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A great leader is an asset to any organi-
zation. Your employees will respect you and 
follow your directions. But if you want to be 
a people’s leader you need to be with them, 
or rather one among them. One additional 
thing you gain here is love. You will be re-
spected, followed and loved. This edition of 
Leadership Excellence Essentials focuses on 
the importance of being with your employees 
and how to bring out the best in them.

Our cover article by Elizabeth McCor-
mick, Lead Your Employees To Soar, talks 
about how to PILOT employees to higher 
levels. It is very important to observe your 
employees and find out if they seem to be 
lost somewhere, appear to be unmotivated 
or are unable to move ahead. If yes, then as 
a leader you need to act fast. PILOT them 
and help them realize their full potential. 
PILOT is an acronym that stands for a set 
of leadership traits. Being a PILOT for your 
employees will help them realize their abili-
ties and use them to become more effective, 
productive, and be a catalyst to their growth. 
So are you ready?

What kind of a culture does your organi-
zation follow? A customer-first oriented or 
employee-first oriented? Prof. Sattar Bawany 
in his article Creating An Employee-first 
Culture talks about the merits of putting 
employees ahead of customers. According 
to him, organizations that put employees 
first help in moulding employees who are 
engaged and content. At the same time, he 
believes that CEOs can play an active role in 
retaining their talent by setting the tone early 
on that their organization values ongoing, 
continuous professional development as a 

means to meet their employees’ future or 
aspirational goals. To know more about the 
importance and role of leaders in a learning 
organization, read his article.

One of the great things about being a 
manager is that you can delegate various 
types of tasks to other people instead of 
having to do them yourself. But again, like 
all management activities, delegation must 
be done in a thoughtful, ethical and forward-
thinking manner. Eric Bloom in his article 
Maximize Your Managerial Delegation Ef-
fectiveness puts forth 8 tips to follow when 
delegating tasks to your staff, contractors, 
vendors and others.

It is very important to have a coach. Agree 
or disagree? Marshall Goldsmith in his article 
Why Everyone Needs A Coach suggests 3 
indisputable reasons of having a coach and 
participating in coaching. Don’t miss it!

In brief, this issue of the magazine takes 
you through various verticals of leadership 
that can help you in your journey forward. 
Happy Reading!

We believe that there is no better way to 
connect with people than by sharing your 
leadership story, so if you have one, send it to 
us and do not forget to mail us your feedback!
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 In this article, 
we speak with Rep. 
Brandt Smith who is 
serving his first term 
in the Arkansas House 
of Representatives. He 
is also a social scientist 
and Professor at Amer-
ican Public University 
who knows about how 
leaders connect heart 
and mind with experi-
ence and skill to unite 
people and organiza-
tions during difficult 
times.
Q: Can you tell us 
about what a social 
scientist is and how 

it influenced your approach to work across international 
communities?

Rep. Smith: I’ve always had a deep sense of responsibility. I 
engage, and sometimes even live with, the communities. I’m 
serving for specific periods of time. As a social scientist, I relate 
to the culture. I was really involved in interpersonal relationships 
and would bring my approach to the individual level whether it 
was a community or village. I tried to personalize the experience 
to gain trust, and connect with them on a deeper level. It’s about 
getting a little bit closer to the centric core of who the people 
truly are. By personalizing my approach, I wanted to learn by 
creating trust so they would open up and tell me what I needed 
to know in order to help them. Part of my career was spent ad-
dressing societal issues in the China-Burma-Myanmar border 
region. For years, the United Nations went into that area to set 
up human-needs projects, and we were allowed entry by lever-
aging the governments. When I arrived, I noticed that people 
were very leery about outsiders. We’d hike into the mountains 
to gain access to many communities, and foreign entry into 
these locations often meant flying in by helicopter. I walked. I 
decided that the best way for me to relate to their needs was to 
know their needs through my own experience. There’s something 
about using the common entry point, both in and out that 
helped me to gain acceptance. It gives new meaning to walking 
the walk, but my goal was to fully understand their needs by 
experiencing life from their perspective and thereby gain their 
trust before deciding on the best humanitarian project. The 
village elders would tell me that no one would ask them what 
they actually needed. So I focused on asking what they needed, 
and from there, I was able to better understand and meet their 
humanitarian needs.

The totality of the experience brought the understanding 
that we could not pursue these missions without first overcom-
ing the cultural trust barriers and gain cooperation with the 
Chinese government. From a leadership standpoint, you can 
never prepare enough. Gaining the right to authority comes 
from consistently learning about, caring for, and developing 
interpersonal relationships to create mutual respect. I prepared 
by learning to speak the local language fluently and the ability 
to communicate effectively makes a big difference. We lived and 
ate with local people. It was through preparation and a desire to 
see life through the eyes of the people that helped me to adopt 
a servant-leader model. 
Q: What are characteristics of a good leader?

Rep. Smith: Everyone has a different definition of which 
characteristics define a good leader. I believe that the capacity 
for leadership comes in all shapes and sizes. It’s not limited to 
gender, race, creed or color. To me, a leader is someone who 
can make something exceptional happen when others cannot. A 
leader inspires and compels others to get involved in what the 
leader knows needs to take place. And I’ve been both a leader 
and a follower. For me, it’s ultimately about doing the right 
thing consistently and challenging others to do the same. It 
also relates to integrity for me. If I made a promise and it took 
longer to accomplish or if it cost more—I’d still do keep my 
word. It was the follow-through on my word that built capital 
among the people I serve, and over time, that also built respect. 
Q: What are some effective styles of leading through crisis?

Rep. Smith: Transformational leadership is really a top-notch 
style because in order to transform an organization—it takes a 
leader to see the big picture. The leader must decide where to go, 
but coming into any organization, the leader must understand 
the historical background so there’s a frame of reference. I learned 
through my personal experience to surround myself with good 
and smart people. A good leader who is comfortable in his or her 
skin is not afraid to be surrounded by people who are smarter 
or have different skillsets. They become the advisory team or 
for lack of a better word —gatekeepers. However, you have to 
be careful. When you’re surrounded by the wrong people the 
information you receive will be biased toward personal agendas. 
I experienced this in Iraq leading an NGO. I had people coming 
to me with urgent requests, though it was only urgent to them. I 
would get sidetracked by their personal agenda. So, I had to be 
wise enough as a leader to select some good people that weren’t 
racing to my side to manipulate me. Leaders need individuals 
who are good at what they do. At the end of the day, I had to 
trust them, but ultimately I had to make the final decision. 
Leaders have to make hard decisions. It’s what we do, but not 
until after talking to our trusted advisors. I’m not leading alone. 
We’re walking through a crisis situation together.
Q: What are some signs that someone in a trusted position 
is not using his or her influence to support the best decision 

Connecting Heart And Mind
A life story about leading through crisis 

Michelle Maldonado interviews Rep. Brandt Smith
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making?
Rep. Smith: I found that when people frequently came to me 

with complaints, I’d observe. The majority of their conversations 
were to discredit someone else. They would tell me, “You need 
to watch out for her.” Over time, I realized that the people who 
rushed to me the quickest were the ones I could not satisfy their 
unrealistic expectations. I also found that their perspectives were 
skewed. To put this in a business world context, think about 
when an organization brings in a new CEO. Perhaps they envi-
sion the perfect picture of what that person should do. Most 
of the time, the CEO cannot fulfill those expectations, and the 
people who had those initial expectations become the harsh-
est critics. I try to be careful to not soak up as true everything 
someone brings to me at the beginning. I recommend observing. 
I see how everyone interacts, and quickly notice that there are 
individuals who want more power. I’m willing to give people the 
benefit of the doubt, but I focus on observing what people are 
doing —on their verbal, physical and behavioral cues. People’s 
faces tend to tell what the heart is thinking which, ultimately, 
reveals their motives. In all situations, the first question I ask 
myself before moving forward with a project is, “Is this project 
sustainable and reproducible?” It’s important to intelligently 
choose among the competing priorities so that what you focus 
on truly makes a difference.

Q: You are serving as a State Representative in your home 
state of Arkansas. What inspired you to run?

Rep. Smith: I have a passion for helping others, and I want 
to make a difference for my country. When I returned to the 
U.S. after being gone for 20 years, so much had changed that 
I wanted to be involved in state government to help positively 
influence the lives, rights and opportunities for our nation.  I 
remember watching the news about Occupy Wall Street and the 
anger and frustration in our nation. I can’t be the guy who sits 
back and says all kinds of critical remarks if I’m not going to 
put myself in the middle of it. I get out in my community and 
knock on doors and meet people. I enjoy how receptive people 
are, regardless of their political affiliations. People will tell you 
what they think if they feel you’re trustworthy. 
Q: Are there any resources you’d like to share with our readers 
who may be interested in learning more about the topics we 
discussed today?

Rep. Smith: I like Warren Bennis and recommend his book 
“Leaders: Strategies for Taking Charge.” I also like, “Servant 
Leadership” by Robert Greenleaf or Ken Blanchard’s, “Self Lead-
ership and the One Minute Manager: Increasing Effectiveness 
Through Situational Self Leadership.” LE
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Have you noticed that your employees or staff members seem 
stuck and unable to move upward?  Do you have employees who sit 
in meetings like a plane stuck on the runway?  Have you noticed that 
your employees don’t seem to be reaching for the sky?  If you have 
noticed any of these situations in your business, it may be time to 
PILOT your employees more than merely manage them.  Not only 
will you notice an increased amount of motivation among employees, 
you will begin to notice that they are contributing more and becoming 
more involved and invested in your business.

When you PILOT individuals you help them realize their full 
potential and become the type of leader that every business needs in 
order to soar.  Not only will the following guidelines help your team 
become more motivated, they will also help realize their own potential.  
Many employees are not as successful as they have the potential to be, 
simply because they do not realize the power they have within.  Being 
a PILOT for your employees will help them realize their abilities and 
use them to become more effective, productive, and be a catalyst to 
their growth.  
P – Potential

Leaders develop others’ potential: To be a better person, to perform 
better in their job, and to be better equipped to grow into leadership. 
Leaders develop leaders, but you may not understand how?  

To develop leaders, you must be someone that they can emulate.  
Show your employees that you are learning alongside them. Your 
employees want to learn from the way that you handle failure and 
you can do so with grace and ease. When your employees see you 
fail, they see that you are just like them. You are still learning and 
working at becoming a better leader. As a leader, you need to use your 
failures as learning experiences that you can share with your team. 
These experiences will create a culture that allows for creativity and 
educated risk-taking to allow failure and not fear it. People tend to 
learn more when they feel safe and secure enough to make mistakes. 
I – Implementation 

Have you ever had a meeting to discuss the meeting before the 
meeting? Are you spending more time getting ready to get ready? These 
behaviors occur when we become stuck in “Analysis Paralysis”. In order 
to turn your ideas into actions, you need to take action! There is a 
fine line between waiting for perfection and taking a calculated risk.  

