I ensure that I take those actions
now?” By investing just minutes in the
planning process and then taking tar-
geted action, you can shave hours,
weeks and even months off the time it
takes to reach your goals.

4. They do things the hard way. In
business and in life, you always have a
choice. You can continue to do things
the hard way, the usual way, the way
you’ve always done them. Or, you can
do things your way – the way you
were made to do them. The key is to
identify, maximize and leverage your

Losing Your Edge?

MANY LEADERS GET
stuck in the same

trap: they don’t take
time to stop and reflect on what
they’re doing. Because there’s so
much for them to do and they have so
much responsibility and accountabili-
ty on their shoulders, they’re constant-
ly on the go, striving to deliver results. 

However, their non-stop action only
feeds the underlying problem—no
alignment between what’s important
to them and what’s important to their
company. As a result, they feel unful-
filled, stressed out, and yearning for
something different. That’s why they
need to take a step back, a time out,
and give some serious thought to what
they’re doing and why they’re doing
it. Only then can they see what they
bring to their leadership position and
how it can help them reach both their
personal and professional objectives. 

Many leaders often get so fixated
on the success of their team and the
results of their efforts that they forget
to focus on themselves. Yet it’s their
own ability to sustain high effective-
ness that is the biggest contributor to
the company’s success. If you ever
feel that you’re working harder but
feeling less fulfilled, you may be mak-
ing one these top mistakes. Take the
steps to correct them today so you can
reap bigger rewards tomorrow.

1. They ignore the vision. Having a
vision means you’re clear about what
you want. You can describe it in vivid
detail. You know a little something
about what it will take to get there and
how it will feel to arrive. When you
have a clear vision, you can connect to
an inner source of inspiration that will
call you forth and compel you to
achieve your goals. Therefore, you
need to get a vision not only for the
company, but also for your role as a
leader. Who do you want to be as a
leader? What do you want to achieve?
What strengths do you bring to the
role, and how can you capitalize on
those strengths to meet your goals and
the goals of the company?

2. They lose their focus. Once you
know your vision and what you want

unique attributes so you can be an
effective, higher-achieving leader.
When you focus on your strengths,
you do things your way based on
where you naturally excel. To begin
finding your strengths, answer these
questions: Where are you talented?
What do you love to do? At work,
what are you recognized for? Given
the freedom to do things your way,
how do you do them?

5. They become disconnected from
their work. To be successful, you need
to connect not only to your work, but
also to an inner sense of vitality. For
many leaders, much of their energy
goes into striving. They want to get
ahead. They want to achieve. Finding
fulfillment and alignment with your
work means understanding what
you’re striving for. The meaning. The
purpose. The essence. When you lack
fulfillment, you lose your edge. Your
energy goes down while your stress
goes up. You may even feel guilty and
resentful. You might be bored, either in
an “I-can’t-take-this-anymore” way or
in a dull, channel-surfing kind of way.
You might get short-tempered or edgy.
So the questions to contemplate are:
What do you want from your work?
Do you want to be happy? Are you try-
ing to reach your full potential? Do
you hope to make a difference? Do you
want to feel at peace? These are some
of the experiences leaders seek when
they seek “success.” The key to finding
fulfillment at work is to identify what
success means to you—not the results
but the spirit of a life well lived.

RReeccllaaiimm  YYoouurr  EEddggee
While these five mistakes are not

all-inclusive of the pitfalls you need to
be wary of, by avoiding these common
mistakes you lay the foundation for
exceptional results. Daily, millions of
people drive onto the fast-lane and
race their lives away—ironically miss-
ing the fact that everything they are
doing to try to improve their life is
running them into the ground. Work
weeks get longer, the stress levels rise,
and talented leaders burn out or move
on. It doesn’t have to be this way. 

As you go forward into the future,
know that every step you take to
improve your leadership will enrich
your life and the lives of others. By
avoiding these top five leadership mis-
takes, you’ll become the kind of leader
who others will follow—the kind of
leader you were meant to be. LE
Joelle K. Jay, Ph.D., is executive coach, author of The Inner
Edge and president of Pillar Consulting. Email: joelle@pillar-
consulting.com or visit:www.Pillar-consulting.com.

ACTION: Reclaim your leadership edge.

by Joelle Jay
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LEADERSHIP EDGE

L e a d e r s  g e t  s t u c k  i n  f i v e  w a y s .



how to integrate planning, hiring, pay-
ing, developing, and retaining peo-
ple—how to synchronize service
delivery to and optimize effectiveness.

MMaaccrroo  aanndd  MMiiccrroo
HCA can be applied to large-scale

overhauls as well as single mission-
critical positions. At the organizational
level, a predictive analytic application
was introduced into a large engineer-
ing company. In three days, top man-
agers identified the external forces and
internal factors, outlined a capability
system, and detailed a leadership
development program detailed. Within
six months, the company was redirect-
ed and market share expanded.

