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The Leadership Challenge — By: James Kouzes & Barry Posner

To better understand leadership as a
relationship, =~ we  investigated  the
expectations that constituents have of
leaders. We asked people to tell us the
personal traits, characteristics, and
attributes they look for and admire in a
person whom they would be willing to
follow. The responses both affirm and
enrich the picture that emerged from
studies of personal leadership bests.

We began this research on what
constituents expect of leaders more than
thirty years ago by surveying thousands of
business and government executives. From
this list of twenty characteristics, we
developed the Characteristics of Admired
Leaders checklist. It has been administered
to well over one hundred thousand people
around the globe, and the results are
continuously updated. This one-page
survey asks respondents to select the seven
qualities, out of twenty, that they “most
look for and admire in a leader, someone
whose direction they would willingly
follow.” The key word in this statement is
willingly. What do they expect from a
leader they would follow, not because

they have to, but because they want to?

The top four characteristics—honest,
forward-looking, competent, and inspiring—
have remained constant in the ever-changing
and turbulent social, political, and economic
environment of the past thirty years. Three of
these four key characteristics make up what
communications experts refer to as "source
credibility.” In assessing the believability of
sources of communication—whether news
reporters, salespeople, physicians, or priests;
whether business managers, military officers,
politicians, or civic leaders—researchers
typically evaluate them on three criteria: their
perceived trustworthiness, their expertise, and
their dynamism. People who are rated more
highly on these dimensions are considered by
others to be more credible sources of
information.

Credibility is the foundation of leadership.
Constituents must be able, above all else, to
believe in their leaders. For them to willingly
follow someone else, they must believe that
the leader’s word can be trusted, that she is
personally passionate and enthusiastic about
the work, and that she has the knowledge and

skill to lead.

The Kouzes-Posner First Law of
Leadership:

If you don't believe in the messenger, you
won't believe the message.

What is the most significant way to establish
credibility?

We refer to it as The Kouzes-Posner Second
Law of Leadership:

You build a credible foundation of
leadership  foundation when you
DWYSYWD—Do What You Say You Will
Do.

DWYSYWD has two essential parts: say
and do. The practice of Model the Way links
directly to these two dimensions of the
behavioral definition of credibility. Modeling
is about clarifying values and setting an
example for others based on those values.
The consistent living out of values is the way
leaders demonstrate their honesty and
trustworthiness. It's what gives them the
moral authority to lead. And that’s where we
begin our discussion of The Five Practices.
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The Five Practices of Exemplary Leadership

By: James Kouzes & Barry Posner

We first asked people in the early 1980s to tell us what they did when they were at their
“personal best” in leading others, and we continue to ask this question of people around
the world. After analyzing thousands of these leadership experiences, we discovered,
and continue to find, that regardless of the times or setting, people who guide others
along pioneering journeys follow surprisingly similar paths. Although each experience
was unique in its individual expression, there were clearly identifiable behaviors and
actions that made a difference. When making extraordinary things happen in
organizations, leaders engage in what we call
The Five Practices of Exemplary Leadership. They

° Model the Way

° Inspire a Shared Vision

° Challenge the Process

° Enable Others to Act

° Encourage the Heart

These leadership practices are not the private property of the people we studied. Nor do
they belong to a few select shining stars. Leadership is not about who you are; it's about
what you do. The Five Practices are available to anyone who accepts the leadership
challenge—the challenge of taking people and organizations to places they have never
been before, of doing something that has never been done before, and of moving
beyond the ordinary to the extraordinary.

Although the context of leadership has changed dramatically since we first began our
research thirty years ago, the content of leadership has not changed much at all. The
Five Practices frame- work has passed the test of time. Our research tells us that the
fundamental behaviors and actions of leaders have remained essentially the same and
are as relevant today as they were when we first began our study of exemplary
leadership.

Model the Way

Titles are granted, but it's your behavior that earns you respect. This sentiment was
shared across all the cases we collected. Titles don't make you a leader. It's how you
behave that makes a difference. Exemplary leaders know that if they want to gain
commitment and achieve the highest standards, they must be models of the behavior
they expect of others.

To effectively Model the Way, you must first be clear about your own guiding principles.
You must clarify values by finding your voice. Words and deeds must be consistent.

Exemplary leaders set the example by aligning actions with shared values. Through their
daily actions, they demonstrate their deep commitment to their beliefs and those of the
organization. One of the best ways to prove that something is important is by doing it
yourself and setting an example.