Ask yourself, “Is the speed of implementing this more important 
than perfection?”  “What will we gain or lose from pulling this trigger? 
What will we gain or lose from waiting?” Then, ask yourself these 
questions; “Are you hitting the mark?”  “What are the performance 
indicators we need to watch for?” Involve everyone on the team in 
the problem solving process and put everything up for consideration 
and then discuss the pros and cons for each possible adjustment.
L – Leadership

It’s always good to be the first. Leading your industry demonstrates 
innovation, and innovation does not happen without first, taking 
educated risks. Leadership is such a broad and all-encompassing term 
that may be difficult to explain. Effectively leading means communi-
cating in a clear and concise manner. As a leader, it is important that 

you clearly communicate the vision and inspire your employees to 
perform their duties in the manner that is expected of them.  

The speed at which you act can determine the amount of time in 
which it takes for your products or services to hit the market. The 
sooner you take action, the faster your clients will be able to benefit 
from the products and services that you have to offer. As a leader, you 
need to commit to a course while you communicate with your team 
and take the required actions to achieve your goal.  

Your communication and action will lead you closer to your vision, 
because as we all know, if you are not moving closer to your vision, 
you are actually moving further away. When your employees see 
your drive and dedication to achieving the end result, they will 
follow and lead their team more effectively because they can clearly 
understand your vision and the actions needed to reach your goal.   
O – Optimize

As a leader, you need to understand that you are responsible for the 
nurturing and culture of your organization and how it responds to 
risk, change, and learning from failures on any level.  To evaluate the 
strength of your team, you should evaluate how your team embraces 
change, welcomes change, initiates change, recommends change, and 
ask for ideas on how to change.  If new ideas are raised in a meeting, 
do you properly explore them or shut them down immediately?  Do 
you allow your employees to have a voice?  

At the close of every meeting, do you take the time to ask 
your employees if they have anything they would like to 
address? Do they have any feedback over what was covered in 
the meeting? Effective leaders understand the importance of 
asking these questions and actively listening to the responses.   
T—Tenacity

Too many people give up when they are so close to success. Don’t 
give up; on yourself as a leader, on your employees, on your organiza-
tion. You are essential to their success. Be the Pilot in Command of 
your organization, not the co-pilot who follows along.  

You want your employees to willingly follow you! No one asks 
themselves “How can I be an average leader today?”  Every day, you 
need to show your employees that you believe in the vision of your 
organization, your employees, and the work that they are doing. 
To do this effectively, you need to take the time to be the Pilot in 
Command and lead from you are, in order to drive the action! LE 

Lead Your Employees To Soar
PILOT them to higher levels

By Elizabeth McCormick

Elizabeth McCormick is a speaker, author, and authority on Leadership. A 
former US Army Black Hawk Pilot, she is the best-selling author of her per-
sonal development book, “The P.I.L.O.T. Method; the 5 Elemental Truths to 
Leading Yourself in Life.”  Elizabeth teaches real life, easy to apply strategies 
to boost your employees’ confidence in the vision of your organization and 
their own leadership abilities. 
Visit www.YourInspirationalSpeaker.com
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The best architects have an inside track on human behavior. 
They understand the power of physical and spatial design—how 
we humans are subtly but inevitably shaped by the spaces in 
which we live and work. Indeed, the quality of our lives is sig-
nificantly informed and influenced by our physical environment. 
In some cases, architecture will quietly constrain us, forming 
uncomfortable boundaries and edges around our activities. In the 
best cases, it will stimulate and uplift, energize and even inspire. 

The great leader also has this inside track. They recognize 
that human beings are profoundly shaped not just by physical 
spaces but by social spaces. And just as we may not notice the 
persistent influence of the architecture around us, we often fail 
to appreciate the extraordinary power hidden in the unseen 
contours of our social environments. A significant part of lead-
ership, therefore, involves a special kind of design. Today’s 
leader needs to understand how to create fertile organizational 
spaces—generative cultural environments that lift our spirits, 
nudge us forward, and raise our collaborative potential. This is 
why I believe that today’s leader needs to be a social architect—a 
builder, creator, and designer of dynamic, cultural spaces. And 
organizations that have those types of leaders will almost always 
find ways to thrive. 

Over the past decade or so, most organizations have done a 
pretty good job of training their leaders in influence-focused 
competencies such as coaching, communications and team build-
ing. These are certainly important competencies that leaders use 
to get people to perform better within the system. However, they 
do not equip leaders to change the fundamental parameters of 
the system itself. Developing leaders with powerful influencing 
skills is only one part of what it takes for an organization to 
flourish. Great coaching, communication and the like only goes 
so far in an environment not intentionally designed for success. 
We are social animals, so culture matters. A pristine tool will 
only last so long in an old, wet, and rusty toolbox before it 
begins to resemble its environment. And this is not a job for 
a few C-suite execs and OD professionals. Every leader right 
down to the first-line supervisor needs to be a skilled designer, 
a social architect. 

So what does it mean to be a social architect? Well, the first 
question to ask is simple: What is the current condition of your 
organization’s social space? How much care has been taken in the 
existing social architecture? Has it been consciously and delib-
erately designed to align the interests and efforts of employees, 
customers, clients, and stakeholders, a dynamic cultural blueprint 
that embodies the best values and ideals of the organization? Or 
has it been unconsciously derived, a kludge of partially consid-
ered values, more representative of the organization’s past battles 
than its aspirational future? 

For too many organizations, the latter is true. Not because 
leadership tried and failed, but because leadership has not ad-
equately put attention on this critical area. In order to address 

this common issue, I have come to believe that there are four 
essential areas that today’s leader needs to master: Organizational 
Structure, Job Design, Customer Experience, and Culture.
1.Organizational Structure 

“All organizations are perfectly designed to get the results they 
get.” This old leadership maxim captures an important truth—we 
tend to hit what we aim for, even if we don’t know exactly where 
we are aiming! And that’s the fatal flaw in many organizational 
structures—they are not actually designed at all, at least in the 
creative, conscious sense of that word. But of course, there are 
many ways to design an effective, dynamic structure. No one 
size fits all. Let me offer four questions to consider as you think 
about the design of your own organization. 

Does every person have a clear line-of-sight to his or her cus-
tomer? Everyone has a customer, whether inside or outside 
the organization. People work best, in many cases by an order 
of magnitude, when they can see exactly how the product or 
service they provide serves their customer. A clear line-of-sight 
to the customer clarifies roles and prioritizes activity. It makes 
everyone’s job easier. 

Does your organizational structure reward initiative? Leaders 
tend to get the behaviors they reward. Do you want people to 
be willing to give you bad news? Then don’t penalize them for 
doing so. Do you want people to take risks? Then be aware 
how you reprimand failure and reward initiative. People are 
smart. They learn quickly how an organization structure actu-
ally behaves. Make sure you explicitly reward the behavior you 
are trying to encourage.

Is the organization designed to maximize collaboration and 
synergy? Almost every senior executive that I know believes 
that there is a significant amount of collaboration and synergy 
throughout their organization. And why shouldn’t they? Their 
direct reports are telling them that this. But is it really hap-
pening? If so, it should be a valuable source of competitive 
advantage because it is not likely happening in your competitors’ 
organizations. Here is the litmus test question: Is collaboration 
that produces real value richly rewarded? (If so, the highest paid 
people in your organization will be those who make sure others 
get credit for their work.) And conversely: Is destructive internal 
competition and territorialism firmly rebuked? (Or do you go 
wink-wink and support the lone wolf who believes, probably 
correctly, that the rest of the organization just holds him or her 
back?) Are you giving lip service to the values of collaboration, 
teamwork, and partnership or have you designed an organization 
structure that demands it?? 

Is the organization designed on the notion of “premeditated 
agility”? It is hard on the ego to create the very best possible 
plans and strategies….and then design an organization that 
will fix your mistakes. Leaders are not infallible. Don’t set up 
an organization that pretends they are. Senior leaders need to 
recognize that all of their strategies and decisions are imperfect, 

The Leader As Architect
4 vital areas today’s leader needs to master
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to some degree, and explicitly empower people throughout the 
organization to use their good judgment to implement better 
decisions and strategies to create more value or better serve the 
customer.
2. Job Design 

There are the three critical principles that need to guide all job 
design when it comes to the social architecture of an organization.

Create Clear Accountabilities – Forget the outdated notion 
of job descriptions. Hold people accountable for specific out-
comes. In many organizations, people are held accountable for 
processes. Customer service. Financial reporting. Project man-
agement. These are processes. They have fluid boundaries and 
overlapping responsibilities, making it easy to blur responsibil-
ity, make excuses, or dodge accountability. They also encourage 
territorial behavior and a “follow-the-rules” mindset. Outcomes 
are different. Delighted customers. Accurate, timely financials. 
A specific project completed on time and within budget. An 
effective leader designs jobs with clear outcomes, encouraging 
creativity, autonomy, and problem solving.

Maximize Freedom – Provide people with a scary amount of 
freedom to create their own priorities, make their own decisions, 
and do the work they love. Often the problems in an organization 
start with one common, overriding tenet— everyone needs a 
boss. Underlying this is the belief that people cannot be trusted 
to be responsible. Don’t design that conviction into the fabric 
of your organizational culture, or you may get what you expect. 
Maximize freedom in a context of real accountability and people 
will surprise you. Craft Big Jobs – Abandon the outdated idea 
of delegation. No one wants to do your work; people want to 
do their own work. Design the absolute biggest jobs possible—
just a little too big for the incumbent—and then you take on 
whatever bits and pieces are left over. A little spillover drudgery 
will be worth it if it means your team members aim high and 
push their limits.

3. Customer Experience - Sadly, most companies never think 
about intentionally designing their customers’ experiences. In 
order to design an incredible customer experience, we have to 
put ourselves in the customer’s shoes. This is not simply a high 
level of customer service; it’s a complete change of perspective. 
We have to see the product or service and the organization 
from the outside, so to speak—from a customer or client per-
spective— and then design the customer experience from that 
vantage point. The authentic empathy in this perspective takes 
real development and leadership. One has to suspend one’s own 
perspective and adopt that of another—value what they value, 
believe what they believe, fear what they fear, and see what they 
see. Few companies truly succeed at this, but the ones who do 
prosper.

4. Culture - Just as every human being has a personality, every 
organization has a culture. The moment there are two or more 
people, collective cultural values begin to emerge. And as any 
organization grows, that culture, with its own unique personality, 
will develop. Can leaders design organizational culture? I don’t 
think so. But they can have an impact on it—give it direction and 
infuse it with aspirational values. And they can build pathways 
towards that ideal culture. Will they ever arrive at that destina-
tion? Probably not, but it doesn’t matter. An effective culture 
is born in the authentic aspiration. And a leader’s actions and 
interactions make the difference between a pretense on a piece 
of paper, and a living, breathing culture where people care about 
embodying the better values of an organization. 

