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Reviewsof the2005 EditionofMaximumPerformance

Asia-PacificJournalofHumanResources(March2006):‘Thebookcomprehensivelycovers
leadershipandpeoplemanagementissuesthat  aretopicalinthepresentcontextof
competitivenessinthecontemporarybusinessenvironment’… ‘hehasdemonstratedarare
degreeofprofessionalisminselectingandputtingtogetherthecontentsofthebook(and)
theentiresetsofcontentsknittogetherexceptionallywell’… ‘theeditorialandproduction
qualityisoutstanding’… ‘thisbookcanbeseenasoneofthebestintertwinementsof
managementtheoryandmanagementpractice’...‘thisremarkablyhelpfulbibletopracticing
managers… isfullofideas,insights,analysesandevenexhortationsrootedincorporateand
businessrealities,andisperhapsthebestbookofitstypethatIhavereadinmy34year
academic career’(ProfessorDebiS.Saini,Editor,Visions:The JournalofBusiness
Perspectives).

SternManagementReview,(December2005):‘IfIweregivingagraduate-levelclassin
leadershipandpeoplemanagementskills,Iwouldusethisbookasthetext’…‘ifaclient
askedforagreatbooktoenhancehis/herleadershipskillsthiswouldbeoneofthefirst
booksIwouldsuggest.It’sthatgood!Thisbookisanoutstandingresourceforleadersand
aspiringleaders.Itisfilledwithanabundanceofinsights:thedistinctionitmakesbetweena
leader andamanagerisoneof thebest, if not thebest,we’veread’…‘It’sapowerful,broad-
spectrum leadershiptoolkitwithawealthofinformationaboutskillsandpractices… itis
clearlywrittenandsuperblyorganized.Anexcellentbibliographyandsubjectindextopoff
thisoutstandingwork.Wehighlyrecommendthisbook’(YvetteBorciaandGerryStern,
senioreditors).

ResearchandPracticeinHumanResourceManagement(June2006),‘Arefreshingand
stimulatingbookanditdeservesamuchwideraudiencethanIsuspectitwillget… Forster
hasproduceda veritableChineseemporiumof ideas,theories,road-testedexercisesandself-
evaluationexercises,aswellasinsightfulmini-casesofpastandpresentleaders.Someofthe
book’shighlightsareburiedinhighlyidiosyncratic,butamusingnotesatthe endofchapters.
Forexample,thereisadviceontherememberingandtellingofjokes,that‘tragicpackage’
PowerPoint,andapottedhistoryofhumanevolutioninthreeparagraphs.Itispreciselythis
engagingand discursivestylewhich distinguishesMaximum Performance frommost
textbooksandincreasesitsvalueasaguideto personallife-longlearningand self-
development’(ProfessorJohn-MiltonSmith,CurtinUniversity,WesternAustralia).

BusinessInformationAlert(September2005):‘Maximum Performanceisacomprehensive
businesstome.Althoughitisdesignedforstudents,busyexecutiveswhousethechapter
summariesorchaptersectionsthatfocusintopicsthatinterestthemwillfindthebook
extremelyuseful.Organisationswithlargecollectionsonmanagementandleadershipwill
wanttobuyit‘… ‘ThestrengthofMaximum Performanceisitsdepth.Forstertoucheson
everythingfrom whetherleadersarebornormade,toMachiavellianstrategiesfordealing
withtoxicworkenvironments.Anyoneinterestedinleadershipwillfindseveralsectionsof
interest.Thosesectionsthatareparticularlystrongincludethediscussionsonthedifferent
rolesofleadership,keyissuesinmotivatingemployees,theteamdevelopmentprocess,and
best practicesinleadingorganisationalchange’(ScottR.Jenkins,editor).
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TheAustralianFinancialReview(August2005):‘Thisisabigbookinmorewaysthanone… a
detailed and illuminating exploration of leadership qualities,attributes,skills and
competencies… themixtureoftheory,reflectivequestions,stories,toolsandpractical
exercisesdemandalevelofthoughtfulengagementandself-reflectionrarelyrequiredby
booksonleadership… theAustraliancontentisrefreshing,asisthelackofevangelistic
promisesofimmediatetransformation… thisbookisfirmlygroundedinsupportingthe
learningandskilldevelopmentneededformaximum performance’(VivRead,Businessand
Management BookReviews’ section editor).

EndorsementsforMaximumPerformancefromBusinessLeaders

‘In myexperienceamajorshortcoming ofmost'howto'bookson leadershipand
managementisthattheypurporttooffer‘SilverBullets’-magicalsolutionsthat,once
revealed,willenrichandtransform thereaderandhisorherorganisation.Regrettably,
businesslifeisnotthatsimple.Rather,itischaracterisedbyuncertaintyandlackof
precedentandcomplicatedbythedifferentwants,needsandmotivationsofpeople.Nick
Forster's practicalbook,grounded inmany years ofleadershipandmanagement
developmentandMBAeducation,recognisesthiscomplexityandthefollyof'one-size-fits-
all'solutions.Itisavaluablesourcebook,packedfullofusefulideasforcurrentandaspiring
businessleaders.’

Mr.MichaelChaney,PresidentoftheBusinessCouncilofAustralia,ChairmanoftheNational
AustraliaBank,andformerCEOofWesfarmers.HewasselectedastheAustralianInstituteof
CharteredAccountants’‘BusinessmanoftheYear’in2003,andWesfarmerswaschosenas
the Australian FinancialReview’s‘Companyof the Year’ in2002.

‘MaximumPerformancedeliverswhatitpromises.Itispractical,usefulandwellgroundedin
up-to-dateresearchfindingsfromacrosstheglobe.NickForsterwriteswell,withalively
voiceandhaspepperedthetextwithrichexamplesandcasestudies.Thediagnosticskill
exercisesandinventoriesofferedthroughoutareespeciallyhelpful.Thebookmeetsthe
needsofbothmanagersandstudentsalike,acrossawidespanofexperiences.Wellworth
the investment.’

ProfessorBarryPosner,DeanoftheBusinessFacultyatSantaClaraUniversity,Californiaand
co-author,withJamesKouzes,ofTheLeadershipChallenge.

‘MaximumPerformanceisanessentialreadforallbusinessowners,managers,consultants
andkeydecisionmakers.It isanoutstandingandcomprehensiveinsightintothe broadrange
ofmanagerialandleadershipissueswhichconfrontbusinesspeopletoday.Itispracticaland
litteredwithexcellentcasestudyexamplesandillustrations.Itsuniquestyleiseasytoread,
thoughtprovokinganddemystifiesconceptsthatareeasilymisunderstoodoutsideanMBA
course.Graspanddigestthisbook quicklybecauseit’sthesmartthingtodo.’

Barry Smith,ManagingDirector,theGeneralManagementConsultingGroup.
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‘Nick'sbookisanenergeticanddown-to-earthexplorationofthemanydimensionsofthis
enigmaticthingwecallleadership.Itisadistillationofmuchknowledge,experienceand
insightfulobservation.Thereisrefreshingandsatisfyingclarityofdiscussion;withcomment
on manymanagementtheories,explanationsof evidence and research andthe
consequencesoftheirapplicationsinorganisations.Thepagesarebrimmingwithexamples,
keepingthemessagesreal,practicaland alwaysinteresting.MaximumPerformanceis
thoughtprovoking,andthereaderisconstantlychallengedtoassesshisorherown
knowledge,experience,attributes,perceptionsandbehaviour.Itisawonderfulresourcefor
thosebeginningtheirendeavours,introducingthem tothecomplexitiesofleadingpeople,
andadelightfulsummaryofinstantlyrecognisableexperiencetothosewhoarewellonthe
journey.Itishugelyvaluabletoall,whetherfornewknowledgeorawelcomerefresher.And,
thereisjusta touchof irreverence,addingan enjoyablebalance toaserioussubject.’

Dr.PennyFlett,CEOoftheBrightwaterCareGroupandformerTelstraAustralianBusiness
Womanofthe Year.

‘Weallseem toknowwhenwearereceivinggoodorbadleadership,yetformanyofus
beingagoodleaderseemstobesoelusive.Whyisthisso?Thefactthatwearehumanand
sometimestrappedbyourwants,needsandmotivationsinevitablygetsintheway,and
leadershipwithinLocalGovernmentisfraughtwithcomplexproblemsandcompetingforces
bothinternallyandexternally.MaximumPerformancewillbeanextremelyusefulaidforall
who arelookingfora practical,sensibleandthoughtprovokinginsightintomanagementand
leadershipissues.Nickprovidesanexcellentinsightintothemysteriesofmanagementand
leadershipwiththisverypracticalandusefulbookthatIamsurewillbeagreatresourcefor
current andemergingleaders.’

RickyBurges,CEO oftheWesternAustralianLocalGovernmentAssociationandformer
Australian InstituteofManagementBusinessWomanoftheYear.

‘Asconsultantsworkingwithsmalltomediumsizedbusinesses,wearealwayssearchingfor
practicalresourcestorecommendtoourclientsthatcanhelpthemputtheiractivitiesintoa
broaderperspective,andhelpraisetheirunderstandingandexpectationsofwhattheir
businessesandemployeesarecapableof.MaximumPerformanceissucha resource.Notonly
doesitdemonstratethetruevalueofleadership,goodpeoplemanagementskillsandthe
roleoforganisationalcultureindeveloping,motivatingandretaininggoodstaff,italso
juxtaposesthesewithbroaderissuessuchasmanagingchange,creativityandinnovation,
managingemployeeknowledgeandintellectualcapital,andtheimpactthatemerging
technologies willhaveonbusinessandorganisationsinthe nearfuture.’

PhilipWatson,DirectorandPrincipalConsultant, theGeneralManagementConsultingGroup.
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Endorsements fromMasterofBusinessAdministrationandExecutiveMBA
Students2006-2008

‘Maximum Performancewasanexcellentinsightintothemanagerialandleadership
workingsofmanysuccessfulandnot-sosuccessfulbusinesses.[It]providesmanyeye-
openingorganisationalexamplesofjusthowbusinessesareachievingsuccessbyvaluing,
respectingandunderstandingitspeople.Suchexamplesalongwithanumberoftheories
havebeenpresentedinaverysimpleandclearformat,makingthetextanessentialreadfor
fellowMBAundergraduatesandbusiness-mindedindividualsalike.’

‘Maximum Performancewasverycomprehensive.Ienjoyedthereal-lifeexamplesandthe
waythattheorywasrelatedtothese.Itwasmuchmoreofaninterestingreadthanthe
generallytheorybasedbooksontheMBA.Itwaswrittenasthoughitwasaconversation
withsomeone-notmanybooksachievethis.ItisagreatreferencebookandonethatIwill
keep!’

‘Anenjoyablebutalsochallengingread.VerycurrentandspecifictotheOBCourse.Each
chapterlinkedinverynaturallywiththebroaderrecommendedreadingforthiscourse.One
of thebest bookssofaron theMBAprogram.’

‘IfoundMPtobeveryapproachableandreadable.Mostothermanagementandbusiness
textsarenotsoreadable.’

‘Agood blendoftheory,practice and opportunitiesforself-reflection andpersonal
development.A very‘alive’book,withrelevantexamplesandcasesillustratinghow
academictheoriescanbeappliedinreal-worldorganisationalsettings.Willkeepthisonefor
futurereference!’

‘OneofthebestbooksI’vereadontheMBAprogram,withagoodmixtureofreallife
examplesandgreat tohave anAustraliandimension.’

‘Paradoxically,aneasyreadbutalsochallengingandstimulating-particularlythesectionson
self-awarenessandtheneedtotakepersonalresponsibilityfordevelopingourown
leadershipskills. Very topical contents,withlotsof interestingpracticalexamplesandreal-life
storiesabout effectiveleadershipandpeoplemanagement.’

‘MaximumPerformanceisaverygood,practicalguide.Ienjoyeddoingtheself-development
exercisesanditwaseasytoreadandfollow.Breaksdownthesubstantiveliteraturewelland
thetheoriesareexplainedinsimpletermswithplentyofexamplestosupportthese.Good
summariesat theendofeachsection. Iwasprettyimpressed!’

‘Itreadveryeasily-almosttooeasily-andIoftenhadtogobacktotakenotesonthe
importantbits.Themany‘in-practice’organisationalexampleswerereallyhelpfulandIliked
the exercisestotestmy leadership abilities/acumenasIwent along.’