Inspire a Shared Vision

People describe their personal-best leadership experiences as times when they
imagined an exciting, highly attractive future for their organizations. They had visions
and dreams of what could be. They had absolute and total personal belief in those
dreams, and they were confident in their abilities to make extraordinary things happen.
Every organization, every social movement, begins with a dream.

Leaders envision the future by imagining exciting and ennobling possibilities. You need to
make something happen, to change the way things are, to create something that no one
else has ever created before. Much as an architect draws a blueprint or an engineer
builds a model, you need to have a clear vision of what the results should look like
before starting any project. You also have to be able to connect it to the past, to the
history that got you to where you are.

You can’t command commitment; you have to inspire it. You have to enlist others in a
common vision by appealing to shared aspirations. Unity of purpose is forged when you
show your constituents how the dream is a shared dream and how it fulfills the common
good. When you express your enthusiasm and excitement for the vision, you ignite that
passion in others.

Challenge the Process

Challenge is the crucible for greatness. Every single personal-best leadership case
involved a change from the status quo. Not one person claimed to have achieved a
personal best by keeping things the same. The challenge might have been an innovative

new product, a cutting-edge service, a groundbreaking piece of legislation, an
invigorating campaign to get adolescents to join an environmental program, a
revolutionary turnaround of a bureaucratic military program, or the start-up of a new
plant or business. It could also be dealing with unexpected economic downturns,
personal betrayal, loss of physical ability, natural disasters, civil unrest, and
technological disruptions. Leaders venture out; they don't sit idly by waiting for fate
to smile on them.

Leaders are pioneers, willing to step out into the unknown. But leaders aren’t the only
creators or originators of new products, services, or processes. In fact, it's more likely
that they're not. Innovation comes more from listening than from telling. You have to
constantly be looking outside yourself and your organization for new and innovative
products, processes, and services. You need to search for opportunities by seizing the
initiative and by looking outward for innovative ways to improve.

Because innovation and change involve experimenting and taking risks, your major
contribution will be to create a climate for experimentation in which there is
recognition of good ideas, support of those ideas, and the willingness to challenge the
system. When you take risks, mistakes and failures are inevitable. Proceed anyway.
One way of dealing with the potential failures of experimentation is by constantly
generating small wins and learning from experience. The best leaders are the simply the
best learners, and life is their laboratory.

Enable Others to Act

A grand dream doesn’t become a significant reality through the actions of a single
person. It requires a team effort. It requires solid trust and strong relationships. It
requires deep competence and cool confidence. It requires group collaboration and
individual account- ability.

Leaders foster collaboration by building trust and facilitating relationships. This sense of
teamwork extends far beyond a few direct reports or close confidants. You have to
engage all who must make the project work—and, in some way, all who must live with
the results.

Constituents neither perform at their best nor stick around for very long if you make
them feel weak, dependent, or alienated. Giving your power away and fostering their
personal power and ownership will make them stronger and more capable. When you
strengthen others by increasing self-determination and developing competence, they are
more likely to give it their all and exceed their own expectations. Focusing on serving
the needs of others, and not one’s own, builds trust in a leader. And the more that
people trust their leaders and each other, the more they take risks, make changes,
and keep organizations and movements alive.

Encourage the Heart
The climb to the top is arduous and steep. People become exhausted, frustrated, and
disenchanted, and are often tempted to give up. Genuine acts of caring draw people
forward. It's part of your job as a leader to show appreciation for people’s
contributions and to create a culture of celebrating the values and victories by creating
a spirit of community.

Recognition and celebration aren’t necessarily about fun and games, though there is a
lot of fun and there are a lot of games when people encourage the hearts of their
constituents. Neither are they about pretentious ceremonies designed to create some
phony sense of camaraderie. Encouragement is, curiously, serious business because
it's how you visibly and behaviorally link rewards with performance. Make sure that
people see the benefit of behavior that's aligned with cherished values. Celebrations
and rituals, when they are authentic and from the heart, build a strong sense of
collective identity and community spirit that can carry a group through extraordinarily
tough times.

The Five Practices of Exemplary Leadership are the core leadership competencies
that emerged from our analysis of thousands of Personal-Best Leadership Experience
cases. When leaders are doing their best, they Model the Way, Inspire a Shared
Vision, Challenge the Process, Enable Others to Act, and Encourage the Heart.
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8 Qualities That Make Great Bosses Unforgettable

By: Jeff Haden

I remember all of my bosses. Some were bad. Most were good. But only
one was, in the best possible way, truly memorable. Unforgettable
bosses possess qualities that may not show up on paper but always
show up where it matters most -- in the minds and even hearts of the
people they lead.