“Design is a funny word.” claimed the late Steve Jobs. “Some 
people think design means how it looks. But of course, if you dig 
deeper, it’s really how it works.” Today’s most effective leaders, 
experts in creating organizational architecture, understand how 
to design social spaces that work for everyone. LE

The Leader As Architect
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A lot of time and research have been put into identifying 
the traits of successful people and successful leaders. There have 
been a slew of books written on the subject, in fact. But the topic 
continues to be talked about and debated.  I think one of the 
reasons why it is such a popular topic is because leaders (well, 
good leaders at least) are looking to continually develop their 
skill set to make themselves more effective.  Likewise, organiza-
tions want the secret sauce to effective leadership as a way to 
increase profit. It is now almost a platitude for a company to say 
that they need to invest in their people in order to be successful.  
But what does that really mean?

For me, it means that organizations need to invest and un-
derstand two basic areas:
•	 First, they need to understand what types of people are 

successful in their environment and choose people who possess 
those skills.
•	 Second, they need to find ways to develop the individuals 

and leaders who may not currently possess that skill set.
For the past decade, I’ve worked alongside organizations to 

help address these two key areas, and I’ve learned a few things 
along the way.  Although there are differences from one organiza-
tion to the next – and across varying industries – there are some 
clear and common themes that emerge as it relates to leadership 
effectiveness.  The following five areas have come up in almost 
every leadership discussion I have had.  It is clear that a leader 
who is able to do these things (and sometimes if they can do 
just 3 of them really well) can be effective:

1. Ability to lead and influence others – so much of being 
a leader depends on if you can “rally the troops.”  Possessing the 
ability (and the confidence) to lead a team and be influential 
is a tremendous asset.  If the leader cannot influence others to 
become motivated to unite around a common goal, they will 
struggle to be effective.

2. Ability to relate and interact with peers, subordinates 
and superiors – a strong leader needs to be effectual and in-
teract with individuals from all levels within the organization.   
We all know about the leaders who can manage-up.  These are 
the individuals who can convince their boss they are a gift from 
God, but fail to fool their direct reports.  Effective leaders have 
the ability to communicate and collaborate with individuals 
from all levels.

3. Ability to analyze information and make decisions – this 
one goes without saying, but this list would not be complete 
without mentioning pure intelligence.  Leaders who are able to 
analyze information and make good decisions are more effec-
tive than their counterparts.   However, this may appear to be 
simpler than it really is.  The leader not only needs the mental 
horsepower to interpret information, but they also need the 
personality and confidence to trust in the decisions they make 
and follow-through with them.

4. Ability to execute and deliver – organizations love the 
leaders who can just plain and simple get stuff done.   After a 
decision is made or a strategic plan is set, it needs to be executed 
or the strategy will fail.   Leaders who have the drive to create 
urgency around projects and tasks also have the ability to get 
things done.  It doesn’t need to (and shouldn’t) be at the detri-
ment of their employees.   Effective leaders can get stuff done 
in a timely manner and ensure their employees are getting the 
work-life balance they need to stay energized.

5. Ability to adapt to changes and be innovative – if there’s 
one thing that organizations know, it’s that CHANGE is the only 
constant.  For companies to stay competitive, they need to be 
nimble and have leaders who are innovative.  Furthermore, ef-
fective leaders must adapt their approach to meet the demands 
of an ever-changing environment.   Leaders and organizations 
that refuse to adjust or adapt can be effective for some time, but 
they will inevitably become stale in their approach.

Now that we have identified some of the key traits of ef-
fective leaders, the next question is, what can we do with this 
information?  For me, it all comes down to best practices in 
talent acquisition and really having a planful approach to hiring 
leaders.  Many times the emphasis and process work is focused 
on higher volume entry-level positions.  However, your leaders 
certainly have a huge impact on the organization’s bottom line 
and are typically the ones making strategic decisions about the 
organization’s direction.  Placing a good deal of time and effort 
to ensure you have the right hiring process in place - and that 
you are measuring the critical skills and abilities within that 
process - is essential.

Here are the 5 critical steps to think about as you develop 
your leadership selection process:
STEP 1 - Study the Position

Before building any selection system, you need to do your 
homework and find out the knowledge, skills and abilities 
needed for successful performance in the role.   This is just as 
important for leadership positions.  Knowing the dynamics of 
the workgroup the person will lead can help you to identify the 
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candidate who is best fit for the position.
STEP 2 - Build the Process

Every position within the organization needs a hiring process 
or there will be mass chaos!  I am only half-joking when I say 
this.  I have seen high-level applicants walk away from potential 
employees because the hiring process was a mess or it just took 
too darn long.  Here are a few tips to remember when devising 
the hiring process steps:

a. Only include steps that add value and measurement in 
the process

b. Measure the critical skills and abilities (uncovered in Step 
1) multiple times throughout the process

c. Make sure everyone involved in the process (particularly 
your C-level stakeholders) knows the process and their role 
within that process
STEP 3 - Use Reliable Assessment Tools

This is an easy one and most organizations have done a good 
job of incorporating assessments into their processes by this 
point.   If you haven’t, you should strongly consider it. Using 
structured online assessments adds a tremendous amount of 
value in the form of predicting future behavior.   Assessments 
consistently outperform and out-predict all other aspects of the 
hiring process.  If you don’t already have an assessment in place, 
this is an easy one to fix.  
STEP 4 - Behavioral Interviews (even at the executive level)

Probably the #1 thing I hear from top-level leaders is that they 
just want to “get to know someone.”  That is great and probably 
not a terrible way to assess culture fit, but it’s also a very bad way 
to conduct an interview.  The research shows that unstructured 
interviews are 2 to 3 times less reliable than a structured process.  
Structure is the only way to ensure you are obtaining reliable 

information.  It is arguably even more important when you get 
to high-level leaders because they can have a great impact on 
the organization as a whole.
STEP 5 – Measure Motivational Fit

Frequently organizations miss this very simple step.  Companies 
should be measuring motivational fit (or job fit) as part of the 
hiring process.  This is as simple as ensuring that the candidate’s 
likes and dislikes are in alignment with the organization and 
its values.  This seems like a no-brainer but most organizations 
forget about this and don’t measure it as part of the process. 

By no means is this meant to be a one size fits all solution.  
However, in my experience, if organizations can use a consistent 
hiring process measuring the top leadership abilities they are 
going to be happy with their selections more times than not. 
No process if fool proof. However, if you know what it takes to 
be successful and attempt to measure that during the selection 
process you, will be ahead of the game. LE
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By Marshall Goldsmith

3 indisputable reasons 

Why Everyone Needs A Coach!

Everyone needs a coach. But, not everyone wants a coach 
or wants others to know that they need a coach. Some areas 
welcome coaching. Sports for instance. In sports, we welcome 
coaching because we need an expert eye correcting our technique, 
exhorting us to try harder, and reminding us to maintain our 
poise in the game-day environment of competition.

It’s the same in corporate life, where the best leaders func-
tion like our favorite high school coach: teaching, supporting, 
inspiring us, and occasionally instilling some healthy paranoia 
to keep us surging ahead.

But beyond the structured hierarchies of the workplace, 
where we’re always answerable to someone for our paycheck 
and where we have clear incentives for getting better, we don’t 
appreciate the dynamic as well. In our private lives, where our 
chaotic environment triggers undesirable behavior, we don’t 
always welcome coaching.

One reason we resist coaching, I’m sure, is our need for 
privacy. Some pieces of us are not to be shared with the world. 
It’s one thing to admit we could shed some pounds or be in 
better shape; it’s practically a badge of honor, a testament to 
our candor and self-improvement ambitions. It’s another thing 
to confess that we’re lacking as a partner or parent—that is, as a 
decent “person”—and own up to that personal failing every day. 
We prefer to keep some of our behavioral deficits to ourselves 
rather than hang them out in public like laundry.

Another reason is that we don’t know that we need to change. 
We are in denial, convincing ourselves that others need help, not 
us. In 2005 the CEO of a large West Coast equipment company 
called me in to work with his COO and heir apparent. The CEO 
had a precise timetable for succession. “My number two is a good 
guy,” he said, “but he needs three more years of seasoning. Then 
I’ll be ready to leave, he can take over, and everything’s good.” 
My antennae perk up whenever I’m asked to conduct research 
that proves someone’s predetermined conclusion. Something 
wasn’t right. Sure enough, when I finished my 360-degree inter-
views with the COO’s colleagues, they all said the number two 
was “ready now.” The deeper problem was the CEO. Without 
prompting, nearly every interviewee said the CEO had stayed 
too long and should leave for the good of the company.

Then there’s the successful person’s unshakable self-sufficiency: 
we think we can do it all on our own. Quite often we can, of 
course. But what’s the virtue of saying no to help? It’s a needless 
vanity, a failure to recognize change’s degree of difficulty. I know 
this because behavioral change—talking about it, writing books 
about it, helping others achieve it—is my life. And yet I have 
to pay a woman named Kate to call me every night to follow up 
on how I’m doing! This isn’t professional hypocrisy, as if I’m a 
chef who won’t eat his own cooking. It’s a public admission that 
I’m weak. We’re all weak. The process of change is hard enough 
without grabbing all the help we can get.

The irony is that, although coaching works just fine with the 
get-thin, get-fit, get-organized goals of our New Year’s resolutions, 
it’s even better, practically custom-made, for interpersonal chal-
lenges—the be-nice, be-appreciative, be-caring, be-awake goals 
that make other people feel better, not worse, for knowing us. 
I know this because it’s what I work on with my clients. They 
don’t ask me to help them become better strategists, budgeters, 
negotiators, public speakers, proposal writers, or programmers. 
I help them become better role models in their relationships 
with the people who matter most to them—their family, their 
friends, their colleagues, their customers.

Here are three amazing benefits of having a coach and partici-
pating in coaching – they are in fact three indisputable reasons 
why everyone needs a coach:
•	 We get better.
•	 We get better faster.
•	 Eventually we become our own coach.
Try if for yourself and see! LE
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“We think we can do it all on our own. Quite often 
we can, of course. But what’s the virtue of say-
ing no to help? It’s a needless vanity, a failure to 
recognize change’s degree of difficulty. I know 
this because behavioral change—talking about 
it, writing books about it, helping others achieve 
it—is my life.”
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7 Roles Of An Exceptional Leader
Why is it important?

By Karin Hurt
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Stays on top of 
industry and 
competitive trends

Helps his or her team 
understand how their 
work fits into the
bigger picture

Works to ensure 
other departments 
know what we do 
and why it’s 
important

Builds engagement

Stimulates creativity

Encourages fiscal
responsibility

Disconnected employees

Missed opportunities

Bad decisions

May be viewed as overly 
political or a boss-pleaser

Could frustrate 
employees who want 
support in getting “the
real work” done.

Challenges each 
team member 
to continuously 
improve their skills

Addresses 
performance issues
head on

Provides consistent, 
candid feedback

Continuous 
improvement at 
individual & team 
level

Employees know 
where they stand

Attracts strong talent

Poor performance

Turnover (of high-
performers)

Low employee 
engagement

An environment of fear 
and intimidation

Low risk taking

Low creativity

Communicates 
frequently through 
multiple channels

Provides 
opportunities for
cross-training

Helps the team 
surface and discuss 
their conflicts
productively

Is easily accessible

Builds trust and 
respect

Improves teamwork

Low trust

Disconnected work, 
wasted time

Low employee 
satisfaction

“We’re not stupid, we 
get it.”