‘Ifoundthebook’scontentsexcellentand,forthemostpart,interestingtoread.The
exercisesinthebookwerealsoaninterestinglearningexperience,andhavingthelearning
objectivesclearlyspeltout at thebeginningofeachchapterwashelpful.’
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‘TherearemanypositivefeaturesinMP.Itwasclearlylaidoutandsignposted,andagood
blendoftheoriesandin-practiceexamplesofhowthesework.ButIthinkitsstrongest
featureisthewayitencouragedthereadertobecomeresponsiblefordevelopingtheirown
leadershipandpeopleskillsandtothentrytheseoutintheworkplace.Iappliedsomeofthe
thingsIlearntabouteffectivecommunication andmanagingteam-meetings almost
immediately,with very positive results.’

‘Ireallylikethefactthatitwaswrittenforpostgraduateswithworkexperience-fartoo
manyoftheavailablebooksarewrittenforundergraduateswithlittleornowork
experience.Contentreflectedtheneedsofbusypeoplewhowanttothinkaboutandreflect
ontheseissues,butalsowantpracticalguidanceabouthowtheycangrowanddevelopas
leaders.’

‘PlentyofpracticalideasandexamplesonappliedOBwhichareinvaluabletoorganisations.
Even my bossaskedforacopyof yourbook!’

‘Wellwritten-complexconceptsclearlyexplained.Writteninaverypracticalsense.Reallife
examplesveryrelevantandcurrent.Goodtoincludehumorousexamples/storiestoo.’

‘Easy toreadandunderstand.Practicalandstimulating. Richin information.’

‘Itisafantasticandeasyreadbookforthissubject.Asithassomanyreal-worlddiscussion
insertsandreferences,itiseasytorelatetothepeopleIworkwith.Iparticularlyenjoyed
chapters1, 4and5, andlook forwardtoreadingtheremainderpost-exams.’

‘Easy toreadandveryinteresting.I’msure thatI’lluse it regularly overtherestofmycareer.’

‘Veryeasytoread,lotsofreallifeexamplesandlotsofusefulpracticaladvice.Exercise
questionsandquizzeswere areallygoodway toreflect oncurrentknowledgeandabilities.’

‘Anexcellentintroductiontosomepotentially‘heavy’topics.Ilikedthenarrativestyleof
writingasopposedtothevery theoretical,drylanguageofotherOBtexts.’

‘Ienjoyedreadingthisbook,veryeasytoreadbuthavelearntalotfromit.Ireallylikedthe
waythelecturecontentwasalignedwiththebook,butbuiltonit.Thisservedtoimprove
absorptionofinformationduringthe OBcourse.’

‘Ilikethatfactthatthebookprovidespracticaladviceandavarietyofoptionsthatwillsuit
different managerialstyles,whilebeinggroundedupon asoundtheoreticalbasis.’

‘Verywellresearchedandlogicallyorganized.ItmakesitspointsclearlyandinastylethatI
foundeasy to read. Ihaverecommended ittoseveral friendsandcolleaguesinbusiness.’
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Preface

Walkintoalargebookstoreinanycityoftheworld,strollthroughthe  bookshopsat
internationalairports,visitUniversitylibrariesorbrowseonline-booksellers’websitesand
youwillfindhundredsofbooksonleadershipandpeoplemanagement.Thesewillrange
fromhighbrow academicdiscourses,tobooksofvariablequalitywrittenbymanagement
consultants,fromtheautobiographiesofwellknownpoliticalandbusinessleaderstomore
satiricalandcynical commentariesonmodernorganisationallife(andthosewhoearnaliving
from talkingandwritingaboutit)likethoseofScottAdams(1997),Miklethwaitand
Woolridge,(1997)andDennisPratt(1997)or,morerecently,ShelleyGare(2006).Whatcan
onemorebook addtothisextensiveandwide-rangingliterature?

First,allthematerials, real-life business examples, self-evaluation exercises and
questionnairesitcontainshavebeenextensively‘roadtested’intheUK,Singapore,Australia
andtheUAE,overafifteenyearperiod,withmorethan1500 MasterofBusiness
Administration(MBA)andExecutiveMBA(EMBA)students,onnumerouspostgraduate
managementcourses.Theyhavealsobeentriedandtestedindozensofleadershipand
managementdevelopmentcoursesoverthelasttwodecades.Onlythosematerialsand
exercisesthathaveworkedforbusymanagersandprofessionals,orhavepassed‘TheMBA
Test’,areincludedinthisbook(andmanyofthesehavebeenrevisedorupdatedforthis
secondedition).Consequently,itisparticularlysuitedtopeopleenrolledonMBAorEMBA
programs,aswellasthosewhomaywanttoupdatetheirleadership/peoplemanagement
skillsbutareunabletotaketimeoffworktoattendexpensive-andoftenineffective-
‘managementtraining’courses.

Second,thisbookiscomprehensiveinitscoverageoftherangeofelementsofleadership
andpeoplemanagementthatprofessionalsnow needtobeawareof.Thisincludes
traditionaltopics-such aspersonalperformanceand stressmanagement,employee
motivationandperformance,communicationskillsandleadingandmanagingchange,as
wellasmorecontemporaryissues,suchasmanagingGenerationY,corevaluesandbusiness
ethicsinaglobaleconomyandleadershipinhigh-techandvirtualorganisations.Italsolooks
athowleaders and managerscancreateculturesthatpromoteessentialmodern
organisationalcompetenciessuchasinnovation,theeffectivedisseminationanduseof
knowledgeandintellectualcapital,andcreatingsystemicintelligentlearningcapabilities
amongemployees;inshort,thecreationofintelligent,evolutionaryandhigh-performance
organisationalcultures.

Third,thebookintegratesseveralperspectivesonleadershipand  peoplemanagement-
includingthoseofreal-lifeleaders,businesscommentators,managementconsultantsand
academics-withafifthdimension:whatwe'vealreadyknownabouteffectiveleadershipand
peoplemanagementthroughouttheages,andyetseem tohaveto‘reinvent’witheachnew
generation.Thebookalsosynthesisesmaterialsfrommorethan800books,articles,
professionaljournals,newspapersandwebsites.Whatappearshererepresentsadistillation
ofthebestpracticalideasaboutleadershipandpeoplemanagementofrecenttimes,
condensedintoaform thatbusymanagersandprofessionalscanassimilateandmake
immediateuseofatwork,inlarge,medium-sizedorsmallorganisations,andinthepublicor
privatesector.
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Fourth,the booktries todemystifyleadershipandpeoplemanagement.It highlightsnotonly
the‘hard-wired’traitswemayinheritatbirth,butalsothe'soft-wiring'i.e.thekindsof
leadershipcompetenciesandpeoplemanagementskillswecanalllearntodevelopand
enhancethroughoutourworkinglives-givenself-belief,timeandcommitment.Tothisend,
thebookwillsystematicallyreviewtheattributes,skills,qualitiesandcompetenciesthatare
mostoftenassociatedwithsuccessfulleadershipandpeoplemanagement,andhowthese
canbedevelopedandenhanced.Theseare:

 Self-awarenessandself-discipline.

 Competenceandcredibility.

 Avariedmixtureofseveral kindsof intelligence.

 Greatself-motivation and thecapacityforhard work,combinedwithagood
understandingof theirphysicalandpsychological limitations.

 Exceptionaltwo-waycommunicationskills,combinedwithanabilitytolead,direct
andfocusdialogueswithothers.

 Theabilitytoengagewiththemindsandheartsofothersand,asaresult,acapacity
tomotivateandinspire theirfollowers.

 Thecapacitytoquestion‘common-sense’waysofdoingthingscombinedwiththe
abilitytomakefastpracticalday-to-daydecisionswithincompleteinformationor
knowledge.

 Anabilitytolearnandunlearnquickly,whilenotdiscardinggoodleadershipand
peoplemanagementpracticesthathavestoodthetest of time.

 Theabilitytousepowereffectively;basedonanunderstandingoftheartof
organisationalpolitics.

 Increasingly,ahybridblendofwhathavebeentraditionallyregardedas'male'and
'female'leadershipandpeoplemanagementstyles.

 Self-confidenceandresolveinadverseoruncertainsituations,withoutresortingto
autocraticordomineeringbehaviour.

 Theabilitytothink beyondthepresentandenvisionthe future.

 Thecapacitytoinitiate,leadandmanagethecomplexprocessesofperpetual
organisationalchange,innovationandlearning,withoutbecomingreactive‘fad-
surfers’.

 Anappreciationoftherolethatemployeeknowledgeandintellectualcapitalnow
play askeydriversoforganisationalsuccessandprofitability.
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 Anunderstandingofboththepotentialandthelimitationsofnewandemergent
technologiesinorganisations,andanawarenessoftheprofoundimpactsthesewill
haveonthemanagementoforganisationsduringthefirstthreedecadesofthe21st
century.

 Highethicalstandards,combinedwithapragmaticunderstandingofdoingbusiness
intherealworld.

Fifth,thebooktakesintoaccountthefast-changingworldsthatleadersandmanagersnow
workin,andthenewskillsandqualitiesthatarerequiredtosucceedintheseoftenchaotic
environments.Thelasttwodecadesofthe20thcenturywerecharacterisedbyrapidchange
andthisperiodwasvariouslydescribedas,‘TheAgeofSurprises’,‘TheAgeofUncertainty’,
‘TheAgeofChaos’and‘TheAgeofBlur’.Thesesurprisesanduncertaintiesincludedthe
challengesofglobalization,politicalupheavals,thethreatofglobal  terrorism,economic
instabilitiesandthe‘credit-crunch’recessionofthelate2000s,corporatedownsizing,
merger-maniaandequitytakeovers,thebreath-takingpaceoftechnologicalinnovation,
numerous spectacularcorporatecollapses and manycasesofcorporatefraud and
corruption,theendof‘jobsforlife’forallprivate-sectoremployees,thecontinuing
redefinitionandrealignmentoftherolesandactivitiesoforganisations,employers,trades
unionsandemployeesthroughouttheworld,andgrowingethicalandecologicalchallenges
fororganisationsoperatingintheglobaleconomy.

Theearlydecadesofthe21stcenturywillbecharacterisedbyevengreaterchangeand
uncertainty.Globaleconomicforces,newtechnologiesandtheinformationrevolutionare
drivingthefastestperiodofchangeinhumanhistoryandintheworldofbusiness.Corporate
longevityisgettingshortereachyear,withtheaveragelifeexpectancyofatypicallargeor
medium-sizedcompanyfallingineverydecade since theendofWorldWarII.Thedomination
oftraditionallargebureaucraticorganisations,sincethedawnofindustrialcapitalisminthe
early19thcentury,hasbeenchallengedasnewThird-Waveorganisations-suchasGoogle.
NingandSecondLife-emergetochallengetheirdominationoverthecorporatelandscape.
Individually,wewalkfaster, talk faster,sleep less, consumemore informationandwork more
thaneverbefore.Wemayhavethreeorfourdifferentpart-timejobsorbeemployedona
successionofshort-termcontracts.Jobsforlifearerareandjobinsecurityisafactoflifefor
manyprofessionals.Employeescannowexpecttoworkforbetweenfiveandtenemployers
ina lifetime.

Theabilitytomanagetheuncertaintiesthatarisefromthesechanges,developmentsand
trendsisnowanintegralpartoftherepertoireofsuccessfulmodernbusinessprofessionals,
andthisbookisdesignedforleadersandmanagersworkinginthisdemanding,complex,
stressfulandfastchangingworld.Thesechallengesalsomeanthatallorganisationshaveto
thinkfasterandsmarterjusttokeepupwiththecompetition.Asintellectualcapital,
continuousinnovation,organisationallearningandnewtechnologiesbecomethemain
driversoforganisationalperformance,leader/managersmustnotonlybeabletounderstand
these,theymustalsofindnewandmoreeffectivewaysofenablingtheirfollowerstocope
withtheseneworganisationalrealities,helpthemperform totheirmaximum potentialand
tocontinually aspire toever-higherlevelsofperformanceandachievement.
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Gettingthe most out ofthis guide toleadershipand peoplemanagement

'Doingthesamethings,overandoveragain,
andexpectingdifferentorbetterresults.'

Anolddefinitionofmadness

Thismayappeartobeastrangethingtosayatthispoint,butIdon’tbelievethatleadership
andpeoplemanagementskillscanbelearntfrom books.Youmightnowbethinking,
“What'sthe pointofbuyingthisone then?”Well,books-particularly theright kind-doplaya
vitalsupportingroleinthelearningprocess.Whenlearninganythingnew,thereisno
substituteforasupportivementororaninspirationalteacher,buttheymaybehardtofind
ormaynotalwaysbeavailableforhelpandadvice.Eventhen,inanyorganisational,workor
educationalsetting,theyonlyformpartofthelearningequation.Themainpartiswhatyou
bring into these.Thisincludes:

 Yourpersonalaptitudes,abilitiesandexperience.