Here are some of the qualities of truly unforgettable bosses:

1. They believe the unbelievable. Most people try to achieve the
achievable; that's why most goals and targets are incremental rather
than inconceivable.

Memorable bosses expect more -- from themselves and from others.
Then they show you how to get there. And they bring you along for
what turns out to be an unbelievable ride.

2. They see opportunity in instability and uncertainty. Unexpected
problems, unforeseen roadblocks, major crises... most bosses take
down the sails, batten the hatches, and hope to wait out the storm. A
few see a crisis as an opportunity. They know it's extremely difficult to
make major changes, even necessary ones, when things are going
relatively smoothly.

They know reorganizing an entire sales team is accepted more easily
when a major customer goes under. They know creating new sales
channels is a lot easier when a major competitor enters the market.
They know reorganizing manufacturing operations is a lot easier when
the flow of supplies and components gets disrupted.

Memorable bosses see instability and uncertainty not as a barrier but as
an enabler. They reorganize, reshape, and re-engineer to reassure,
motivate, and inspire -- and in the process make the organization much
stronger.

3. They wear their emotions on their sleeves.
Good bosses are professional.

Memorable bosses are highly professional and yet also openly human.
They show sincere excitement when things go well. They show sincere
appreciation for hard work and extra effort. They show sincere
disappointment -- not in others, but in themselves. They celebrate, they
empathize, they worry. Sometimes they even get frustrated or angry.

In short, they’re human. And, unlike many bosses, they act as if they
know it. Professionalism is admirable. Professionalism -- with a healthy
blend of humanity -- is inspiring.

4. They protect others from the bus. Terrible bosses throw their
employees under the bus. Good bosses never throw their employees
under the bus.

Memorable bosses see the bus coming and pull their employees out of
the way often without the employee knowing until much, much later...
if ever, because memorable bosses never try to take credit.

And if they can't, they take the hit. (And later speak privately to the
employee in question.)

5. They've been there, done that... and still do that.

Dues aren't paid, past tense. Dues get paid each and every day. The
true measure of value is the tangible contribution we make on a daily
basis. That's why no matter what they may have accomplished in the
past, memorable bosses are never too good to roll up their sleeves, get
dirty, and do the “grunt” work. No job is ever too menial, no task ever
too unskilled or boring.

Memorable bosses never feel entitled, which means no one feels
entitled to anything but the fruits of their labor.

6. They lead by permission, not authority.

Every boss has a title. That title gives them the right to direct others, to
make decisions, to organize and instruct and discipline.

Memorable bosses lead because their employees want them to lead.
Their employees are motivated and inspired by the person, not the
title.

Through their words and actions they cause employees feel they work
with, not for, a boss. Many bosses don’t even recognize there’s a
difference... but memorable bosses do.

7. They embrace a larger purpose.
A good boss works to achieve company goals.

A memorable boss also works to achieve company goals -- and
achieves more than other bosses -- but also works to serve a larger
purpose: to advance the careers of employees, to rescue struggling
employees, to instill a sense of pride and self-worth in others. They
aren’t just remembered for nuts and bolts achievements but for helping
others on a personal and individual level.

Memorable bosses embrace a larger purpose, because they know
business is always personal.

8. They take real, not fake risks.

Many bosses, like many people, try to stand out in some superficial
way. Maybe through their clothes, their interests, or a public display of
support for a popular initiative. They do stand out but they stand out
for reasons of sizzle, not steak.

Memorable bosses stand out because they are willing to take an
unpopular stand, take an unpopular step, accept the discomfort of
ignoring the status quo, and risk sailing uncharted waters. They take
real risks not for the sake of risk but for the sake of the reward they
believe possible. And by their example they inspire others to take risks
in order to achieve what they believe is possible.

In short, memorable bosses inspire others to achieve their dreams:
by words, by actions, and most importantly, by example.
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Mike is available for individual
leadership coaching.

Call or email for
appointments.

www.futurenowed.com Tra nSfO m | ng

mstabile @futurenowed.com
b0 a0ne Cultures

...one person
at a time.

<= Viox Services

b

11]1

An EMCOR Company
“€EVERYTHING KIS€S OR FALLS WITH LEADERSHIP.”
CULTIVATING THE VIOX WORK CULTURE