Too much time on 
process vs. results

Seen as too “touchy-
feely”

Rallies his or her 
team toward a
compelling vision of 
the future

Asks great 
questions that 
inspire employees to 
do more

People on his or her 
team are excited 
about what they are 
up to

Establishes crystal
clear expectations

Makes everyone feel
included

Motivates their team 
to action

Stagnation

Satisfaction with the 
status quo

Low energy

Can feel overwhelming

Loses focus on day-to-
day activities

Good at pumping up 
but not great at giving 
constructive criticism

ROLE/KEY 
BEHAVIORS

WHY IT’S 
IMPORTANT

WHAT HAPPENS WHEN 
IT’S MISSING

BUT IF YOU OVER
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Finds ways to 
eliminate wasteful  
and redundant work

Runs efficient and 
effective meetings

Includes the right 
people in decisions 
so projects move 
along efficiently

Quick turn-around

Eliminated waste

Easier to recruit
high-performers

Stagnated results

Wasted time and 
resources

High performers leave

May move too fast, 
without time to
consider unintended 
consequences
and implications

May not allow enough 
time to build
interpersonal and team 
relationships

May run into conflict 
with more
reflective peers and 
stakeholders
who need information 
before making
decisions

Proactively removes 
roadblocks for his or 
her team

Helps team members 
recover from setbacks 
or disappointments

Will “take a bullet” 
for the team

Encourages upward
communication and 
trust

High employee
satisfaction

Encourages creativity 
and risk taking

Adversity to risk

“CYA” behaviors

Low teamwork

Team may become 
overly-reliant on manager 
support

May not push team hard
enough (accept 
mediocrity)

Provides the team 
with opportunities to 
communicate
their results to key 
stakeholders

Advocates for team 
members and
their careers

Helps employees 
build a strong
network of positive 
relations with
other departments

Strong cross-
functional
collaboration

Career growth for
employees (and 
leader)

Improved employee
satisfaction and
engagement

Team’s results are 
undervalued

Employees feel 
underappreciated

Lack of cross-functional 
support

Seen as a smoozer, or 
kiss-up

Too much time spent on
relationships, not enough 
on results

Viewed as all form, no
substance

ROLE/KEY 
BEHAVIORS

WHY IT’S 
IMPORTANT

WHAT HAPPENS WHEN 
IT’S MISSING

BUT IF YOU OVER
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By Natalie Holder

Knocking down the costly top 5 barriers

Diversity And Inclusion

Twenty years ago, when most of us thought of “diversity” 
the prefix “bio” was attached to it along with visions of nature. 
Today, diversity has become big business for Corporate America 
and many organizations. The Glass Ceiling Commission found 
that companies had 2.5 times higher stock market performance 
when they invested in glass-ceiling related issues versus companies 
who ignored them. Racially diverse companies have 15 times 
more revenue than the least racially diverse, which explains why 
40% of the companies with $5 billion in revenue have diversity 
as a focus in recruitment. However, many organizations feel stuck 
in their diversity mission, in part, because they do not know the 
difference between diversity and inclusion. 

Diversity is like being invited to sit at a table that is already 

set; inclusion is being asked to partner with the host and help set up 
the table. Inclusion can be measured with the level of employee 
engagement in your organization, which drives the overall quality 
of your staff, and has a positive impact throughout the company.

Studies have shown that it is natural for people to create in-
groups and out-groups, depending on similarities and differences. 
The more people perceive someone to be different, the less likely 
that they feel comfortable or trust them—thus putting them in 
their out-group.

Knowing the benefits of an inclusive work environment, why 
do some organizations still operate with a mindset of exclusiv-
ity, creating inclusion roadblocks that are difficult to overcome? 
Identifying these five roadblocks in your organization is critical 
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to success for the 21st century business because when you knock 
them down your whole company will be better for it. 
1. Informal Mentoring

Formal mentoring pairs often have the best intentions, however, 
they rely on trust and shared interest being manufactured. 
However, informal mentoring is a self-selecting process where a 
senior leader has chosen to guide and care for the career develop-
ment of a junior colleague. Trust and shared interest are inherent 
in the relationship. Informal mentoring is like a senior leader 
being obsessed with your success. Often, informally mentoring 
members of out-groups is difficult because unconsciously, we 
are more likely to be invested in someone’s career development 
and create opportunities for them when we can see themselves 
in a colleague. To challenge this natural inclination, think about 
the person who you feel adds the greatest diversity to your team 
and ask yourself, “When was the last time I invited this person 
out for coffee or gave this person feedback on an assignment?” 
If your answers are consistent with your answers for other team 
members who are comfortably in your in-group, then you are 
on the right track. If not, an outing for coffee or an informal 
feedback are solid steps in the right direction. 

2. Recovering from Mistakes
Although everyone makes mistakes, how they are dealt with 

makes all the difference. Are you given a second chance or are you 
forever marked as the careless employee? Studies have shown that 
we have a greater tendency to blame external factors when our 
in-group members make mistakes, for example, understanding 
that a report was late because the printer was broken. However, 
when out-group members make mistakes, we attribute their 
mistakes to their personal flaws, that is, a broken printer is no 
excuse because there were ample days to complete the report. 
While an employer may be instilling good relations with one 
employee, she is potentially ostracizing the employee she chooses 
to penalize. When employees in out-groups notice that they are 
treated by the book while their majority counterparts are not, this 
creates an environment that says that discriminatory discipline 
is part of the unwritten rules of the workplace.  
3. Bullying

Yelling, abusive emails, and character assassinations are just 
some of the tactics workplace bullies use to usurp the power 
base in an organization. Bullies will target out-group members 
who seem vulnerable because they do not have strong informal 
mentors or allies. Managers should be concerned about and put 

an end to bullying because it can destroy a team and decreases 
work productivity. 
4. Insensitivity

Organizations often do not realize how changes in their em-
ployee and client demographics may require a few tweaks to their 
social traditions. The jokes, comments, and even events that 
were once held may have a negative impact on the talent who 
adds a new dimension of diversity to your office. Insensitivity 
can even become a source of workplace stress, which can result 
in burnout, low morale, drug use, and violence. Ultimately, 
insensitivity can expose organizations to costly employment 
lawsuits. The manager who ignores complaints of insensitive 
conduct is just as guilty as the person who makes the offending 
comment or gesture. 
5. Perceived Underperformance

Kevin Costner’s character in the movie Field of Dreams was 
inspired to turn his farm into a baseball field when a voice told 
him, “If you build it, he will come.” People are influenced to act 
based on their beliefs, which create perceptions, which—whether 
false or true—become reality. When you unconsciously believe 
that employees in an out-group are less skilled, less qualified, or 
less talented, you consciously look for affirmation of these beliefs. 

If you start a relationship from the premise that an employee 
is not going to succeed, more often than not, that employee will 
not succeed. Similar to how work styles can obscure a manager’s 
perceptions about an employee’s abilities, visible characteristics 
can also distract managers from truly valuing the employee’s 
work. Sometimes those who bring a dimension of diversity 
to the office might not be appreciated because their managers 
and coworkers are considering the person doing the work and 
not the content. When your subjective perception about how 
someone will work interferes with their objective performance, 
everyone loses. 

Training and other strategic actions steps can move your or-
ganization in the right direction toward diversity and inclusion.  
Increased profits, improved reputation, and employee engagement 
are just a few of the huge returns on your investment of time and 
resources when knocking down these five inclusion barriers. LE  

Diversity And Inclusion

Would like to Comment? Please Click Here.

Natalie Holder is an employment lawyer, speaker, corporate trainer and author 
of Exclusion: Strategies for Increasing Diversity in Recruitment, Retention, and 
Promotion. As the co-founder of the New York State Bar Association’s Labor 
& Employment’s Diversity Fellowship she developed strategies to increase 
diversity and retention within the Bar by 200%. In 2013, NYU honored her 
with the Martin Luther King, Jr. Humanitarian Award.
Visit www.QuestDiversity.com

“
Training and other strategic actions steps can move 
your organization in the right direction toward diver-
sity and inclusion.  Increased profits, improved repu-
tation, and employee engagement are just a few of the 
huge returns on your investment of time and resourc-
es when knocking down these five inclusion barriers.”
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By Eric Bloom

8 steps to follow

Maximize Your Managerial Delegation Effectiveness

One of the great things about being a manager is that you 
can delegate various types of tasks to other people instead of 
having to do them yourself. This may sound like a rather cavalier 
statement, but it’s true. As a manager, to do your job efficiently 
and effectively, you must delegate various types of tasks to your 
staff. If you don’t delegate, you will be overworked and your staff 
will be underutilized. In fact, you do a disservice to your staff 
if you don’t delegate because this inhibits your staff ’s ability to 
learn new things and grow as professionals.

Like all management activities, delegation must be done in a 

thoughtful, ethical and forward-thinking manner. To that end, 
consider the following tips when delegating tasks to your staff, 
contractors, vendors and others.
1. Clearly define what can and cannot be delegated 

As a manager, be mindful of what should and should not be 
delegated. For example, specific tasks may contain proprietary 
information that should not be shared at your staff ’s organiza-
tional level. There are also tasks that your team members may 
not be qualified to perform, thus setting them up for failure. 
Lastly, don’t just dump unwanted activities onto your staff to 
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get them off your plate. Your team will eventually figure this 
out and it will hurt your credibility as their manager.

Delegation is a powerful tool to maximize your team’s produc-
tivity, enhance their skill set, help them grow professionally and 
free you up to perform higher level tasks. All that said—make 
sure that you are delegating the right tasks for the right reasons.
2. Create a prioritized delegation plan 

Now knowing what to delegate, your next step is to develop 
a plan outlining what tasks should be delegated to which staff 
member. When determining who gets which tasks, you should 
consider the following:
•	 Who is fully qualified to perform the task
•	 Who could perform the task with proper instruction and 

mentoring with the goal of enhancing their skill set
•	 Who should not be given the task because of their profes-

sional weaknesses and/or specific political situations/reasons
•	 Who deserves the task based on seniority, past performance 

and relevant considerations 
•	 The visibility and importance of the task to your depart-

ment and/or company

Delegating the right tasks to the right people is not always 
easy or popular, but if you do it with transparency, fairness, 
consistency, and for the good of the company, your staff will 
learn to respect your decisions. 
3. Provide clear instructions and define specific expectations 

There is nothing worse than being delegated a task, not given 
instructions on how the task should be performed, not told what 
is expected, working diligently to complete the task, and then 
being told it isn’t what they wanted. Give specific instructions 
as to what needs to be done and your expectation of the ending 
result. This combination of instructions and expectations provides 
the correct delegation framework and establishes criteria as to 
how your employee will be judged when the task is completed.
4. Provide a safety net

When delegating tasks—particularly if it’s a new experience 
for the employee being assigned the task—as the manager, you 
must be willing to provide an appropriate level of management 
support to help assure success, for both the employee and the task. 