A case of upgrading a mission-criti-
cal position applied analytics to uncov-

er how best to attract, deploy, develop,
and retain top talent in any key posi-
tion and the jobs leading up to it. In a
four-step process, the past record was
examined, future market predictions
incorporated, a new position manage-
ment program developed, and a per-
formance measurement system
designed—all within 30 work days.

PPeerrffoorrmmaannccee
Performance is typically broken into

two pieces with a third piece ignored.
Every company has a strategic perfor-
mance planning and measurement
system, right? Goals are formed and
promulgated. Macro measures—such
as revenue per employee, and com-
pensation, as a percent of operating
expense—are loaded into a reporting
system. Target objectives for all func-
tions are set and distributed. This pro-
vides guideposts and operating KPIs.
In most cases this works, to some
extent. The shortfall comes when cor-
porate and operating metrics discon-

Predictive Leadership

GREAT LEADERSHIP
combines art and

science, balancing right
brain with left brain. In the end, great
leaders manage the future.
• Harold Geneen, former ITT CEO,

was a great leader from the science
side, driving management with finan-
cial reports. Under his leadership, the
company prospered. When he retired,
the organization floundered. The human
side, the art of leadership, was missing.
• Dave Packard, co-founder of Hewlett

Packard, was a great engineer and a
great human being. After he and Bill
Hewlett retired, the company contin-
ued to grow because they left behind
a balanced approach to management.

The past is gone, and the present
was prepared for yesterday—there is
only tomorrow to manage.

The art of people management is
marked by contradiction. Although
most leaders to claim that people are
their most important asset, their knowl-
edge of how to manage human capital
is much less well developed than their
skills with technology and finance—
yet the cost of human capital is two to
six times the cost of financial capital!

There are methods and tools to en-
hance any leader’s effectiveness. One
promising tool is human capital analytics
(HCA). This is about data, but not
solely about statistical manipulation.
HCA is first a mindset and focal point.
The mindset is based on an apprecia-
tion for all factors that can influence
decisions—recognizing the interde-
pendence among human, structural,
and relational issues. For example, a
new tech-savvy generation taking over
the workplace calls for a reexamina-
tion of work spaces and technology. 

Processes are an expense. However,
HCA can parse the input-throughput-
output procedures to find the most
cost-effective combination. This exer-
cise transforms an operating expense
into structural capital. It is faster and
cheaper than reengineering because it
considers all aspects f the process. 

Siloed operations are notoriously
in-efficient. Predictive analytics show

nect, usually due to assumed relation-
ships. The discipline to trace causality
is lacking. There are classic cases of a
company’s demise due to decisions
founded on obsolescent experience,
personal bias, and irrelevant data.

This performance measurement
problem is exacerbated by a focus on
the past and ignorance of the future. 

Enter the third piece—leading indi-
cators. Accounting can’t treat this
because the data usually deals with
readiness, leadership, engagement,
branding and other intangibles. In 1980,
intangibles represented a small per-
centage of corporate assets. However,
by 2002, market-to-book value in the
S&P 500 was a ratio of 6 to 1. Today,
leaders need an integrated three-point
performance measurement system of
strategic, operational, and leading indi-
cators to know what they're managing. 

CCoonnnneeccttiinngg
Human capital analytics draws out

the connections among the three metric
levels. Obviously, a change in market
economics affects future labor supply.
Hence, the time to fill mission critical
jobs will be extended, the quality ques-
tionable and the cost increased. A
breakdown of any operating metric
affects corporate goals; assuming there
was a connection established in the
beginning. The cause of the breakdown
can be found through analytics. 

Most important are the effects of
current decisions on leading indicators
and vice versa. Cutbacks in down mar-
kets can impact future outcomes. Fail-
ure to monitor the connection between
total labor cost and productivity/prof-
itability forces leaders to react to the
unforeseen rather than proactively
manage human capital. Readiness, a
leading indicator, depends on the cur-
rent succession system. Analytics
shows how to design the system. The
attractiveness of tomorrow’s brand is a
function of today’s vision and culture.
How employees view current leader-
ship behaviors is a predictor of today’s
engagement and tomorrow’s retention.

You can learn from the great leaders
of the recent past, but their circum-
stances and problems are not yours. 

The past can be prologue only if you
understand the future. The future will be
driven by those intangible leading indica-
tors. HCA digs into the strategic, oper-
ational and leading indicators to find
and connect the drivers. This predictive
capability makes a leader a leader. LE

Jac Fitz-enz, founder of Saratoga Institute, is CEO of Human
Capital Source. Email source@netgate.net.

ACTION: Enhance your predictive capability.

by Jac Fitz-enz
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PEOPLE ANALYTICS

H o w  t o  m a n a g e  t o m o r r o w ,  t o d a y .