 The leadershipandpeoplemanagementskillsyoualready possess.

 Anawarenessof yourcurrentstrengthsandlimitationsasa leader/manager

 And,knowingwhatyouwantachieveandhowyouaregoingtorealizethisinthe
future.

Thepurposeofthisbookistosupportyoursideofthelearningequation,anditdoesthison
threelevels:thetheoretical,thepracticalandthepersonal.Becauseyouarereadingthis
book,youareeithergoingtobecomeamanager/leaderinthefuture,oryoumayalready
havealotofworkexperiencebutwanttolearnaboutalternativewaysofleadingand
managingpeopleatwork.Eitherway,you’reinterestedinpersonalgrowthandimproving
yourskills,andopentonewideasandchange.Youcareaboutyourcareerandwanttoequip
yourselfforthechallengesyou’llfaceinthefuture.Inordertodeveloptheseskillsfurther,
thisbookcanalsobeusedasaguidetoyourpersonaldevelopmentandlearning,andwill
showhowquitesimplechangestothewayweall‘lead’or‘manage’peoplecanhelpusto
becomemoreeffectiveintheseroles.Throughoutthebook,thereareaseriesofoptional
questionnairesandself-evaluationexercisesthatcanbeusedtohelpyoutodevelopan
authenticleadership/managementstyle,andenhancethewayyouleadandmanageyour
peopleatwork.

However,itisimportanttoemphasisethatthisisnotabookthatsellsinstant‘fads’or‘quick-
fix’solutions.Thosewhoclaim thatyoucanbecomeabetterleader/managerinjustafew
daysorweeksaremisleadingyou,orwanttosellmorecopiesoftheirbooks,and/orget
morebumsonseatsattheir‘training’workshops.Ifanyonetellsyouthatyoucanbecomea
reallysuccessfulandeffectiveleader/managerinashortperiodoftimetheyarebeing
dishonest.Thisrequiresself-belief,timeandcommitment.Thismeansthatyou’llneedto
spendsometimeworkingthroughthisbook,perhapstryouttheself-evaluationexercises,
activelyreflectonyourownleadershipandpeoplemanagementpractices,bepreparedto
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unlearn oldhabits andbeliefsand,maybe, learnsome newones. Thisisnot a‘self-help book';
itisaguide tolife-longlearningandpersonalgrowth.

Bythe endof thebook, youshouldhave acquired acomprehensive ‘tool-kit’, that youcandip
intoasandwhenneeded,regardlessofthecircumstancesthatyoufindyourselfin,the
qualityofthepeopleyouareleading,orthetypeofproblemsyouaredealingwithatwork.
Ofequalimportance,you’llbeinabetterpositiontodecideifyouneedtodiscardoldor
redundantleadershipandpeoplemanagementpracticesthatnolongerworkeffectively.
You’llbeabletoevaluatewhatdoes,anddoesnotworkforyouatthismomentintime,and
decidewhichnewskillsyoumayneedtoacquiretoenableyoutobecomeanevenmore
effectiveandsuccessful leader/managerinthe future.

Thisbookalsocontainshundredsofsuggestionsandopinionsonleadershipandpeople
managementfrom businessmenandwomen,politicalleaders,consultants,academicsand
even afewfictionalcharacters. However, thatisall they areandyoushouldnot viewthisasa
one-wayprocess,whereby‘theexperts’tellyouwhatyououghttobedoingwithyourlife.
Treatthisasanactive,two-wayprocessthatallowsyoutoreflectonyourcurrentpractices.
Inaddition,itshouldbestressedthatsomeofthesuggestionsinthisbookmaynotbe
directly applicabletoyourparticularoccupation,worksettingororganisationatthismoment
intime.Forexample,it’sunlikelythatmuchofthisbookwillbeofusetochefswhorunthe
steamy,manicmoshpitsthatGordonRamseyorAnthonyBourdainwasusedtoworkingin,
andmanyoftheideasitcontainsareunlikelytogainacceptanceinstodgy,insular,
bureaucraticpublicsectororganisations.And,ifyouknowwaysofleadingandmanaging
peoplethatarebetter,orworkmoreeffectively,thenusetheseinstead(and,ifyouhave
time, please sendme an emailto let me knowwhattheyareat
www.maximumperformance.ae).

Theonlywaytoreallyimproveasaleader/manageristoembraceactiveself-learningand
development.While‘training’,inagenericsense,maystillhavesomeuses,italltoooften
fallsvictimtothewell-documented‘haloeffect’,wherepeoplemayemergereenergisedand
refreshedfromleadershipormanagementtrainingprograms,onlytofindthatnewly
acquiredknowledgeandinsightsfadeawayovertime,astheyfindthemselvesfallingback
intooldandineffectivepatternsofbehaviouratwork.And,ashasoftenbeenpointedout,
‘training’isforcircusanimalsanddogs,nothumanbeings.Ineffect,thismeansthatnoneof
the‘experts’inthisbookcan‘teach’youanything.Unlessyouwanttolearnhowtobecome
anevenmoreeffectiveleader/manager, littlewillbegainedfromthisbook.

Self-directedlearningandlearning-by-doingarenowbecomingthedominantmodesof
personalimprovementandprofessionaldevelopment.Thisisbecauselife-longlearningis
nowthenameofthegame,notpossessingpiecesofpaperwith‘BA’or‘MBA’stampedon
them(Botsman,2002).Thismeansthatyoucanonlyimproveyourleadershipandpeople
managementpracticesby:

 Activelyreflectingonwhat youcurrentlydoasa leader/manager.

 Comparingthisknowledgewiththesupermarketofinformationandideasinthis
book, andidentifyingareaswherechangesorimprovementsmightbemade.

www.maximumperformance.ae
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 Developingstrategiestoimproveyourleadershipandpeoplemanagementskillsona
weeklyandmonthlybasis.

 Puttingtheseintopracticeatwork,bytreatingthisenvironmentastheprinciple
‘trainingground’foryourgrowthanddevelopmentasaleader/managerinthe
future.

Therearetwowaystoapproachthisbook.Thefirstisonaneed-to-knowbasis,whereyou
simplydip-intoitandhavealookatareasofinterest,orreviewtopicsyouwouldliketo
discovermoreabout.Thesecond,andmorerigorousmethod,istostartandmaintaina
personaldiary.Inthis,youcanreflectonyourunderstandingandpracticeofleadershipand
peoplemanagement,andcomparewhat youdonowwiththemanyinsightsandsuggestions
containedinthisbook.Includedineachchapterareanumberofoptionalexercisesthatcan
bephotocopiedandincludedinthisdiary.Aloose-leaffolderorfileisidealforthis.Simply
readingaboutleadershipandmanagementisonlythestartingpointbecause,asAlbert
Einstein onceobserved,‘All knowledgeshouldbe translatedintoaction’.

Theremaybeatemptationtotryandrushthroughthisprocess.Pleaseresistthis.Work
thougheachchaptergradually,andallowtimefordifferentideasandnewinformationto
sink-in,becausesomepre-conceivednotionsandcommon-senseassumptionsaboutleading
andmanagingpeopleinorganisationsarequestionedandchallengedinthisbook.Makea
consciouseffortto‘bridge’thematerialswewillcovertogetherwithyourworksituation,
andthinkabouthowyoucanapplywhatyoulearninthefuture.Beopenandreceptiveto
newideasandconcepts,trythemoutandthenwaittoseewhathappens.Ifyouarewilling
tochallenge your preconceptionsand assumptions about leadership andpeople
management,theywillchallengeyouinsurprisingandunexpected ways.

You’llneedtocommitsometimeoverthecomingmonthstoreadthroughandreflecton
eachchapterofthebook.Theamountyou'llrequiredoesofcoursedependonhowmuch
workexperienceyouhave,thelevelofprofessional/managerialseniorityyouhavereached
andyourcurrentunderstandingofleadershipandpeoplemanagement.Ifyoucanwork
throughonechapteraweek,you'llbeabletogetthroughthewholebookinlessthanthree
months.Thismaysoundlikeamajorcommitment,butrepresentsonlyatinyfractionofa
typical40-yearprofessionalormanagerialcareer.Alternatively,youmayalreadyhavequitea
lotofleadershipandpeoplemanagementexperienceandchoosetojustdipintoaselection
of chapters, inordertoreflect onorfine-tunethe thingsyoualreadydowell.

Eitherway,yourpersonaljourneystartshere,andIhopethatyouwillfinditastimulating,
rewardingandenjoyableone.
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Chapter 1

TheFoundations of LeadershipandPeopleManagement

Objectives

Todefineleadership,managementandorganisation(beforereadingthroughthischapter
youwillfinditausefulexercisetospendafewminuteswritingdownyourowndefinitions
and/orcurrentunderstandingof these threeconcepts).

Todealwiththe important question,“Are leadersborn or made?”

Tobrieflydescribethemainrolesandresponsibilitiesofleadersandmanagers,andhow
organisationalcontextscaninfluence leadershipstyles.

Toshowhowfollowersshapeandinfluencethe performanceoftheirleadersandmanagers.

Toshowwhereourbeliefsaboutleadershipcomefrom,andhowthese influence thewaywe
leadandmanageotherpeople.

To  lookattherolesthatcoachingandmentoringnowplayinleadershipandpeople
management.

Toexaminetherolesthattransformationalabilities,charismaand vision canplayin
leadershipandpeoplemanagement.

Toexplore the toxicanddark-sideof leadership.

To identifythequalitiesandattributesofleadersyouadmireandwouldwillinglyfollow,now
andinthe future.

Toidentifythequalities,attributes,skillsandcompetenciesoftheleader/managersthat
mostemployees(menorwomen)wanttoworkfor,andtolookattherolethathumourmay
play inleadershipandpeoplemanagement.

Thisopeningchapteralso actsasthefoundationfortheremainderofthebook,by
summarisingthemostrelevantandsalientaspectsofthe20thandearly21stcentury
literatureonorganisational leadershipandpeoplemanagement.
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Introduction: Leadershipand ManagementDefined

‘Iobeyamanagerbecause Ihaveto.I followaleaderbecauseIwantto.’

SteveCarey,advisortoformerUSPresident,BillClinton,1999

Onethingthatcanbesaidwithconfidenceaboutleadershipandmanagementisthatthere
havebeenenoughbooksandarticleswrittenonthesetopicsoverthelastfiftyyearsto
bemuse,perplexandconfuseanyonelookingforeitherclarityornewinsightsintothese
oftenmysteriousandcomplexfusionsofpersonalqualities,attributes,characteristics,skills
andcompetencies.Indeed,oneofthefirstthingstostrikeanyonewhohasstudiedthesefor
sometimeishowconfusingtheycanbe,andhowcriticalsomecommentatorshavebeen
abouttheseconceptsinthepast.Inthecaseofleadership,forexample,thefollowing
commentshave beenmade:

Leadership,asaconceptatleast,hasfailedus.Despitetheearnesteffortsofbusinessleaders
andmanagementwriterstoennobleanddignifyit,understandingsofleadership  have
becomecheapenedbyoveruse.Leadershiphasbeenrenderedimpotenttodeliver its
promises (Sinclair,1998:1).

Eveninthewayward,splutteringworldofmanagementtheory,nosubjecthasproduced
morewofflethanleadership… The valueofacademicresearchto thecomplexitiesofthe
chaoticsituationsthatmostbusinessleadersandmanagers find themselvesintodayis
practicallyzero(MicklethwaitandWoolridge,1997:168;153).

Leadershipisanintangiblequalitywithnocleardefinition.That’s probablyagoodthing,
becauseifthepeoplebeingledknewthedefinition,theywouldhuntdowntheir leadersand
killthem.Somecynicsmightsaythataleaderissomeonewhogetspeopletodothingsthat
benefittheleader.Butthatcan’tbeagooddefinitionbecausetherearesomanyexceptions,
asyouwellknow(Adams, 1997:287).

[No]unequivocalunderstandingexistsastowhatdistinguishesleadersfromnon-leaders…
Neverhave somanylaboured solongtosay solittle(Bennisand Nanus, 1985:4).

Leadership   istheworstdefinedand leastunderstood personalattributesometimes
possessedbyhumanbeings… Thereare  asmanydefinitionsofleadershipasthereare
writers onthe subject(Lippitt,1982:395).