A safety net is an environment of help and protection by:
•	 Providing the needed resources and training
•	 Allowing time to properly perform the delegated tasks
•	 Helping employees navigate company politics
•	 Provide instructions on how tasks should be performed

5. Let go and allow people to do their work
If you delegate a task and then micro-manage it to the extent 

that you have actually performed the task yourself, it’s not 
delegation. Neither should you totally divest yourself from the 
delegated task because, as the manager, you are still ultimately 
responsible for all work performed within your department. 
The trick is to walk that fine line between being overbearing 
and non-participatory.
6. Be mentoring and instructive

This step provides direct instruction and advice to the person 
performing a specific delegated task. This type of task-based 
instruction is a “learning moment,” namely, just in time train-
ing on how to perform a specific task or how to deal with a 
specific situation.  

The level of instruction and advice to be provided should be 
based on the combination of the person’s specific experience 
and the task difficulty and political ramifications. 
7. Give credit to those doing the work

As a manager, you should adhere to the philosophy of “it’s the 
team’s success or my failure.” This philosophy causes you to raise 
the visibility of your staff ’s good work within the organization 
which is motivating them and helps instill loyalty in your staff 
toward you. This approach also helps remind you that you are 
ultimately responsible for both your team’s growth and your 
department’s productivity and performance.
8. Actively solicit feedback from your team

Asking the members of your team if they believe you have 
delegated the right tasks to the right people has the following 
advantages:
•	 Helps you grow as a manager by learning how you are 

perceived as a manager
•	 Helps improve your team’s performance by providing you 

with insights on better ways  to delegate and support your staff
•	 Shows your staff that you are willing to accept their sug-

gestions, making you more approachable as a manager
For those not comfortable delegating tasks to others, be willing 

to go outside your comfort zone. Your willingness to take this 
leap will enhance your department’s productivity, enhance your 
managerial ability, and help your team expand their knowledge 
and skill. LE

Maximize Your Managerial Delegation Effectiveness

“
If you delegate a task and then micro-manage it to 
the extent that you have actually performed the task 
yourself, it’s not delegation. Neither should you totally 
divest yourself from the delegated task because, as 
the manager, you are still ultimately responsible for all 
work performed within your department. .”

Eric P. Bloom is the President and Founder of Manager Mechanics LLC, a 
nationally recognized speaker and author of the forthcoming book Productiv-
ity Driven Success: Hidden Secrets of Organizational Efficiency. He is also a 
nationally syndicated columnist, certified executive coach, and an Adjunct 
Research Advisor for IDC. He is also a past president of National Speakers 
Association New England. 
Visit www.ManagerMechanics.com
Follow @EricPBloom
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By Prof. Sattar Bawany

Importance & role of leaders in a learning organisation

Creating An Employee-first Culture

Have you actually asked your CEO or senior business leaders 
to be involved in the training? Before lamenting the absence of 
senior management support, be sure that you are being direct 
and asking them to get involved.

Let me share a story that was told by the Head of Learning 
& Development of a client organisation, a large hospitality 
group in the Asia Pacific Region. The training department was 
conducting orientation for a group of new employees early on a 
Saturday morning. The facilitator prepared an excellent agenda 
and instructional program. The CEO of the organisation, in his 
office working on other projects, noticed the flurry of incom-
ing vehicles and people. Curious, he sought out the class. The 
facilitator was shocked when the CEO showed up, and even more 
shocked when he pulled out a chair and stayed for most of the 
class. Afterwards, his remarks were candid; his view was that 
the hospitality staff was the customer’s direct point of contact 
therefore they have a direct relationship with his (the CEO’s) 
responsibilities. Nobody from HR or the training centre had 
ever asked the CEO to get involved!

We often hear that organizations widely publicize the fact 
that talent is their most valuable asset — and that’s often true. 
However when we have a situation where the employees see a 
real disconnect between such claims and what actually happens 
behind closed doors, there are bound to be repercussions in 
talent engagement and retention. To avoid this, organizations 
demonstrate to their employees how they’re valued — and this 
initiative can start at the top, right from the CEO or the Head 
of the Organisation.
Create an “employee-first” culture

Putting the customer first has been the mantra of many com-
panies for a long time. But however correct the mantra may 
have been in the past, perhaps it’s time to question the wisdom 
of it in the present-day context. Some companies have already 
done this, that is, they are putting the customer second, after 
the employees. The results are surprising and enlightening – 

employees have become more engaged and contented, helping 
companies post impressive results and get cited for their best 
practices. Moreover, customers are satisfied. The CEE Results-
based Leadership Framework (See Figure 1) presents an operating 
model and proven approach for putting employees first.

Figure 1. Results-Based Leadership Framework

Steady, long-term competitiveness requires an organization 
to be committed to putting employees first and developing 
quality training programs that are linked to its strategic ob-
jectives. Without a true commitment to the employees at all 
levels throughout an organization, the journey to enhance or-
ganizational performance will be an elusive adventure. Quality 
employees equate to organizational success. Unqualified and 
poorly trained employees equate to organizational failure.

Creating an employee-first culture has more to it than just 
coming up with a catchy motto. A CEO must be committed 
to the development of the employees at the deepest level. This 
means addressing their needs through increased flexibility in 
corporate learning and development policies, caring for the 
employee’s personal and professional development as well as 
investing in their future by prioritizing promotions from within. 
CEO’s and Business Leader’s role in driving a learning or-
ganisation

CEOs can play an active role in retaining their talent by 
setting the tone early on that their organization values ongoing, 
continuous professional development as a means to meet their 
employees’ future or aspirational goals. Every year, as part of 
the performance management and career development process, 
employees should identify a role, or aspect of a role, that interests 
them. Then, with proper help and guidance from their manag-
ers, employees can create a process to learn the skills needed for 
the role. By placing the onus on the talent to drive their own 
career development, a CEO can enjoy the rewards of high levels 
of personal accountability and a thriving learning organization.

When an organization undertakes a large training initiative, 
it’s imperative that the CEO is not only involved in the rollout, 
but truly believes in the content and its impact. Some of the 
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“We often hear that organizations widely publicize 
the fact that talent is their most valuable asset 
— and that’s often true. However when we have 
a situation where the employees see a real dis-
connect between such claims and what actually 
happens behind closed doors, there are bound to 
be repercussions in talent engagement and reten-
tion. ”

5 Organizational Results

4 Customer Engagement

3 Employee Engagement

2 Organizational Climate

•	Profitability/Market Share
•	ROI/Cost Optimization

•	Customer Satisfaction/Loyalty
•	Service Value/Relationship

•	Employee Satisfaction/Loyalty
•	Employee Turnover Rate

•	Company Culture, Policies
•	Rewards and Flexibility

1 Self-Leadership & Team Effectiveness
•	Emotional & Social Intelligence
•	Leadership Styles/Servant Leadership
•	Ontological Humility/Level 5 Leadership

FIGURE  1 Results-Based Leadership Framework
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most successful and enduring training initiatives are those that 
demonstrate high levels of sponsorship — with company leader-
ship remaining vocal about its importance and tying it to their 
own development. When the leader “walks the talk,” the message 
is loud and clear for the rest of the staff — and they are often 
inspired to follow in the leader’s footsteps.

The CEO has to provide general direction for the training 
function. This goes beyond the typical mission/vision statement 
rhetoric. A vision does not mean “I want the training department 
to…”  Vision is the CEO’s expression of what the true culture of 
the organization should be with regard to training, education, 
and overall improvement of the people within the company.  
Jack Welch, former CEO of General Electric (GE), had a vision 
to transform the company using the Six Sigma model. Welch’s 
vision was for every employee to be trained in the process and 
have responsibility for at least one project. His US$500 million 
investment had a 100% return on investment in four years. The 
CEO has to not only have a vision, but also clearly articulate it 
so that the vision can be implemented successfully.
Conclusion

Senior managers and chief executives should take on a variety 
of responsibilities in support of the training function. Corporate 
leaders that embrace these responsibilities create a culture of 
learning within the company.

Not every CEO will take on these active roles in training 
and development. However, when you review the list of CEO’s 
that do take a personal interest in these roles it’s hard to ques-
tion the logic or benefit of doing so. A CEO that becomes a 
visionary, sponsor, governor, participant, and representative for 
their training will find that by elevating their performance, the 
performance of training and the entire company will follow. LE

Creating An Employee-first Culture

Prof. Sattar Bawany is the CEO & C-Suite Master Executive Coach of 
Centre for Executive Education (CEE Global).  CEE offers human capital 
management solutions for addressing challenges posed by a multigenerational 
workforce including talent management and executive development programs 
(executive coaching and leadership development) that help leaders develop 
the skills and knowledge to embrace change and catalyze success in today’s 
workplace.
Visit www.cee-global.com
Email sattar.bawany@cee-global.com  
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“The best way to find yourself is to lose yourself in the service 
of others.” ~ Gandhi

The need for leaders who are authentic, principled, and spiri-
tually grounded is greater now than ever. Leadership has always 
been more challenging during difficult times. In a world beset 
with rising international terrorism, economic uncertainties, 
flagrant violation of human values, and rampant character crises 
among leaders, everybody is searching for the Holy Grail. The 
unique leadership challenges facing organizations throughout 
the world today call for an even greater renewed focus on what 
constitutes “values-based leadership.” 

This article based on the author’s recent book, Gandhi and 
Leadership, will attest that Gandhi embodied the exemplary 
values-based leadership qualities to the highest degree. 
Gandhi and the Value of Values in Leadership

Values represent the heart of leadership and guide behavior 
and performance. As Samuel Blumenfeld has clearly pointed 
out, “You have to be dead to be value-neutral.” Values are like 
a lighthouse; they do not change. It is the ship of practices that 
has to find its way guided by the lighthouse of values. Can an 
evil leader be an effective leader? The answer to this question 
depends on whether we consider ethics to be a necessary condi-
tion for leadership. It also begs the fundamental question, “What 
good is leadership if it is not ethical?” 

Since leadership is an expression of who we are, in discover-
ing, living, and sharing our deepest values lies the fulfillment 
of our life and leadership.

In his seminal essay titled “Notes toward a Definition of 
Values-Based Leadership,” James O’Toole calls Gandhi the 
“most manifestly values-based of all leaders.” Besides Gandhi, 
the author’s shortlist of such leaders includes Abraham Lincoln, 
Martin Luther King, Jr., Nelson Mandela, Vaclav Havel, Mother 
Teresa, Eleanor Roosevelt, and Jean Monet.