So,howcanwemoveforwardfromthissomewhatinauspiciousstart?Atthebeginningof
ourjourney,let’slookbrieflyatsomedefinitions.Intheopeningtothischapter,youwere
askedtobrieflyreflectonyourunderstandingofthreeconcepts:‘leadership’,‘management’
and‘organisation’. Pleasecomparethiswiththe followingdescriptors:

Leadership:inEnglishspeakingcountriesisderivedfromanoldAnglo-Saxonword,Loedan,
meaningaway,road,pathorjourney.Wewillreturntothisancientdefinitionofleadership
throughout the book.

Management:comesfrom theItalianmanaeggio(aridingschool),originatingintheLatin
wordforhand,manus.So,tomanufacturesomethingmeant,literally,tomakethingsby
hand,and during   the19thcenturyworkerswereemployedbymanufactories.Both
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‘management’and‘manufacture’may alreadybeoutdatedtermsthatshouldbereplaced by
mentoring,mentofacturingortechnofacturing.Ithasbeensuggestedthatthesewords
betterreflecttherealitiesoftheongoingtransitionfrombureaucraticindustrialcapitalism;
fromanerawhenwedidindeedmakemanythingsbyhand,toanew worldwhere
knowledge,intellectualcapital,creativityandinnovationandnewtechnologiesarefast
becomingthe primarydriversoforganisationalperformanceandsuccess.

Organisation:isderivedfrom theGreekword,organon,meaningatoolordevice.So,inthe
simplestterms,anorganisationcanbeviewedasadeviceforgettingthingsdoneas
efficientlyandeffectivelyaspossible.However,thisisastaticdefinition.Aswewillsee
throughoutthisbook,theleadersofthemostsuccessfulcompaniesofthe20thandearly
21stcenturiesunderstoodabasic,butextremelyimportantprinciple:allorganisationsare
worksinprogress.Hence,anorganisationisdefinedsimplyasanevolutionarydevicefor
achievingcomplextasksasefficientlyandeffectivelyaspossible.Thisbroaddefinition
encompassesallsmall,mediumandlargebusinessesandcompanies,aswellasorganisations
inthe publicandnot-for-profit sectors.

Whybotherwithdefinitions?Morethan2400hundredyearsago,theGreekphilosopher
Socratesobservedthat‘Thebeginningofwisdom liesinthedefinitionofterms’.For
Socrates,greatleadershipwasnotpossiblewithoutwisdom,andregardedthisasthe
foundation ofallknowledgeandphilosophicalthinking (fromtheGreek,philosophia,
meaning‘loveofwisdom’).Clarityofdefinitionsisimportantbecausemanycommentators
onleadershipandmanagementroutinelyprovidecomplexandlengthydefinitionsofwhat
thesethings‘are’.Aprincipleunderlyingthisbookisthatsuchdefinitionsareoflittle
practicalusewhentheirmeaningshavealreadybeendescribed,understoodandutilizedby
peopleformillennia,inmanydifferentculturesandcivilizations.

And,aswewillseelater,manyoftheinsightsintoleadershipandpeoplemanagement
containedinthisbookhavebeenknownandusedbyourancestorsforthousandsofyears.
Thisisbecausemostofthequalities,skillsandcompetenciesweassociatewithmodern-day
leadershipandmanagement,such asplanning, decision-making, communication,
cooperation,negotiationskills,teamwork,theuseofpowerandinfluence,sociallearning,
environmentalscanning,andtheabilitytoplanforthefuture,alsoplayedvitalrolesin
ensuringthesurvivalandevolutionofourancientancestorsovermanymillennia(vanVugt,
2008).Theseprimalleadershipskillsareasrelevantandapplicabletodayastheyhavealways
been.

Let’snow turntodescribingleadersandleadershipinmoredetail.Althoughresearchinto
organisationalandbusinessleadershipcanbetracedbacktothe1900s,thereareonlythree
facetsofleadershipthatallwritersonthissubjectappearto haveagreedonoverthe last100
years:

 Leadershave followers.

 Leadershiphassomethingtodowithcontrollingordirectinghumanbehaviour.

 Leadersdescriberealitytotheirfollowersand,sometimes,suggestalternativeor
newrealities.
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Ifthisisallthatisuniversallyagreedaboutleadership,wheredowegofrom here?Let’s
returnbrieflytotheancientoriginofleadershipontheprecedingpage:away,road,pathor
journey.Onmanylevels,thissimpledefinitionmakesgoodoperationalsense.Foralmostall
ofthetimethatcognitivelymodernhumans,HomoSapiens(‘wiseman’),haveinhabitedthis
planet(between100000and160000yearsago,accordingtothemostrecentevidence),the
primary functionofleaderswastoact asthe headsof nomadictribes; leadingthem fromone
regiontoanotherastheseasonschanged,asanimalsmigratedorastheenvironment
changed.Infact,theoriginofthewordleadershipinallculturesthroughouttheworldis-
youguessedit-away,road, pathorjourney.

Hence,eveninmodernbusinessororganisationalcontexts,leadershipcanstillbeviewedin
termsoftheprocessofguidingemployeesalongtherightways,roadsorpaths,thereby
ensuringthattheireffortsareinlinewithbroaderorganisationalgoalsandobjectives.Inthis
context,aleadercanbedescribedasanyonewhohasresponsibilityforcoordinatingor
directingtheactionsofotherpeople,andwhohastheabilitytoencouragethemtodomore
thantheymightbeexpectedtodowithoutaleader.Thisalsomeansthatleadershaveto
possesstheabilitytoleadtheirfollowersonnewjourneysintothefuture,wheneverthisis
required.And,aswewillseelater,whileleadersdoperform avarietyofrolesinmodern
organisations,theabilitytoleadothersisbuiltonarelativelysmallnumberofcorequalities,
attributes,skillsandcompetencies.

If thisdescribesleadership,whatis‘management’?Isthisthesameasleadership,anessential
part of leadership or something quitedifferent?Business leaders, management
commentatorsandacademicsoftenusethesewordsinterchangeably,buttherecontinueto
be importantdifferencesbetweenthe twoterms:

 Leadershipisusuallyconcernedwithwhatneedstobedone-managementoften
focusesonhowthingsshouldbedone.Hence,amanagerwouldfocusonhow
quicklyandefficientlyanemployeeclimbsupanddownaladdertoperformatask.A
leaderwouldbeprimarilyconcernedwithdeterminingwhetherthetaskwas
appropriateinthefirstplace,oriftheladderwasleaningagainsttherightwall,orif
therewasabetterway togetup thewall.

 Leadershipis primarily concerned withrelationships-managementisoften
concerned withtasks.Hence,a managerdealingwithconflictbetween two
employeeswouldtendtorelyonpositionalpowerandproceduralrulestoresolve
this.A leader wouldtendtouse his/herpersonalpower and authority,
communicationskillsandanabilitytoappealtotheheartsandmindsoftheir
followerstoresolvetheconflict.

 Leadershavetothinkoutsidethesquare-managersusuallythinkwithinit.Hence,
managementisaboutemployeeefficiencyinthehereandnow,butleadershipis
aboutmakingchangesthatwillenabletheiremployeestobe efficientinthe future.

 Leaderstrytofindwaystoenhanceandimprovetheiremployees’performance-
managersareprimarilyconcernedwithcontrollingandmonitoringperformance.
Hence,managerswilltendtopushtheirstafftowardsgoalstheyhavesetforthem.
Leaderswillfocustheirenergiesonpullingtheirstafftowardsgoals they have agreed
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withthem(thissubtlebutimportantdistinctionisdiscussedinmoredetailinchapter
4andchapter7).

 Leadersarecomfortablewithchangeandpossessachangeoriented,outward
lookingviewofthefuture.Managersmayfeeluncomfortableabouttheprospectof
change,andsomayoftenfocusonmaintainingthestatusquoor'thewaywedo
thingsaroundhere'.

 Leadersareabletostepintotheunknown-managersoftenhavetobeshownwhy
theyshouldtakesuchastep.Hence,whileleadershavetobeconcernedaboutthe
creationofnewparadigms,managementisfocusedprimarilyonoperatingwithin
existingparadigms1.

Whiletherearetimeswhenitcanbeimportanttodistinguishleadershipandmanagement,
it’sequallyimportantnottogethunguponthedifferencesbetweenthetwoterms.For
example,therearehighlyeffectiveleaderswhoarenotgreatmanagers,buthavetheability
torecruitenoughgoodmanagerswiththerightblendoftechnicalskillstoworkforthem.
Therearesomebusinessleaderswhoarealsoverygoodmanagers(forexample,AndyGrove
duringhistimeatIntelorLou GerstnerwhileCEOofIBM). Thereare alsothosewhomaywell
beeffective,technically-competentmanagers(that‘getthingsdone’)whomaynotmake
particularlygoodleaders;becauseeffectiveleadershipalwaysrequiressomethingmorethan
pure professionalskillsorknowledge.

Thisiswhypeoplewhomaybeveryproficientmanagerswithhighlevelsoftechnicalor
administrativeproficiencycanstrugglewhenpromotedintoleadershippositionsforthefirst
time;particularlyiftheyarenotwell-preparedforthedemandsofthesenewroles(Zaleznik,
2004;Kotter,1990).So,inthisbook,thetwotermswillsometimesbeclearlydistinguished
andatothertimestheywillbeusedinterchangeably,becausethesedaystherearefew
managerswhodonotact,insomecapacity,asleadersandfewleaderswhodonotact,in
some capacity,asmanagers.

AreLeaders‘Born’or‘Made’?

Thisisaquestionthathasoftenbeendebatedandisstill,inmanypeople’seyes,unresolved.
However,itremainsanimportantissuetoaddressbecausethenotionthatleadershipis
largelyinnatestillunderpinsthewaythatmanypeoplethinkaboutleadershipeffectiveness,
theirbeliefsabouttheirowncapacityforleadership,andtheirviewsabouttheself-
leadershippotentialoftheirfollowers.Common-senseandunconsciousassumptionsabout
employees'‘innate’leadershipqualitiesorpotentialarestillusedfrequentlybyorganisations
whenmakinghiring,firingandpromotiondecisions.Althoughtherehasbeenspeculation
aboutthequalitiesofleaderssinceGreekandRomantimes,thefirstrigorousstudiesof
leadershipwereconductedintheUSA duringthe1930s.Thesewereconcernedwith
identifyingalistofpersonalpsychologicaltraitsthatcoulddistinguishleadersfromnon-
leaders.
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Overthenexttwodecades,thisbecameknownasTheGreatMantheoryofleadership.In
1948,Stogdillreviewedtheresultsofdozensoftraitstudiesthathadbeenconductedover
the precedingtwodecades,andsummarisedthecharacteristicsof agreat leader asfollows,

Theleaderischaracterisedby astrongdriveforresponsibility and taskcompletion,vigourand
persistenceinpursuitofgoals,venturesomenessandoriginalityinproblemsolving,anda
drivetoexerciseinitiativeinsocialsituations.Hepossessesself-confidenceandastrongsense
ofpersonalidentity;awillingnesstoaccepttheconsequencesofdecisionandactions,a
readinesstoabsorbinterpersonalstress,awillingnesstotolerate frustrationanddelay,an
abilitytoinfluenceotherpeoples'behaviour,andacapacityto structuresocialinteraction
systemstothepurpose athand(Stogdill,1948:71).

Notethatwomenleadersdidnotfigureinthethinkingofmaleacademicsatthistime,an
issuewewill returnto inchapter6.Leavingthisunconsciousoversight asidefornow, Stogdill
concludedthattheseresearchstudieshadbeenunabletolocateanytraitsthatconsistently
differentiatedleadersfrom non-leaders.Theyalsoobservedthatthetraitsthathadbeen
identifiedappearedtocomeandgorandomly,variedfromleadertoleader,andonlybecame
apparentafterpeoplehadachievedleadershippositions.Thiswasanaturalconsequenceof
thefactthattheycouldonlylookatleadersaftertheevent,whentheyhadalreadybecome
leaders.Subsequentresearchhasconsistentlydemonstratedthatthecorrelationbetween
specificpsychologicaltraitsandleadershipwaslow,accountingforonlyabout10percentof
the factorsthatpredictedwhethersomeonewasaleader ornot(Stogdill, 1974).

Surprisingly,thisresearchhasbeenunabletoprovideadefinitiveanswertothequestion
thatopenedthissection,‘Areleadersbornormade?’andthisremainsatopicofheated
debateamongbothacademicsandbusinesspractitioners.In termsofthisongoing
nature/nurturedebate,therearethreebasicpositionsthathavebeenadoptedbyacademic
researchers,reflectingtheintellectualsubjectivityoftheirdisciplinarybackgrounds.These
areasfollows:

 Ourpotentialfor leadership isentirelydeterminedby thegenetic
programmingweinheritfrom ourbiologicalparents(manygeneticistsand
biologists).

 Ourpotentialforleadershipisdeterminedbyacombinationofgenetic
predispositions, psychologicaldevelopment andsocialisationexperiences
(particularlyduringchildhood),schoolandpeergroupinfluences,social
classandculture(somegeneticists/biologists,allpsychologistsandsocial
psychologists).

 Ourpotentialforleadershipisdeterminedbythesocialisationprocesseswe
experienceafterbirthandsocial-psychologicaldevelopment(particularly
duringchildhood),schoolandpeergroupinfluences,socialclassandculture
(mostsociologists).

So,who’sright?Recentadvancesinboththemappingofthehumangenome/proteomeand
ourunderstandingofevolutionarygeneticsandpsychologyleavenodoubtthatseveral
millionyearsofevolutionandnaturalselectioninfluencethewaymodernhumansthink,
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behaveandact,althoughtherearestillconsiderabledisagreementsabouthowthese
operateintandemwithenvironmentaland socialfactors (see,forexample,the
disagreementsbetweenvanVugt,2008;NicholsonandWhite,2006andIliesetal,2006in
thepro-evolutionarypsychologycampandSewell,2004,onthesceptics’side).Havingmade
thisobservation,thereisoneveryobviousfactorthatstillhasaprofoundimpactonthe
likelihoodthatwewillbecomeleaders;onethatwehavenexttonoinfluenceover:our
height.Thereiscompellingevidencethattallerpeople-inallcultures-haveamuchbetter
chanceofbecomingleaderswhencomparedtoshortpeople.Inasummaryoftheresearch
onthisissue,Malcom Gladwellmakes these comments,

IntheUSpopulation,about14.5percentofmenaresixfeetortaller.AmongCEOsofFortune
500companies,thatnumberis58percent.Evenmorestriking,inthe generalAmerican
population,3.9percentofadultmenaresixfoottwoortaller.AmongmyCEOsample(250
CEOs),almostathirdweresixfoottwoortaller[]Itispossibletostaffalargecompany
entirelywithwhitemales,butitisnotpossibleto staffalargecompanywithoutshortpeople.
Theresimplyaren’tenoughtallpeopleto goaround.Yetfewofthose shortpeopleevermake
itintotheexecutivesuite.OfthetensofmillionsofAmericanmen below five footsix,agrand
totalofteninmy samplehavereachedthelevelofCEO,whichsaysthatbeing shortis
probablyasmuchofahandicaptocorporatesuccessasbeing awomanoranAfrican-
American(Gladwell,2007:87).

Theperceptionthatphysicalstatureisassociatedwithleadershipisanoutdatedhangover
fromourdistantevolutionarypast,whenphysical sizeandbrawnreallydidmatter(vanVugt,
2008).However,asGladwellhasnoted,thereisnoknownassociationbetweenheightand
intelligence,orwithleadershipcompetenciesandperformance.Nevertheless,andwith
apologiestoanytallpeoplereadingthisbook(!),thismaygosomewaytoansweringavery
oldquestion:

Q.“Whydosomanyincompetentpeoplemakeit intoseniormanagement positions?”

A.“Because theyare tall”.

Inadditiontothissoberingfact,manystudiesoftwins,raisedseparatelyfrom eachother,
suggestthatgeneticshaveaninfluenceonthedevelopmentofpersonality;inparticular,key
psychologicalcharacteristics such asintroversion andextroversion,and intelligence.
Furthermore,twinsraised apartoftenshowremarkablesimilaritiesintheirscholastic
achievements,choiceofoccupations,clothing,hobbies,musicalpreferencesandeventheir
selectionofspouses.Advancesingeneticmappinghavealsoconfirmedthatthereisa
geneticcomponenttohumanIntelligenceQuotient(IQ),althoughatbirththisissimply
potential-itstillhastobe‘actualised’ through learningandsocialisation.

InAlbertEinstein’scase,thetwo areasofhisbraininvolved inthegenerationand
manipulationofspatialimageswere1cm largerthanthoseofanormallyintelligentperson.
Thismeantthathepossessedan‘extra’fifteenpercentbrainprocessingcapacity.Hewas
alsobornwithoutoneofthedeepgroovesthatseparatetheleftandrighthemispheresof
thebrain.Asa result, hehadmoreneural connectionsbetweenthelogical/linearandspatial/
creativepartsofhisbrain,thanwouldbefoundinamoretypicalhumanbrain.Inother
words,theuniquecombinedgeneticinheritanceheacquiredfromhisparentsgavehima
propensitytobeaparadigm breakinggenius,althoughhewasnotregardedasbeingan
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academicallyoutstandingstudentatschoolorUniversity.Inasimilarvein,theabilityto
produceseratoninhasageneticbasis.Ithasbeensuggestedthatthisislinkedtoleadership
potentialbecauseitisknowntobeakeymodulatorofmoodandemotions.Certainpeople
haveageneticpre-dispositiontoproducemoreofthisnatural‘drug’whenunderpressure
and,asaresult,arebetterequippedtodealwithuncertainsituations,competingdemands,
interpersonalconflict andstress(Golemanetal,2002).

Thereisalsosomeevidencetosuggestthatgeneticpredispositionscanhaveaninfluenceon
thecareerswe chooseandthe environmentswe choose towork in(Nicholson,2000:97-127).
Inotherwords,theremaybeakindofautopilot-atthegeneticlevel-thatimpelsusto
‘choose’particularcareersandprofessions,suchasengineeringversusartisticdesignor
music.Thiscanalsoinfluencetheparticularleadershipandpeoplemanagementstylesthat
weutiliseasadults.EdwardO.Wilsonbestdescribedthisprocesswhenhearguedthatthe
humanmindwasnotablankslatetobesimply‘filledin’byexperience,asmostsociologists
wouldargue,but‘anexposednegativewaitingtobeslippedintodeveloperfluid’(citedby
Uren,1999).Somecommentatorshavetakenthissuggestiononestagefurtherandargued
thatwhilesocialinfluencesand life-experiencesmay modifyour innategenetic
programming,thesecanaffectthedevelopmentofourbasicpersonalitiesandtheoperation
ofourbrainsonlyinsofarastheyinhibitoractivatepropensitiesthatwerealreadythereat
birth(e.g.Ridley,2003; Stock,2002).

Another wayof   lookingat   thepossible   influencesof   innate   ‘programming’   and
environmentalinfluencesonourpsychologicaldevelopmentiswiththehardware/software
analogy.Thehardwarerepresentstherawgeneticmaterialweinheritfrom ourparentsat
conception.Thesoftwarerepresentsthe‘files’ofinformation,knowledgeandfeedbackthat
wereceivefromtheenvironmentbeforeandafterbirth,andduringourearlyformative
years.Withoutthese,thehardwarecannoteverbeactivatedandactualized.Conversely,
withoutfunctionalhardware,noamountofsoftwareisgoingtowork.Havingsaidthis,the
evidenceconcerninggeneticinfluencesonhumanpersonalitiesandpsychologiesstilldoes
nottellusifleadershipissomethingwearebornwith.Complexorganismslikehumanbeings
arenotsimplythesum oftheirgenes,nordogenesalonebuildanindividual’sunique
personalityandpsychology.Thesecertainlyhaveaninfluence,butrepresentatbirthasetof
potentialities,nothingmore.Theyoperateincomplexandsymbioticrelationshipswith
environmental,socialandculturalinfluences;relationshipsthatresearchersareonlynow
beginningtounravelandunderstand.

Themostpowerfulexamplethatcanbecitedtosupportthesecontentionsistheradical
transformationoftheroleofwomeninmanagementandbusinessleadershipoverthelast
thirtyyearsinindustrialisedcountries.Theircollectivegeneticmakeuphasnotchangedone
iotaduringthisperiodoftime,andyettheircollectivebeliefsaboutwhattheyarecapableof
havechangedenormously,ashavethebeliefsofsomemenaboutthecapabilitiesofwomen
(seechapter6).Researchonthisissuehasshownthatthatmanyofthefirst-waveofwomen
toreachseniorleadershippositionsinthe1970sand1980sgrewupinfamilyenvironments
thatinsulatedordissuadedthemfromacceptingsocialandculturalstereotypesabouttheir
'correct'rolesandpotentialinlife.Thesewomenwerethenable  todevelopthedrive,
ambitionandtenacitythatenabledthemtobattletheirwaytothetopofmaledominated
professionsandorganisations(SinclairandWilson,2002; Sinclair,1998:80).
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And,whiletherecertainlyisageneticcomponentunderpinningintelligence-asmeasuredby
IQ tests-thereislittleevidencethatahighIQ isneededforleadership.Undersome
conditions,averyhighIQmayoccasionallybeuseful,butitisnotessentialforleaders.In
fact,thereisabodyofevidence thatsuggeststhatveryhighintelligenceiscloselyassociated
withpsychopathologyanddeviantbehaviour(anissuewereturntolaterinthischapter).
OtherresearchhasshownthatthatevenIQlevelscanchangeinarelativelyshortperiodof
timebecauseofenvironmentalinfluences.Tociteoneexampleofmany,theBurakupeople
ofJapanareaculturalminoritythathasbeenseverelydiscriminatedagainstinemployment,
education,andhousingforgenerations(similarto‘theuntouchables’inIndia).Theirchildren
typicallyscore10-15pointslowerthanotherJapanesechildrenonIQtests.Yet,whenthey
havemigratedtoothercountriessuchastheUSA,thegapbetweentheirIQscoresand
thoseofotherJapanesemigrantsgraduallydisappearsaseachnewgenerationemerges
(Doidge,2007;Olson,2002).

Furthermore,IQisonlyoneformof‘intelligence’.Wenowknowthattherearemanyother
formsofhumanintelligence,includinglinguistic,interpersonal,spatial,bodily/kinesthetic,
creative,musical,logical/mathematicalandnaturalisticintelligences(Gardner,1993).To
thesewecouldalsoaddmoral/ethicalandsocialintelligences,whichwewillreturntoin
chapter12.Theseothertypesofintelligencecanonlybedevelopedthoughthecomplex
processesofhumanlearningandsocialisationand,ofequalimportance,canbedevelopedin
adulthood(Golemanetal,2002).Asweprogressthroughthisbook,wewillshowhowthese
formsof intelligence canbeenhancedthroughout life.

Forexample,doyoubelievethatyouarenotparticularlyinnovativeorcreative?Whydoyou
believethis?Whofirsttoldyouthatyouwerenotcreative?Howmanyopportunitieshave
youhadtoacquiretheseskills?Inchapter9,wewillseehowalmostanyonecanlearntobe
betteratlateralthinkingand,thereby,becomemorecreativeandinnovative.Another
exampleispublicspeaking.Doyoubelievethatyouarenotparticularlygoodatthis
(perhaps,becauseyouare'introverted')?Whydoyoubelievethis?Inchapter3wewillshow
howanyonecanlearntobecomebetteratpublicspeakingand, thereby,increase theirability
toinfluencetheirbosses,colleagues,followers, customersandclients.

WhileGoleman,Nicholson,Ridleyandmanyothersbelievethatevolutionarygeneticsplaya
significantroleinhumandevelopment(and,asaresult,ourpotentialforleadership),allare
cautiousaboutcomingtothesimplisticconclusionthatleadersareborn-ratherthanmade.
And,whilethereisageneticbasisforpersonalitytraitssuchasdetachmentandnovelty
avoidance,these too canbeovercome toa considerableextentthrough personal
developmentandlearning(see,forexample,Golemanetal,2002).Recentgeneticresearch
hasshownthateventwins,whoshare100percentoftheirgeneticmake-upatinception,
oftenhavepersonalitiesthatareonly50percentsimilarbymiddlechildhood.Whatcauses
this?

Theanswerliesintheuniquesocialandenvironmentalinfluencesthattheyencounterafter
birth,withintheirfamiliesandsiblinggroups,atschoolandinpeergroups(Ridley,2003).In
additiontothis,oneofthebiggestlongitudinalstudieseverconducted,of130000menand
womenaged21-60,showedthatpersonalitiescananddochangeduringadulthood,and
eventhe‘BigFive’personalitytraitsofconscientiousness,agreeableness,neuroticism,
opennessandextraversion/introversioncanchangeovertime(Srivastaetal,2003).And,
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recentevidenceemergingfromthefastdevelopingscienceofneuroplasticityhasclearly
demonstratedthatthebrainiscapableofcontinualreorganisation,changeandevolution
duringahumanlifetime(e.g.Doidge,2007).