Gandhi consistently embodied the perennial values of authen-
ticity/personal integrity, transparency, harmlessness (ahimsa), 
truthfulness (satyagraha or truth-force), humility, self-discipline, 
and selfless service in and through his life and death. He believed 
that the universe is not amoral and that it has a structural bias 
toward good. His leadership effectiveness proceeded from his 
categorical adherence to these values and his openness to learn 
from his own mistakes. Gandhi’s innovation lies in extending 
them from the personal to the public arena. His was essentially a 
values-based, principle-centered approach to leadership. Despite 
his faults, or perhaps because of them, we find there is much to 
learn about Gandhi’s development as a leader—who lived and 
died for the values he held most dear.
Authenticity and Transparency

Personal authenticity has been explored throughout history, 
from Greek philosophers (“Know Thyself ”—Socrates) to Shake-
speare (“To thine own self be true”—Polonius, Hamlet). Authen-
ticity as defined in this context seems to be closely linked with 

self-awareness, sincerity, truth, and transparency. An authentic 
leader operates from a strong personal and moral stance embody-
ing the unity and purity of thoughts, words, and deeds. 

Gandhi underscores this alignment by noting: “I say as I 
think and I do as I say.” He viewed his life and work as an un-
divided whole and approached his lifework in an utterly selfless 
manner, renouncing the usual trappings of title, authority, and 
position. If true living or leadership is an expression of who we 
are, authenticity becomes the most essential value in life and 
leadership. According to Warren Bennis, “The ‘Dean’ of Leader-
ship Gurus,” the real task of becoming a leader boils down to 
becoming an authentic individual first: “At bottom, becoming 
a leader is synonymous with becoming yourself. It’s precisely 
that simple, and it’s also that difficult.”

Authenticity does not mean being perfect. It is accepting 
oneself (and others) as one truly is, warts and all. It is about 
being aware of one’s flaws and learning from them. In fine, it is 
about leading from within. Gandhi led from within—from the 
deep moral and spiritual core of his being. His life and leader-
ship were inseparably one. His life was an open book for all to 
see. His autobiography is an exemplary model of candidness 
and transparency. Such a level of “transparency” has not been 
observed in the life of any other public leader before or since.
Harmlessness or Nonviolence

Gandhi believed that the only test of truth is action based on 
the refusal to do harm—ahimsa. The commonly used English 
equivalent “nonviolence” may be misleading as it seems to give 
the impression that ahimsā is just a negative virtue. Ahimsā is 
not mere abstention from injury in thought, word, and deed; it 
also implies the virtues of compassion and benevolence. 

For Gandhi, ahimsā was a positive force of love. In addition, 
nonviolence is not a cover for cowardice. Gandhi has said that 
“where there is only a choice between cowardice and violence, 
I would advise violence.” Gandhi’s distinctive contribution in 
this area lies in his unique interpretation of “passive” forms of 
violence such as hatred and anger. The passive violence that we 
commit consciously and unconsciously every day causes the 
victims of passive violence to get angry, and their anger eventu-
ally leads to physical violence.

We have been told by experts that anger instigates almost 80 
percent of the violence that we experience, either in our per-
sonal lives or as a society or nation. Anger leads to conflict and 
conflict to violence. Learning how to use the powerful energy 
of anger intelligently and effectively is the foundation of Gan-
dhi’s philosophy of nonviolence. When used properly, rightly 
channeled anger can go a long way in reducing passive violence 
in the workplace. Nonviolence is both the end and the means. 
For Gandhi, nonviolence was the means and truth was the end.
Truth

Truth and nonviolence are interrelated, for there is no spiri-
tuality without morality. Taken together, truth and nonviolence 

By Satinder Dhiman

7 exemplary Gandhian values

Lead Effectively

27Submit your ArticlesLeadership Excellence Essentials presented by HR.com | 11.2015

http://www.hr.com/en?t=/CustomCode/ePublications/submission/submission.main


constitute the alpha and omega of Gandhi the man, as well as 
Gandhi the leader; every form of discipline or vow that Gandhi 
observed in his life was just a variation on these themes. And 
based on all the available evidence, Gandhi remained true to 
both of these vows in both letter and spirit. 

For Gandhi, there was the “relative truth” of truthfulness in 
human interactions, and the “absolute truth” of the Ultimate 
Reality. This ultimate truth is God (as God is also Truth) with 
ethics as expressed in the moral law as its basis. Gandhi was 
humble enough to acknowledge that the truth we experience at 
the level of human interactions is “relative, many-sided, plural, 
and is the whole truth for a given time. Pure and absolute truth 
should be our ideal.” 

This humility gave Gandhi the understanding to be on the 
side of the truth rather than insisting for the truth to be on his 
side. Such humility and courage of conviction are object lessons 
for contemporary leaders. Even while committing to truth and 
nonviolence as absolute ideals, leaders should remain open to 
the fact of many-sidedness of truth encountered at the level of 
human interactions.
Humility

Many spiritual traditions speak about the need to “be poor in 
spirit and pure in heart.” Of all the leadership qualities, humil-
ity is perhaps the most difficult to develop. Ben Franklin tells 
us in his landmark Autobiography that the reason humility as a 
virtue is hard to cultivate is because by the time one gets to be 
good at it, one becomes proud of it! 

Gandhi strongly believed that the “truth is not to be found by 
anybody who has not got an abundant sense of humility. If you 
would swim on the bosom of the ocean you must reduce yourself 
to a zero.” In fact, humility is both the means and the goal. In 
the field of leadership, the importance of humility can hardly be 
overemphasized. Only humble leaders can serve a cause higher 
than themselves. Howard Schultz, the founder and chairman of 
the Starbucks chain of coffee shops, says that Bennis, the great 
leadership expert, once told him that to become a great leader 
you have to develop “your ability to leave your own ego at the 
door, and to recognize the skills and traits that you need in order 
to build a world-class organization.”

 “True humility,” said C.S. Lewis, “is not thinking less of 
yourself; it is thinking of yourself less.” 
Self-Discipline

Gandhi once said, “Our greatness lies not so much in being 
able to remake the world as being able to remake ourselves.” 
Every time Gandhi confronted human frailties in the outer 
world, he turned his moral searchlight within (a phrase Gandhi 
loved using) to find answers in the deep recesses of his soul. This 
spiritual and moral anchorage was the key to Gandhi’s political 
potency and innovation and became his most important discov-
ery: a person’s capacity for self-discipline enhances his or her 
capacity to influence the environment. And no power on earth 
can make a person do a thing against his or her will. One who 
disciplines oneself gains the strength to shape the environment. 
Peter Senge concurs and regards self-mastery to be the key aspect 
of growing as a leader. 

Through prayer, contemplation, self-abnegation, self-puri-
fication, Gandhi cultivated his being to such an extent that 

it emanated a gentle soul-force that endeared him even to his 
severest critics and detractors. Even Gandhi’s critics agree that 
his strength lay in his towering spirit that resided in his frail 
frame. With his indomitable spirit Gandhi was able to win his 
ideological wars in the long run, even when he seemed to be 
losing his battles in the short run. 
Self-Less Service

A leader’s true inspiration comes from doing selfless work. 
Selfless work brings equanimity of mind which in turn con-
tributes to leadership effectiveness. Exemplary leaders are not 
motivated by personal desires or interests. They recognize that 
selfless service is the highest principle of life and leadership. 
They become instruments of the Whole and selflessly work for 
the well-being of all beings. This is where their true fulfillment 
lies. Gandhi was right: the best way to find oneself is to lose 
oneself in the service of others.

Gandhi believed that only by not regarding anything as their 
own can leaders truly devote themselves, body and soul, to the 
selfless service of others. For, unless mind is purged of personal 
desire and attachment, even service is but an inflation of the 
ego. These are all valuable lessons for contemporary leaders to 
emulate. 

The path to leading others starts with self-awareness through 
self-discipline and ends with self-transcendence through selfless 
service. It is paved with authenticity, humility and compassion.
Concluding Thoughts

Gandhi had his human failings and favorites. Yet for his abiding 
passion to constantly “remake” himself until his last breath, his 
dogged determination to walk the straight and narrow path of 
truth and nonviolence, his exceptional ability to reduce his per-
sonal self to zero, his disarming humility, and his excruciating 
self-honesty, he will continue to shine as a beacon for humanity 
as long as might oppresses right.

If we want to bring about any change in the world, we have 
to begin with ourselves: We have to be the change that we wish 
to see in the world. This was Gandhi’s most important discovery 
and his greatest gift to humankind. LE

Lead Effectively

Satinder Dhiman, PhD, EdD, is Associate Dean; Chair & Director of the 
MBA Program, and Professor of Management at Woodbury University and 
author of Gandhi and Leadership, which skillfully weaves history, biography, 
memoirs, anecdotes, and stories seamlessly to create a values-driven road-map 
for modern leaders. It reveals how Gandhi, starting as a ‘one-man boundary 
force,’ became ‘a century’s conscience.’
Connect Dr Satinder Dhiman
Visit http://www.sdhiman.com/ 
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By Peter Meyer

Can you do both?

Grow Your Time And Business

What is it worth to you to grow access to your time? Is it even 
possible? 

Getting to the right answer starts with asking if you are growing or 
finding. Most managers ask if they can find time and then conserve 
it. When you ask if you can grow your access to it you are working 
from a different starting point. 

Time is like any natural resource with which you build products. 
Like any other raw material, you use it but it’s never in charge of you. 
Like a crop, assume that you manage your resources. When you start 
with that position, you can find that you can grow it. 

Starting with Boundaries
In her role as the Chief Executive Officer (CEO) of Tech CU 

in Silicon Valley, Barbara Kamm grows her access to time with 
boundaries and with confidence from self. She starts by scheduling 
time that she wants to have. 

“We schedule meetings. We should also schedule other things that 
are important. If I want time to think or do some work, it doesn’t 
(happen) unless I deliberately block it off.” 

For Barbara this is not about scheduling. It’s about boundaries, 
and willingness to hold to them. “You have to set those boundaries. 
If you don’t your schedule will be everybody else’ schedule.” That 
requires confidence in your ability to be in charge of your most 
important resource: Your self. That is from where she starts to grow 
time. 

Barbara’s boundaries are about prioritization and discipline. Part 
of the discipline is choosing what not to do. In the same way that 
a farmer improves her agricultural yield by not planting too much, 
you grow your available time by choosing what not to plant into 
your calendar. 

Charles Rogers from technology leader Nexmo is finding the right 
boundary for himself and his team. He wants his direct employees 
to do things on their own but he wants some things done right every 
time. He recognizes that he can’t grow his team, or himself, if he 
tries to manage what the team does in every important task. So he 
sets boundaries. He gives his staff great latitude right up until they 
produce customer-facing materials. Then he gets involved to check 
what the customer will see to ensure that it meets the standard that 
he sets. 

This boundary is clear for the team. If the deliverable meets his 
standard, then he does not need to spend time on why and how. If 
it doesn’t meet the standard, he can tell the individual what would 
meet the standard and to try again. If the work is not customer 
facing, he can keep a much looser hand on what is produced. Charles 
no longer does or even checks all the work his team produces. He 
reviews it later for his own understanding, and he invests his best 
time into work that is customer facing. 