Anothersignificantproblemwith the ‘leadersareborn’ thesisisthatmany ofthosewhohave
becomeleadersinbusinessorpoliticsdidnothaveparentswhowerethemselvesleadersof
note.Ofcourse,thereareexamplesofwhereleadershiphasruninfamilies,suchasthe
Churchill,Kennedy,RothschildandRockefellerdynasties.However,theseareverymuchthe
exception.Whilesomewritersarguethat thiscanbeexplainedbytherandomsynergyof the
rightcombinationofparentalgenes(e.g.Nicholson,2000),itcanbealsoexplained,with
equalvalidity,bysocialcausation.Ifwearebornintowealthyfamiliesand/oraprivileged
casteorclassandtold,fromourearliestyearsandthroughoutourschoolyearsthatweare
partofanelite,andthatwewillbecomeleaders,wewillprobablydothis-oratleastachieve
a highlevelof successinourchosencareers.

Forexample,whileprivateschoolpupilsintheUSA,theUKandAustraliarepresentlessthan
20percentoftheentireschoolpopulationofthesecountries,theystilldominatetheupper
echelonsoftheirsocietiesinindustry,finance,government,thearmedforces,thejudiciary,
medicineandmanyothersectors.IntheUKin1999,85percentoftheLabourParty’s
Cabinet,70percentofseniorjudicialpositions,45percentofthetopcivilservicepositions
and60percentofthetopfinancialjobsinTheCitywereoccupiedbypeopleeducatedat
privateschools(HalseyandWebb,2000).Consideralsothe‘old-boy’and,increasingly,‘old-
girl’jobnetworksthatexistforgraduatesofprivateschoolsaroundtheworld,aswellas
moreshadowynetworkssuchasYaleUniversity’sOrderoftheSkullandBones.(FormerUS
PresidentGeorgeW.BushandhismainDemocraticopponentin2004,JohnKerry,were both
membersofthisfraternity).ManySenators,Congressmenandbusinessleadersduringthe
20thcenturyalsobelongedtosimilareliteclubsat Harvard,PrincetonandotherleadingUS
Universities.

IattendedaprivateschoolintheUK,AmpleforthCollegeinYorkshire.AmongthepeopleI
knewthere,twohavebeenMembersofParliament;fouraresurgeons; twoare judges;oneis
abrigadierinthearmy(andadecoratedveteranoftheFalklandandfirstGulfWars);oneis
thefounder-ownerofalargefoodretailcompanyinIreland,onehasbeenaneditoratThe
GuardiannewspaperintheUK;twohavebecomemillionairestockbrokersandanotherthree
arehelpingtoruntheirfamilyestates.  OtheralumniincludetheformerEnglandRugby
CaptainLawrenceDallaglio,theactorRupertEverettandoneofPrincessDiana’slovers,
JamesGilbey.Ofcourse,thisisnotarepresentativesample,butillustratestheinfluencethat
money,privilegeandaprivateschooleducationcanhaveontheaspirations,achievement-
motivationandself-beliefoftheirpupilsand,consequently,theirpotentialforleadership.
Thepracticalimplicationsofthispowerfulneedforachievement,inthecontextofthe
motivationandempowermentofemployees,areaddressedinmoredetail inchapter4.

Oneimportantclusteroflearnedleadershiptraitsthatdoesstandoutfromthemorerecent
literatureonleadershipeffectivenessisEmotionalIntelligence(EI).Twopsychologists,John
MayerandPeterSalovey,arecreditedwithfirstdefiningtheconceptofEIintheearly1990s,
butthepersonmostassociated witharticulating and popularisingthisideaisDaniel
Goleman.AccordingtoGoleman,EIconsistsoffivecomponents:self-awareness,self-
regulation,motivation,empathyandsocialskills.Howadeptweareatdealingwitheachof
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theseisinfluencedbyanalmond-sizedclusterofnerves-theamygdala.Thisisresponsible
forprocessingemotionalstimuli,forstoringemotionalmemoriesandalsoaffectsthefight-
flight(stress)responseinhumans.Neuroscientistshaveshownthatallinformationwe
receivefrom theenvironmentis,initially,screenedbythistinysegmentofthebrain.An
individualwithafullyfunctioningamygdalaismuchmorelikelytobeself-aware,self-
disciplined,motivated,empathic,socially adeptandmore resilienttoenvironmental
stressors.AccordingtoGolemanandothers,theabilitytobesensitivetotheemotional
statesofothersisanessentialpartoftherepertoireofeffectiveleaders,becausetheyare
moreawareoftheirownmoodsandtheemotionsofothers.Asaresult,emotionally
intelligentleadersareadeptatmanaginginterpersonalrelationshipsandbuildingnetworks
ofinfluence.Theyoftenhaveoutgoing,ascendantpersonalities,modestself-confidenceand
adesiretobeinvolvedwithpeople.  Theyhavea  passionfortheworktheydo,orthe
companythey manage,that goesbeyondstatusandmakingmoney.

Anotherconsequenceof theexistenceof EIisthatthe emotionalstateof theleaderwill have
adirectimpactontheemotionsoftheirfollowers.Youonlyhavetothinkofsituationsin
yourownworkinglifewhenabossroutinelycomesintoworkinafoulmoodandtheeffect
thiscanhaveonthemoraleandclimateofaworkgroup.Comparethiswiththepositive
impactofabosswhoisalwaysupbeat,optimisticandsupportive.GolemancontendsthatEI
isthesinglemostreliableindicatorofleadershipeffectiveness,faroutweighingIQlevels.So,
doesthismeanthatwearebornwiththesequalities?AccordingtoGolemanandhis
colleaguestheanswerto thisquestionisaresounding “No”.Theybelievethatthe
functioningoftheamygdalacanbeimprovedthroughlearning,practiceandfeedback,and
alsoarguethatEIqualitiescanbelearntandenhanced.Thereisalsoevidencetosupportthe
view thattheEIprinciplescanbelearntbyorganisations,leadingtoenhancedemployee
performance,productivityandbottom-lineresults(Goleman2004and1998;Golemanetal,
2002)2.

Hence,abalancedreadingofthevast,andoftencontradictory,literatureonthiscomplex
issueindicatesthatsomeofourpotentialforleadershipmaybeshapedbyourunique
geneticinheritance,butthiscanonlybeactualizedandrealisedthroughthesocialisation
processesweexperienceafterbirth,fromourfamilies,peergroups,schools,socialclassand
culture.Itappearsthatmostofourpotential,anddesire,forleadershipisshapedbythe
influencesweencounterafterbirth.Thereisofcourseanothersignificantdimensionthatis
oftenoverlooked:theconsciousdecisionsandchoicesthateachofusmakeduringourlives.
Ourdesireforleadershipisadirectoutcomeofthesedecisionsandchoices,andmaywell
contributemuchtoourpotentialforleadership.So,ifwebelievethatwecanmakeareal
differenceanddecidetobecomealeader,wewilltaketheappropriatestepstorealisethis
ambition,evenifwecomefromless-privilegedbackgroundswhereleaderswereverymuch
theexceptionratherthantherule.Furthermore,wewillthenmakeaconcertedeffortto
learnwhatevernewskillsandcompetenciesarerequiredtoachievethisobjective.Areal-life
exampleof thisisdescribedinthe nextsection.

CaptainMarvel

Thepivotaldecisiontobecomealeaderandlearnnewskillsandcompetenciestorealisethis
goaloftenoccursinreallife.OneexampleofthisistheverysuccessfulformerAustralian
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CricketCaptain,SteveWaugh.Foranyonewhomaynowbeswitchingoffatthementionof
this‘quaint’Englishgame,it’sworthnotingthathisteamwontheprestigiousLaureusWorld
SportsTeamof  theYearin2002,incompetitionwithteamsfrom Americanfootballand
basketball,andthetopEuropeansoccerteams.The teamalsoreceivedtheSportsIndustryof
AustraliaAwardin2003.

Beforehewasappointedin1997,Waughwasroutinelydescribedinthemediaas’quiet’,
‘surly’,‘taciturn’,‘introverted’and'self-absorbed’.Atthetime,itwasnosecretthatafew
AustralianCricketBoardofficialsandsomeex-playersdidnotwanthimtohavethetopjob,
andseveralsports’journalistswerecriticalofthedecision.SoonafterWaughwasappointed
inJanuary1998,JohnInverarity,aformerCaptainoftheWestAustraliancricketteamandan
internationalplayer,gaveatalkonleadershiptoagroupofmyMBAsinPerth.Atthetime,
hebelievedthatWaughwasabadchoiceforthepositionbecausehelacked,‘therequisite
leadershipqualities’.Theerraticperformanceoftheteamunder hisearlyleadershipin1997-8
seemed toconfirmtheseopinions,withthe teamstrugglingforbothform andresults.

Inspiteoftheseearlydifficulties,Waughdidhavesomehiddenqualitiesthatweretostand
himingoodsteadandwouldhelptocreateagoldenageofAustraliancricket.Theseonly
becamefullyapparentafterhisappointment,andincludedresilienceandhardiness,courage
underfire,competitiveness,tenacity,honestyandintegrity,alackofpretentiousness,great
self-confidenceandself-beliefand,whenitwasrequired,someMachiavelliancunning.In
2001,Waughmadethesecommentsabouthisearlyexperiencesof captaincy:

Ihadto learnhowtodo thisjobalongtheway.Tobehonest,Iwasthrownin atthedeepend
-to sinkor swimandso Ihadto learnfast,fromformerplayers,captainsandcommentators.
Butthatonlygot meso far.IhadtoworkoutwhatIwantedandnotrelyontextbooksormy
predecessors.So,IsatdowninbedanddecidedwhatIwanted(aftertwostraightlossesin
hisfirsttwointernationalmatches).Iwantedusto becomethebest internationalsideinthe
world.Iwantedustobeclearlynumberone,inbothformsofthegame.Iwanted hungry,
aggressive,ruthlessplayerswhoalsowantedtohave funandenjoythemselves.Imadeitmy
missiontoworkoutwhatmadeeachplayer tickandIwantedtogetmyplayerstohave
greaterfaithinthemselvesandtheirabilities.Acaptains’responsibilityistomouldtheside
intothewayhewantsthemtoplay.Iaimedtoshow faithinmyplayers,showthemrespect
andletthem know thatIfullysupportedthem.Itryto getthem to believe thattheycan
achievethingsthattheydon’teventhinkthey’llachieve(abridged fromStewart,2001).

Inordertoachievetheseobjectives,Waughbegantoutilisethehistory,traditionsand
storiesofthegame,believingthatcrickethistoryandmythologycouldbeharnessedas
motivationaldevicestohelpwinmatches.Heencouragedallhisplayerstodonthe‘baggy
greencap’duringinternationalmatches,asapowerfulemotionalsymbolof,andlinkwith,
the greatplayerswho hadrepresentedAustralia inthe past.Waughalwayswore hisbattered
andfrayedcapwithevidentprideforthedurationofinternationalgames.Helearnttothink
outsidethebox,bringinginpeoplefrommanywalksoflifetogivemotivationalspeechesto
hisplayers,duringcoachingsessions,atteam meetingsandbeforematches.Hereceived
coachinginmediaandpublicspeakingskills.

Hespentmanyhourswitheachmemberofhisteaminprivateone-tooneconversations;to
findoutwhatmadethem tickandhowtogetthebestoutofthem.Hewasaninclusive
leaderwhoneverallowed‘in’groupsand‘out’groupstoemerge.PerhapsWaugh’sgreatest
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qualityasaleaderwashiscapacitytonurtureanddeveloptheself-beliefofplayerswho
wereatthemarginsofinternationalcricketwhenhewasfirstappointed,orwhohadbeen
lackingconfidenceintheirabilitiestoperform atthehighestlevelsinthecauldronof
internationalcricket(abridgedfromConn,2002).

Inretrospect,wecanseethathedecidedtodevelophiscommunication,motivational,team
buildingandlateralthinkingskillsafterhewasappointedCaptain.Whiletheseattributes
werenotapparentpriortohisappointment,onewasvisiblethroughouthisearlycareer:a
realhungerforlearningandself-improvement,andthisattributestoodhimingoodstead
duringhiscaptaincy.Hispersonaljourneyintoamoreeffectiveleadershiprolemarkedthe
beginningofaworldrecord-breakingrunofsixteenstraightwinsininternationalcricketand
winningtheWorldCupinEnglandin1999.TheAustralianCricketTeamwasthefirsttobe
officiallycrownedWorldChampionsafterasuccessfulhomeandawayseriesagainstSouth
Africaduring2001-2002and,asnotedabove,itwasalsonamedthebestsports’teaminthe
worldin2002.WhenJohnInverarityreturnedtogiveasecondtalkonleadership tomyMBAs
eighteenmonthslater,hewasbraveenoughtoadmitthathe’dgotitwrongaboutWaugh’s
leadership potential,andcommentedthatwhat hadmostsurprisedhimwas, ‘howquicklyhe
hadgrownintothejobandhowquicklyhehadlearntwhatwasrequiredofanAustralian
cricketcaptain’(my emphasis).

BythetimeSteveWaugh’scaptaincycametoendinJanuary2004,hehadbecomethemost
successfulinternationalcricketcaptaininhistory,withthemostwins(41)andawinning
percentageofover75percent,wellaheadofthelegendaryDonBradmanwhohada62.5
percentwin-lossrate.Hecreatedateam regardedbymostinternationalcommentatorsas
thebestincricketinghistory,andalegacyunmatchedinAustralianandworldcricket.He
promoted andencouragedamuchmoreaggressiveandexcitingbrandoffive-day testmatch
cricket,whichcontributedtosavingthelongerform ofthegamefrom  theincreasingly
dominantone-dayformat.InearlyJanuary2003,inamatchagainstEngland,Waughalso
becamethesecondhighestrunscorerofalltime,atthesametimeequalingDonBradman’s
recordof29scoresofonehundredormoreininternationalcricketmatches.Heevenfound
timeduringhiscaptaincytoestablishaschoolforchildleprosyvictimsinUdayan,India,and
hassince devotedagreatdealof time,money andenergy tosupportingthiscause.

WhenWaughretired,hewasregardedbysports’commentatorsandthegeneralpublicasa
nationaltreasure;anexceptionalleaderwhowasalsoacricketinnovator,reformerand
educator,anda modelfamilymanandphilanthropist.In recognition ofhismany
achievements,hewasawardedthehighlyprestigiousAustralianoftheYearawardon26
January2004,andalsobecamethe41stmemberoftheLaureusWorldSports’Academyin
earlyDecember2005.TheonlyquestionmarkhangingoverWaugh’stenureascaptainis
wouldhehavebeenregardedasbeingsuchanexceptionalleaderifhehadbeenthecaptain
ofoneoftheotherTestplayingnationsbetween1997and2003?Wewillreturntothis
question inthesectionon‘followership’.

Developingleadership

Afinalslantonthe‘innate-learnt’debateconcernstheissueofleadershipeducationand
development.Everyyear,tensofthousandsofemployeesattendleadership/management
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coursesallovertheworld,be thisinthe formofone-offworkshopsorthroughattendanceat
postgraduatecourses,suchasMBAsandotherspecialistgraduatemanagementprograms.
AlllargecompaniesinNorthAmerica,theUKandAustralasiarunin-houseleadership-
developmentcourses.In theUSA,forexample,GeneralElectric foundedtheGE
ManagementDevelopmentInstituteatCrotonvillein1956.WhenJackWelchtookoveras
CEOin1981,hemadetheInstituteastrategicpriority,usingitasanengineoforganisational
change,andleadership/managementdevelopment,fortwentyyears.Hewasaregularvisitor
andtaughtattheInstituteandconductedhalf-dayleadershipcoursesthroughouttheyear,
asdidallofhisdivisionalheads.ThousandsofaspirantleadersfromdozensofUScompanies
attendTheCentreforCreativeLeadershipinGreenborough.In1997alone,UScompanies
spent$US4.5billiononleadershipdevelopmentprograms(KouzesandPosner,1997).Inthe
USAtherearemorethan2000‘CorporateUniversities’,upfrom about15intheearly1980s
and400inthemid-1990s.

Somecompanieshaverealizedthattheadvantagesofbuildingareputationfordeveloping
leadershiptalentfaroutwaythecosts.Hewitt’sGlobalPracticeleader,RobertGrandossy,
hasobservedthat,‘Companieswhoprovidepeoplewithopportunitiestogrowanddevelop
becometalentmagnets,drawingscarcetalentindroves’(citedbyColvin,2007:64).By
focusingonattractingthe bestgraduates-andthenspendingtime andresourcesdeveloping
them-thesefirmsbecomehigh-performanceorganisations.Inturn,thisenhancestheir
abilitytoattractthebest,creatingaself-reinforcingcyclethatmakesthesecompaniesmore
dominanteveryyear.AccordingtoGeoffColvin,manyofthesecompanies,‘believethat
nurturingfutureleadersearlierthanothercompaniescreatesacompetitiveadvantagethat
lastsfordecades,astheirtalentpipelinesbecomebigger,betterandmorereliable’.Such
activitieshavealsobecomeasignificantpartofexecutiveremunerationinsomeofthese
companies.AtAmericanExpress,25percentoftheirdiscretionarypayislinkedto‘talent
development’(Colvin,2007: 64; 65-66).

InAustralia,Frank Blount,the formerCEO ofoneofthecountry’sbiggestcompanies, Telstra,
hadbeenverycriticaloftheleadershipabilitiesofAustralianmanagersduringhistimein
chargeofthecompany,andintroducedaCentreforLeadershipsoonafterhisappointment.
ThisdesignedandranprogramsforallTelstramanagementstaff.Blountandhisimmediate
managementteam spentfourdaysayearrunningaprogramforthe200mostsenior
managersinthecompany,whointurnranworkshopsforaboutfivethousandmiddleand
juniormanagers.Blountintroducedtheseinthebeliefthatmanyofhismanagerslacked
leadershipandpeoplemanagementskillsand,crucially,thatmanyofthesecouldbelearnt
anddeveloped(Uren,1998c).

Inasimilarfashion,manyofEurope’sbiggestcompaniesestablishedtheirown‘universities’
duringthe2000s,andsomepublicsectororganisationsfollowedsuit,withtheestablishment
oftheDefenceAcademyatShrivenhaminEnglandin2002,andthecreationoftheUK
NationalHealthServiceUniversityduring2002-2003(West,2002).Morerecently,FujioCho-
thetransformationalleaderofToyota-wasanotherbusinessleaderwhohadafirmbeliefin
thevalueofmanagementandleadershipeducation.WhileToyotahasalwaysencouragedits
leaderstodeveloptheirmiddleandseniormanagement,heformalisedthisprocessby
establishingtheToyotaInstitutein2003torunin-houseleadershipdevelopmentprograms,
inpartnershipwiththeWhartonSchoolofManagement(Chandler,2005).
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Similarly,inspiredbythesuccessofJackWelch’sdevelopmentprogramsatGE,theCEOof
Siemens,HeinrichvonPierer,establishedaneducationcentretodeveloptheirmanagersand
leaderssoonafterhetookoverthecompanyin1992.VonPiererandhisseniormanagement
team wereactivelyinvolvedintheseprograms(StewartandO’Brien,2005:118).These
examples demonstratethatmanyorganisations believethatleadership andpeople
managementskillscanbe   enhancedthrough appropriatedevelopmentandlearning
strategies.

Insummary,thesmartanswertothequestion,“Areleadersborn?”is,ofcourse,“Allleaders
areborn!”Howcoulditbeotherwise?But,leadershipissomethingmuchmorecomplexthan
thesumtotalofourgeneticinheritanceoranyinnatetraitswemayhaveacquiredduringour
formativeyears.Humannatureisnotfixedandimmutable,itisflexibleandadaptable
(Doidge,2007).Evenifitcouldbedemonstratedthatleadershiptrulyissomethingthat
certainindividualsarebornto,thiswouldnotbeparticularlyhelpfultousduringour
leadershipjourney.AsPeterDruckeronceobserved,‘Theremaybebornleaders,butthere
aresurelyfartoofewtodependon’.Inaddition,arecentstudyoftheoriginsofleadership
beliefsamong125successfulbusinessmenandwomenmadethesetellingcommentsabout
the ‘learnt-innate’issue:

Analyzing3000pagesoftranscripts,ourteamwasstartledtoseethatthesepeopledidnot
identifyanyuniversalcharacteristics,traits,skillsorstylesthatled totheir success.Rather,
theirleadershipemergedfromtheirlife stories… Indoingso, theydiscoveredthepurposeof
theirleadershipandlearnedthatbeing authenticmadethemmoreeffective.Thesefindings
areextremelyencouraging.Youdonothavetobebornwithspecificcharacteristicsortraits
ofaleader.Youdonothavetowaitforatapontheshoulder.Youdonothavetobeatthe
topofyourorganisation.Instead,youcandiscoveryourpotentialrightnow(Georgeetal,
2007:130).

Thecontentionthatleadershipis,forallmeaningfulpurposes,learnedhasalsoreceived
considerablesupportfrom acollectionofstudiesonexpertiseandexpertperformance
(Ericssonetal,2007;Ericssonetal,2006).Thenumerouscontributorstothe2006study
concludedthattalent,orevengenius,donotarisefrominnategenetic‘gifts’,butfromthe
interplaybetween fair (but notoutstanding) naturalabilities, high-quality
coaching/teaching/instruction/mentoringand-critically-agreatdealofveryhardwork.
Severalcontributorstothesestudiesspeakofa‘ten-yearrule’;itappearsthatanyone
aspiringtobealeaderintheirchosenfieldorprofessionhastoputinatleastadecadeof
hardworkandlearninginordertoacquiretheappropriateskillsandcompetenciesthatmay
enablethemtoachievegreatness.Inshort,thesestudiestellusthatthereareno‘innate’
talentsandevengeniusesaremade,notborn.And,aswenotedearlierthefastdeveloping
scienceofneuroplasticityhasalreadydemonstratedthatthebrainiscapableofcontinual
reorganisation,changeandevolutionduringa humanlifetime(Doidge,2007).

However,thisdoesnotmeanthateveryonecanbecomeaninfluentialleader,inthesame
waythatveryfewpeoplecanhopetoemulatethesportingachievementsofTigerWoods
andAnnikaSorenstramingolf,RogerFedererandtheWilliams’sistersintennis,orHerman
MaierorthemaverickBodeMillerinAlpineskiing.But,anyonewhohasmadethe
commitmenttoworkthroughthisbookcarrieswithinthemselvesthepotentialandthe
capacitytobecomesuccessfulleaders,becausealmostallleadersthroughouthistoryhave
achievedthisthroughacombinationofself-belief,will-power,grit,determination,hardwork
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andself-education.But,toputatwistinthetail-endofthissection,ifyouareshorterthan
average(inallcultures),awoman(inallcultures,butwithconsiderablevariations),orfroma
cultural/ethnicminority(inallcultures)youwillfindithardertoachieveleadershippositions
inalmostallprofessionsandoccupations.However, thisisnottheresultofanylackofinnate
abilities but because almost allhumansstillhavetribal,stone-agepsychologies.
Consequently,theystillgenerally associate‘leadership’with height,masculinityand
membershipof thedominantcultural/ethnicgroupof the societiesandculturestheyinhabit.

WhatLeadersDo

‘Thehardstuffiseasy.Thesoftstuffishard.Andthesoftstuffisalotmore importantthanthehard
stuff.’

Dr.TomMalone,CEO,MillikenandCompany,1995

Whileitisclearlyimportanttoaddressthe innate/learntdebate,amorepracticalapproachto
understandingleadershipistothinkaboutthebehavioursandfunctionsofreal-lifeleaders
andunderstandwhatleadersactuallydo,ratherthanwhattheyareinsomeintrinsicsense.
Afterthefailureofearlytraitresearchtoproducereliableorconsistentresults,aseriesof
studieslookingatthebehaviouralaspectsofleadershipwereconductedinthe1940s,atthe
OhioStateUniversity,byBalesatHarvardUniversity,andbyLikertandcolleaguesatthe
UniversityofMichiganinthe1950s.Whatdidtheydiscoveraboutleadership?Thisbodyof
researchindicatesthatforleaderstobeeffectivethereisalwaysanoptimalbalance,
dependingoncircumstances,betweenaconcernforpeopleandaconcernfortechnicalor
taskissues.Thisgroupofresearcherswasalsothefirsttosystematicallyidentifythemany
differentrolesthatleadersperformwithinorganisations. These havebeencategorised under
seven headings:

Goal setter andmotivator

Leadersplayanimportantroleinorganisationalmanagement,bydirectingandmotivating
employeestowardsachievingorganisationalobjectivesinappropriateandtime-effective
ways.Theyareabletocommunicatethepurposeoftheseobjectivestotheiremployeeswith
clarityandcommitment.Theyspendtimewiththeirpeople,walkthetalkandconsistently
leadbyexample(describedinchapters3and4).