As Charles does this, he is saying no to doing work that his team 
can and should do. Leaving something alone is difficult. Saying no 
to a meeting or a priority is not always easy. He does it because he 
feels confident in where he is taking himself. It works when he is 
confident from his core values, from self.

Charles is growing time for things that he wants on his schedule. 
By using boundaries and trust, Charles grows the time that he 
can access for critical issues that he should handle. He feels more 
ownership of his day.

Using Boundaries like a Jigsaw Puzzle Box Top
Making the choice to let people learn is about choosing and 

holding a boundary. Barbara and Charles work on the assumption 
that you can and should know the details of what is going on in key 
parts of your business. Their boundary is the line between knowing 
it and doing it. This is assigning a jigsaw puzzle, showing the box 
top and then letting the team assemble the pieces without your 
intervention. You define the box top. The team assembles the pieces 
their own way. You inspect the result. You don’t invest time building 
it. Once you set the box top, you have set the boundaries and you 
can step away from the way it will get assembled. 

Boundaries can be difficult. Holding boundaries require self-
confidence on your part and on your team’s part. Helping your 
team can be an exercise in assisting them to recognize their own 
confidence. That means helping them see their internal strength. 

As you do this, you may not get quick results. You will get to 
invest trust in them for a while before it pays off with them trusting 
themselves and then you. Investing in that now helps you grow more 
access to time later. The payoff is very worthwhile.

The Question that Divides Teams and Limits Growth
I often make a simple request of teams. I ask them to tell me:
 - “Can you ask yourself a question for which you cannot find 

an answer?”
Over hundreds of conversations in which I have asked that 

question, the answer was obvious to almost every person whom 
I asked. In most teams, members are shocked to find that their 
coworkers have a different answer than they do. That difference 
matters.

Consider: If you lead a team of people where half think the answer 
is yes and half say no, will that impact how the team works together? 
If they don’t work as well together, what does that mean for your 
growth? 

Either they know that they’ll have to find the answer, or they 
put themselves in a more restricted place where the answers have 
to come from outside. If you want to grow your time, you’ll want 
to get all of your key team members to agree on the same answer to 
that question. This is a core value. It defines boundaries which each 
individual chooses as real. 

If your team does not agree on one answer to this question, you 
want to know now and not later. To grow your time, you need to 
understand how you and your team set boundaries. 

We each set our own boundaries. When we do, we limit what 
we can and will do in a given set of situations. Ethical behavior is a 
boundary. Fiduciary responsibility is a boundary. So is the choice to 
not do the work of others. As is the choice to allow mistakes, starting 
with each of us allowing ourselves to err. We need boundaries in 
business to manage well. That question about capabilities shows a 
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current boundary that we hold. 
Each of us can do this. Each of us can set boundaries. Each of us is 

strong enough to enforce the boundaries we set. That strength comes 
from within, and with confidence from self. 

That leads to a question on empowerment: Who empowers your 
team?
Who Empowers your Team?

Another question I use to illuminate key boundaries is:
- Are you empowered by the company, or
- Are you empowered by your self?
The first is empowered by an outside power, the second empowered 

from within. There is no wrong answer. What is worth knowing 
is whether members of the same team have different answers. That 
disparity would make it hard to manage the team to the same goals. 
This is another core value for your team. 

Managing that disparity in your team is time consuming, not 
time growing. It starts with you as the leader. You can address the 
question and grow your time, starting now.
Applying this in a Regulated Business 

When Barbara took her CEO role, Tech CU was following a 
traditional path. The good news about most credit unions is that 
they have a predictable business model. They are retail businesses, 
working with individual savers and borrowers. The bad news is that 
in a difficult economy the retail business is like a one legged stool; it 
is unstable. In the case of her CU, “I believed that to stay exclusively 
on a retail platform was akin to a slow death.”

To grow instead of die, Barbara chose to develop a commercial 
portfolio. Retail and commercial are two different kinds of business 
catering to two different kinds of customers. When one revenue 
stream is down, the other can cover for it. 

Retail banking is about many similar transactions. These 
regulations are “cookie cutter.” In the retail world, borrowers are 
treated as individuals but the CU does not address each transaction 
uniquely. Exceptions are to be minimized. 

Commercial banking requires constant development and 
monitoring of individual transactions. Instead of groups of 
transactions, each loan is individually crafted and managed. The 
banker succeeds when he or she knows each customer well and is 
able to craft the package around each. In the commercial business 
exceptions are desirable.

Running that commercial business is entirely different from 
running a retail banking operation. Tech CU’s team was expert in 
retail banking. The regulators responsible for ensuring that the CU 
is well run were just as expert in retail. However, they are unfamiliar 
with commercial. 

When the CU added commercial loans “the regulators (started) to 
quake in their boots. They don’t understand business loans. We have 
to be very patient about explaining what we are doing and why.” The 
team’s position is that they might be: “. . .training the regulators. We 
can help them learn.” And it was and is clear that the overseers need 
to learn in their own way.  They needed a good box top. They also 
need to work the puzzle on their own.

When the regulators come to the CU, the team there is both 
supportive and willing to hold to boundaries. The team members 
show their support when they are happy to help the regulators 
understand this different business. 

The test comes when a regulator insists on treating commercial 
loans as though they are retail. An agency supervisor may insist on 
enforcement that would hurt the commercial customer, the loan, 

or the result to the credit union. When that happens the CU team 
member has to stand up and say that their commercial customer 
needs to be treated differently from a consumer loan. The team 
member has to enforce a boundary.

“We are not going to let the regulators run our business for us. We 
are going to keep moving forward and doing the right thing.” Here 
is where success requires confidence from self. “We are going to be 
questioned, we going to be possibly written up on examinations. We 
have to go” to uncomfortable places. However Barbara is clear that 
the CU wants the regulators to understand and support Tech CU 
team in this growth to a different market. “We have to do what it 
takes to bring the regulators along with us.”

Does this grow access to time? In the short run, no. However, any 
other alternative is going to set up a constant contention between 
the governing bodies and the credit union. If that happens the 
customers lose and the CU loses. To grow time, to grow the CU, 
Barbara’s team has to hold to boundaries immediately. You can direct 
this, and help everyone on the team feel confident in the group and 
in himself or herself. When you help them to do the puzzle assembly 
without you, it will increase your access to more time.
Managing from Boundaries

Can you grow your access to time? Can you grow confidence from 
self? You can. As you do, your business is easier to manage and to 
keep on the right track for sustainable growth. 

Today, Barbara is managing a financial institution into the next 
level where it can be more stable. That would normally suck up 
an immense amount of time. However, now she is increasing her 
available time to do that well. She chooses to set boundaries, and 
hold to them. This works because she is driven from within instead 
of driven by the people around her. 

Barbara and Charles must work with their teams and help them by 
setting the direction. Then Charles and Barbara make the conscious 
decision to trust their teams to do the right things inside boundaries 
that they set. They lead by setting puzzle box tops, by helping the 
team members feel competent to act on their own. Is there any 
reason that you cannot do the same? 

Barbara put it well when she quoted a former mentor: 
“Leadership is about making people like themselves when they are 

in your presence”
People are more likely to like themselves, and be more productive, 

when they are learning and when they feel confident in themselves. 
When you set boundaries, when you govern, and when you model 
confidence from within, you are helping make that happen. You grow 
your own business, from within you. And you grow your own access 
to time in the same way. When you work from this perspective, you 
are in charge of your time and so is your team. That is key to being 
in charge of your business. LE

Grow Your Time and Business
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Excellence Essentials, The Wall Street Journal, The Canadian Business Review, 
Business Horizons, Dateline, Internet Business Journal, Executive Female, 
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I’m a dancer. When I studied the Argentine Tango there was 
a foundational rule that I believe is true for all leaders: The leader 
opens the door for the follower to pass through, and the leader then 
follows. If anyone notices the leader, he’s not doing his job. The goal 
is to showcase the follower.

Much of what is written about leadership falls into the category 
I call ‘trait-centered leadership’: someone deemed ‘at the top’ who 
uses his/her personality, influence, and charisma to inspire and give 
followers – possibly not ready for change – a convincing reason to 
follow an agenda set by the leader or the leader’s boss. Sounds to me 
like a mixture of Jack Welch, Moses, and Justin Bieber.

What if the leader’s goal overrides the mental models, beliefs or 
historic experiences of the followers, or the change is pushed against 
the follower’s values, and resistance ensues? What if the leader uses his/
her personality as the reason a follower should change? Or has a great 
message and incongruent skills? Or charisma and no integrity? Adolf 
Hitler, after all, was the most charismatic leader in modern history.
If You Can’t Follow, You Can’t Lead

Whether it’s for a group that needs to perform a new task, or 
someone seeking heightened outcomes, the role of leadership is to

1. facilitate congruent change and choice,
2. in accordance with the values, skills, and ability of the follower,
3. enabling them to shift their own unique (unconscious) patterns,
4. to discover and attain new behaviors congruently and without 

resistance,
5. within the parameters of the required change.
It demands humility and authenticity. It’s other-centered and devoid 

of ego, similar to a simple flashlight that merely lights the existent 
path, enabling followers to discover their own excellence within the 
context of the change sought. It’s an inside job.

Being inspirational, or a good influencer with presence and empathy, 
merely enlists those whose beliefs and unconscious mental models 
are already predisposed to the change, and omits, or gets resistance 
from, those who should be part of the change but whose mental 
models don’t align.

This form of leadership has pluses and minuses.
Minuses: The final outcome may look different than originally 

envisaged because the followers set the route according to their values 
and mental models.

Pluses: Everyone will be enthusiastically, creatively involved in 
designing what will show up as their own mission, with a far superior 
proficiency. It will more than meet the vision of the leaders (although it 
might look different), and the followers will own it with no resistance.

Do you want to lead through influence, presence, charisma, or 
rationality? Or facilitate the unique path to congruent change? Do 
you want people to see you as a guide? Or teach them how to con-
gruently move beyond their status quo and discover their own route 
to excellence – with you as a GPS system? Do you want to lead? Or 
enable real change? They are opposite constructs.
Power vs Force

Here are some differences in beliefs between trait-centered leader-

ship and more facilitative leadership:
Trait-centered: Top down; behavior change and goal-driven; de-

pendent on power, charisma, and persuasion skills of a leader and may 
not be congruent with foundational values of followers.

Facilitation-centered: Inclusive (everyone buys-in and agrees to 
goals, direction, change); core belief-change and excellence-driven; 
dependent on facilitating route between current state and excellence, 
leading to congruent systemic buy-in and adoption of new behaviors.

Real change happens at the belief level. Attempting to change 
behaviors without helping people change their beliefs first meets 
with resistance: the proposed change pushes against the status quo 
regardless of the efficacy of the change.

New skills are necessary for facilitation-centered leadership:
1.  Listen for systems.  This enables leaders to hear the 

elements that created and maintain the status quo and would 
need to transform from the inside before any lasting change 
occurs. Typical listening is  biased and restricts possibility. 
2. Facilitative Questions. Conventional questions are biased by 
the beliefs and needs of the Questioner, and restrict answers 
and possibility. Facilitative Questions enlist the unconscious 
systems and show them how to adopt change congruently. 
3. Code the route to systemic change. When asking folks to buy-in, 
build consensus, and collaborate, they don’t know how to make the 
necessary changes without facing internal resistance, regardless of the 
efficacy of the requested changes. By helping people move from their 
conscious to their unconscious back to their conscious, and facilitating 
buy-in down the line, it’s very possible to avoid resistance.

If you seek to enable congruent change that captures the passion 
and creativity of followers, avoids resistance, and enables buy-in, open 
the door and follow your followers. LE

See my new Entrepreneur Programs: Getting Funded; Creating a Selling Machine; Market-
ing to Buying Decisions

Trait-centered Leadership vs. Servant Leadership

Enable excellence to develop unrestricted possibilities

By Sharon Drew Morgen

Sharon Drew Morgen is the NYTimes Business Bestselling author of Selling 
with Integrity and 7 books how buyers buy. She is the developer of Buying 
Facilitation® a decision facilitation model used with sales to help buyers 
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the terms Helping Buyers Buy, Buy Cycle, Buying Decision Patterns, Buy 
Path in 1985, and has been working with sales/marketing for 30 years to 
influence buying decisions. Morgen is the author of What? Did you really say 
what I think I heard? in which she has coded how we can hear others without 
bias or misunderstanding, and why there is a gap between what’s said and 
what’s heard. She is a trainer, consultant, speaker, and inventor, interested in 
integrity in all business communication. 
Email sharondrew@sharondrewmorgen.com   
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Leadership March 9, 2016 September 27, 2016

Recognition and Engagement November 10, 2015 May 3, 2016
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By Shawn M. Galloway

Do leaders know what followers are motivated by?

What Followers Want In Their Leaders

All companies need the right individuals with the right compe-
tencies (e.g., soft and hard skills) to advance the capabilities of the 
firm. From whom do you seek input when determining leadership 
development efforts — leaders or followers?

Most organizations backtrack from desired results to identify what 
performance contributed to those results. From this, key competen-
cies, roles and responsibilities are established and are relied upon 
to direct leadership development. If the goal is to direct expected 
behavior toward expected results, this approach has merit. But, if the 
goal is to create an engaged culture that nudges discretionary effort 
to deliver breakthrough performance, leadership development takes 
on a new meaning.

The natural tendency is to profile a desirable leader based on input 
from executives to front-line supervisors. This is, indeed, valuable. If 
you have yet to identify the leadership expectations of those currently 
in leadership positions, your efforts will be misaligned. But, what 
about the followers? Do leaders know what followers are motivated by? 

In The Leadership Challenge: How to Make Extraordinary Things 
Happen in Organizations, authors James M. Kouzes and Barry Z. 
Posner identified the following four characteristics of great leaders: 
honesty, competency, forward-looking and inspiring. In Why Should 
Anyone Be Led By You by Rob Goffee and Gareth Jones, the desires of 
followers were community, authenticity, significance and excitement. 
A Gallup Research Team, Tom Rath and Barry Conchie, asked more 
than 10,000 followers what the most influential leaders do to contrib-
ute to their lives. The answers were provided in their book, Strengths 
Based Leadership: Great Leaders, Teams, and Why People Follow, and 
were listed as trust, compassion, stability and hope.

Interestingly, none had anything to do with results. Rather, all have 
more intrinsic, emotional classifications and a sense of “feeling.” So, 
is it better to focus leadership development on facilitating an increase 
in organizational feeling and emotional intelligence, or on knowledge 
and behavior that will contribute to business results? The answer is 
both if you desire a culture that wants to contribute to results, rather 
than one made up of individuals who feel obligated to.  

One exercise that is used when helping leaders move from being 
perceived as a cop to a coach for performance management is to 
discuss the experiences they may have had with an effective coach 
when participating in a sport. “When you think of a great coach you 
once had, what characteristics did they have that come to mind?” Like 
the findings in the aforementioned books and research, I have always 
received emotional responses (e.g., great listener, showed they cared 
about you, took the time to make sure you understood).  

According to John Kotter of Harvard Business School, people 
respond emotionally to change before responding logically. Kotter 
also found two of the three main reasons people might resist change 
are emotional (“They don’t like the change.” and “They don’t like the 
individual bringing the change.”) For the reader’s benefit, the third 
reason Kotter found is, “They don’t understand the change.”

Leadership development should meet the expectations of senior 
leadership as their buy-in and reinforcement are vital. But, if it isn’t 
also aligned with the individual and collective desires of those expected 
to do the following, leaders will be developed in a manner that pro-
duces minimal return on investment and, worse, creates barriers to 
future leadership improvement attempts. Nothing more effectively 
compromises the ability to capture results in developing leaders like 
previous failed attempts. LE

This article was originally published in BIC Magazine (February 2014).

Shawn M. Galloway is the coauthor of STEPS to Safety Culture Excellence 
and President of ProAct Safety.  He has helped hundreds of organizations 
within every major industry achieve and sustain excellence in performance 
and culture.  Shawn is also the host of the highly-acclaimed weekly podcast 
series, Safety Culture Excellence®. 
Email info@ProActSafety.com
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Part 1 and Part 2 of this series was published in the September and 
October issue of Leadership Excellence Essentials respectively.

Part Achieving the level of awareness characteristic of an authentic 
leader requires that you understand you as this understanding has 
everything to do with how you approach the challenges and process 
of leading. This may seem obvious, but it’s not a stretch to say that 
many leaders know more about their company than they do about 
themselves as individuals or the priorities of a leader. For example, 
the first priority of a leader is to ensure that his team has the right 
culture – one that supports winning.
The Pyramid of Authentic Leadership 

The “Personal Pyramid” is a model that I have used for more than 
forty years to help leaders move toward an unvarnished understanding 
of who they are and how it impacts their assumptions, words, and 
actions. This is the same framework that defines the characteristics of 
an authentic leader, but with a lot more detail about what a leader has 
to work on in order to be seen as authentic by his followers. 

Personal Development Pyramid

As you move from the person you want to be at the base of the 
pyramid, you progress up through increasingly more specific and 
visible personal habits until you achieve the results you intend and 
earn the reputation that you deserve. The term “habits” reflects the 
fact that excellence is the result of practicing the right things until 
they become a natural part of your character and leadership.
Focusing Your Leadership 

Authentic leaders focus on five broad areas of leading; namely, self, 
business, results, people, and vision. 

Five Dimensions of Leading
The five areas are where you apply your leadership skills by focusing 

on your intentions, values, and principles. Each of the areas is defined 
in detail in the following table.

Self-leadership: Being disciplined and consistent, in touch with and 
able to control one’s emotions, and positively predictable; acting with 
maturity, performing well under stress, and changing as the conditions 
of success demand it. It includes enacting a self of honorable character 
and principled action and acting on the fact that, “No one can make 
you feel inferior without your permission.” (Eleanor Roosevelt)

Business-leadership: Understanding how your company makes 
money and earns the loyalty of its most valued customers. It is creat-
ing an effective business model, identifying the appropriate strategic 
imperatives, focusing on the proven keys to success, and insisting 
on standards that ensure consistent execution of the intended guest 
experience and a strong consumer brand and understanding that, “It 
is not the employer who pays wages; he only handles the money. It 
is the product that pays wages.” (Henry Ford)

Results-leadership: Distinguishing symptoms from their underly-
ing problems, understanding and ensuring the experiences that earn 
stakeholder loyalty, and acting in a balanced way on the natural give 
and take among each stakeholder’s needs and wants. It’s knowing 
that, “If you are wondering ‘how we got here,’ you’re in the wrong 
job.”(Tom DeCotiis)

Vision-leadership: Creating/teaching an inspiring vision of the 
future and communicating it to followers, developing a culture of 
success, acting to protect and strengthen the culture regardless of the 
immediate consequences, and making today’s decisions with an eye 
on the future. It is acting on the fact that, “Where there is no vision, 
the people perish.” (Proverbs 29:18)

People-leadership: Understanding the ebb and flow of emotion 
in people, accurately reading the emotions of others and being able 
to harness them for doing good things, and building rapport with 
others. Earning the trust of followers and molding them into a high 
performance team, holding them accountable, and creating buy-in 
to the vision and a strong sense of belonging and significance. It is 

Becoming An Authentic Leader
Arriving at your destination (Part Three of Three)

By Tom DeCotiis
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knowing that, “Leaders are dealers in hope.” (Napoleon Bonaparte)
While I don’t know whether there is an order to how skills are 

developed in each of the areas, experience tells me that they are de-
veloped more or less simultaneously, with one being more intensely 
developed at one point in time and another being more developed at 
another. Often, what is worked on has a lot to do with necessity and 
the brick walls you run into. Having said that, leading the self is the 
key growth as it is the upper limit to development of the other four 
areas of leading. That’s because you cannot be more to your followers 
than you can be to yourself and expect to be seen as having integrity, 
credibility, and balance.

 “The authentic leader does not have all of the ideas or answers, 
but develops a culture where good ideas and answers are common 
and valued.” 
Raising the Bar on You 

At the end of the day, all good ideas degenerate to hard work, 
especially when they are worth pursuing. That is especially true of 
leadership ideas because they affect so many people’s lives. The au-

thentic leader does not have all of the ideas or answers, but develops 
a culture where good ideas and answers are common and followers 
feel valued for airing them. 

Your individual definition of the leader you intend to be is the 
starting point of growth. What has been offered here are many of the 
things you have to think about and do on your way to being the leader 
you want to be. Whether you choose to make this journey or not, 
the choice is not about growth but about pain. You either choose the 
pain of discipline and change or the pain of comfort and regret. LE

Becoming An Authentic Leader

Tom DeCotiis, PhD co-founded Corvirtus in 1985 to provide a range of 
innovative, science-based measurements and services that tie a company’s 
culture and core values to talent processes. Throughout his 40-year career, 
Tom has worked with organizations - from start-ups to Fortune 500s - to help 
them grow and succeed through a rigorous focus on company mission, values, 
business basics and stakeholder promises.
Visit www.corvirtus.com
Connect Tom DeCotiis
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Top Jobs

Job Title: Deputy Director Diversity Outreach 
Category: Employee and Labor Relations
Type: Full Time
Company: Office of the Director of National Intelligence
Location:  Fairfax, VA (US)

Job Title: Assistant Human Resources Officer
Category: Human Resources - General Roles
Type: Full Time, Part Time
Company: Bureau of Naval Personnel
Location: Arlington, VA (US)

Job Title: SATCS En Route Staff Manager
Category: Employee and Labor Relations
Type: Full Time, Part Time 
Company: Federal Aviation Administration
Location: Leesburg, VA (US)

Job Title: Program Specialist Human Resources Job
Category: Human Resources - General Roles
Type:  Full Time
Company: HQDA Field Operating Agencies and Staff Support
Location: Alexandria, VA (US)
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