Coach andmentor

Effectiveleaderstreattheiremployeesasintelligenthumanbeingswhohavein-builthard
andsoft-wiredcapacitiesforimprovementandlearningandwillwanttocontributemore,
givetherightopportunitiesandappropriaterewards.Theytaketimetogettoknowtheir
employeesasuniqueindividuals.Theyrewardthem whentheydoagoodjob.Theydonot
resorttopunishmentswhentheymakemistakesbut,instead,usetheseasopportunitiesfor
learning(describedinchapters3and4).
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Shakerandstirrer

Effectiveleadersalwayskeep peoplesharp and on theirtoes.Theydiscourageself-
satisfactionandcomplacency,andpromotecontinualimprovement,change,creativityand
innovationamongtheirfollowers(describedinchapters4and8-11).

Interpreter

Nosetofrules,plansorprocedurescandescribeperfectlywhatmusthappenwithinan
organisationifitistosurviveandbesuccessful.Leadersmakesenseofsituationswhere
thereisincompleteinformationavailable,orwhereclearguidelines,rulesandplansfor
decision-makingandactionmaynot exist(describedinchapters3, 5and8-11).

Linch-pin

Allorganisationsaremadeupofsub-systemsofdepartments,teamsorgroups.Leaders
managethese,andarealsotheco-coordinatorsbetweentheseandtheorganisationalsub-
systemsofwhichtheyareapart(describedinchapter 5).

Helicopter

Leadersriseabovetheminutiaeandshort-termfocusofday-to-dayorganisationallife,and
planandco-ordinatethecollectiveandindividualactivitiesoftheirstaff.Thiscanbea
significantpartoftheresponsibilitiesofthoseatthetoplevelsoforganisations(describedin
chapters3-5).

White-waterrafter

Leadershavetobeabletoenvisionthefuture,andencouragepositiveattitudestowards
changeamongtheiremployees.Theymustbeabletoridewhathasbeendescribedas,‘the
white-watersofchange’thesedaysor,alternatively,finddifferentriversfortheirfollowers
totravel down(describedinchapters8-11).

Before readingthroughthe nextsection,please complete Exercise1.1.

Exercise1.1

Pleasewritedownalltherolesthatyouperformasaleader/manager.Whichofthesevencategories
dothesecomeunder?Arethereothercategoriesspecifictoyourjobrole/profession?Then award
yourselfamark,rangingfrom1(“Iperformthisrolewell”) to2("IperformthisroleOK,butthereis
probablyroom forimprovement”) to3(“Idon’tperform thisrolewell,andreallywanttoimprove
this”).

Makeanoteofthe areaswhereyouthinkthereisroomforimprovementinthefuture.Refer backto
thesewhenyoureachthechaptersor sectionsthatdealwithanyoftheweaker areasthatyoumay
haveidentifiedhere.Bydoingthis,youcanstarttofillany‘gaps’ between howyoucurrentlyoperate
asaleader/manager,and howyouwouldlike tooperatein thefuture.
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Howorganisationalcontexts influenceleadershippractices

Lookingatwhatleadersdoprovidesuswithafewmorepiecesofthejigsawpuzzle,butwe
arestillalongwayfromseeingthecompletepicture.Bothtraitandbehaviouralapproaches
tounderstandingleadershipignoreaveryimportantdimensionofthisrole-thecontextor
situationwithinwhichtheleaderoperates.Knowninacademiccirclesas‘contingency
theory’,thisperspectivesuggeststhatthereisnosingle'bestway'toleadandmanage
others.Consequently,reallyeffectiveleaderspossessanumberofskillsandbehaviours
whichtheycanemploy,asappropriate,inavarietyofsettings.Thiscanbelikenedtothe
‘tool-kit’referredtointhepreface,thattheycandipintoasandwhenrequired.This
approachalsoemphasisestheeffectsofothercontextualfactorsonleadershipstyles,such
asformalpositionalpower,groupdynamics,theinfluencethatfollowerscanhaveand
organisationalculture.Thesecanbehighlightedifwelookbrieflyatthedifferentkindsof
leadershipandmanagementskillsthatarerequiredduringthefourmainstagesofa
company’slife-cycle:

The new kidon theblock

Thetypeofleader/managerrequiredwhenacompanyfirstopensforbusinessissomeone
whohasrealentrepreneurialpassion,driveandvisionandisabletofightforasmallseedling
company.S/heisabletorecruitanddevelopthebestkindofset-upteampossibleandisable
toobtainventurecapitalandinvestmentfromavarietyofsources.Theyaregoodat
networkingand,asaresult,areoftenabletorecruitskilledstafffromothercompaniesto
jointheminachievingtheirnewdreamorvision(e.g.BillGatespoachingyoungercomputing
stafffromIBMandRank-Xerox inthe late 1970sandearly 1980s).

Lettinggoofthe reins

Movingfromasmallentrepreneurialoperationtoamediumsizedcompany,thekindof
leader/managerrequiredhereissomeonewhocanadoptamore‘hands-off’leadershipstyle
bycreatinganempoweredseniormanagementgroupandbydelegatingmoreoftheir
responsibilitiestootherpeople.They have tobe able to'letgoofthe ball'andactmoreasan
overalldriverandco-coordinatorofthepeoplewhohavebeenbroughtintomanagean
increasinglycomplex anddepartmentalisedorganisation.

GoodHousekeeping

Differentleadershipandmanagementskillsarerequiredwhenanorganisationismaturing
andwhentheprimaryneedisforittoberunefficientlyandeconomically.Thisinvolvesskills
suchasstrategicacumen,businessplanning,delegationofresponsibilities,costcontrol,
continuousimprovementandqualityinitiatives,theabilitytodevelop effectivecross-
organisationalHRpoliciesand,perhaps,a globalcommercialmind-set.

Squeezingthe pips

Whenanorganisationnearstheendofitslifecyclesomeonewhocangetthebestoutof
whatisleftisrequired.Theleader/managerinthistypeofsituationhastobeverytoughin
order tosortout the problemsthathave broughtthe companytothissituation.S/he alsohas
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tobevisionarybecause,if thecompanyistosurvive,thispersonmustthenabletochampion
the needforradicalorganisationalchangeandrenewal.

Inpracticalterms,thismeansthatleadershavetodevelopachameleon-likequality.This
allowsthem todevelop aflexible leadership/managementstyle thatcanbesubtlyadaptedto
eachnew/differentsituationtheyfindthemselvesinand,equallyimportantly,onethattakes
intoaccounttheaspirationsandexpectationsoftheirfollowers.Thisdoesnotmeanthat
theysimplyabandontheircoreleadershipattributesandauthenticbehavioursinresponse to
eachnewcircumstancetheyfindthemselvesin,butallleadersenteringanorganisationfor
thefirsttimehavetopossessakeen‘radar’thatallowsthemto‘read’thecultureand
climatethatexiststhere,andanabilitytomodifytheirleadershipstyleswhenappropriate.
Wewill revisitthiscapability inchapter3andchapter8.

Otherperspectivesonthecontingentnatureofleadershipandpeoplemanagementhave
emergedinthelasttwentyyears.Theseincludeimplicitleadershipandsocialexchange
theoriesandtheideaoffollowership.Implicitleadershiptheorysuggeststhattheideaof
leadershipasbeingsomethingthatis‘doneto’peopleisflawed.Thisisbecauseweallcome
intoorganisations withlargelyunconscious setsofvalues,beliefs,prejudicesand
assumptionsaboutmanythings-politics,culturalidentity,humannature,humanmotivation
andsoforth.And,aspartofthistaken-for-grantedmentalbaggage,weallcarryinourminds
amentalpictureofwhataneffectiveleader'is'.Theseideasabout‘appropriate’traitsand
behaviourscanhaveasignificanteffectonthewaywerespondtodifferentleadersandhow
we leadandmanageothers.

Wecanseewhythishappensifwereflectforamomentontheoriginsofourideasand
beliefsabout leadership(Figure1.1).

Figure 1.1:Theoriginsofourideas and beliefsaboutleadership

Fromourmothersand fathersandtheway theyraiseusduringchildhood

Fromourinteractionswithsiblings and peers,andourexperiencesatschool

From thestories, legendsand mythswehearwhilegrowingup

Fromourworkandcareerexperiences, byobservingleadersand beingled

Frompersonalexperience,and throughtrialanderror

Fromactive self-reflectionaboutourleadershipbeliefsand practices

Fromstudyingleadership and leaders

Fromformalinstruction andeducation
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Therearefourconclusionsthatcanbedrawnfromthis:

First,weareall exposedtouniquesetofinfluencesthatshapeourperceptionsofleadership.
How ourparentsraiseusaschildrencanhaveaprofoundinfluenceonhowweleadand
managepeopleasadults;ascanourinteractionswithoursiblingsandpeergroupsatschool
and,of course,the national culturewe livein.

Second,wedonotcreatetheseimplicitleadershipconstructsinanyconscioussense,
becauseourbrainsautomaticallyandselectivelyscreentheinformationwereceivefromour
environmentsaswearegrowingup(seechapter9forseveralexamplesofthisinpractice).
Thisishowanormalmindworks.Withoutthisautomaticfilteringprocess,wecouldnot
functioninanymeaningfulsense,becauseonlyapathologicalmindcanseetheworld
unfilteredthroughpriorknowledge.

Third,theseselectiveperceptionsoperatealmostentirelyatanunconsciouslevel.Thatis,we
rarelythinkconsciouslyaboutourperceptionsorpracticeofleadership/managementunless
otherschallengethese(by,forexample,refusingtodowhatweaskthem),orunlessthey
aresystematicallyevaluatedthroughtheuseof3600feedbacktechniques,orinperformance
appraisalsorbyactivelyreflectingonwhatwedoasleadersandhowwellwedothis.

Fourth,itwouldappearthattheleasteffectivewayofbecomingabetterleader/manageris
toreadaboutitand/orfromformalinstructionand‘training’-unlessweusethesetoactively
reflectonourcurrentpracticesandapplynewinsightsandknowledgewemayhaveacquired
whenbackatwork.

Thenaturalconsequenceoftheseprocesses,foralmosteveryone,isapartialandselective
view   aboutwhatconstituteseffectiveleadership.Thesepre-existing constructsalso
influencethewaythatpeoplepigeonholeothersinto‘leader’or‘non-leader’categories.In
practice,thismeansthatleadersmaybelievethattheyareactingeffectively,butiftheir
behavioursdonotcorrespondwiththeselectiveconstructsthattheirfollowershaveabout
appropriateleaderbehaviour,thentheseleaderswillbeignoredandtheiremployeeswilltry
tofindwaystogetonwiththeirworkwithoutthem.Thisisanimportantinsight,becauseif
wefindourselvesinnewworksituations,orjoinanorganisationwithadifferentcultureto
onewehavebeenusedtoworkingin,ourleadership/managementstylemaybeviewedas
beinginappropriatebyanewgroupoffollowers.Thismayalsohaveaneffectonhow
employeesmayreacttoleaderswhodonotfitintopre-existingstereotypestheymayhave
aboutaleader,forexample,followingthearrivalofanewwomanbossinamaledominated
profession(anissuewewill returntoinchapter6).

Anotherdirectconsequenceofselectiveperceptionsaboutotherpeopleisthatleadersmay
alsohaveatendencytoseparatetheirfollowersintodistinctgroups,anin-groupofpeople
theyinstinctivelylike,andanout-groupofpeopletheylikeless.Manyleadersdothisand,for
themostpart,withoutthinkingconsciouslyaboutit.Theconsequenceofthisseparationof
followersintofavouritesandnon-favouritesisthateachgroupistreateddifferently,withthe
innergroupbeingallowedmorelatitudeinbehaviourandmuchcloserrelationshipswiththe
leader.Beinginthein-groupalsoleadstohighermotivationandperformanceandgreater
loyaltytothedominantleader(Wayneetal,1997).However,therearemanyobvious
dangerswiththis.Theremaybeatendencytoonlyhirepeoplewhoare‘likeus’,leadingto
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theemergenceofamanagementteamofsycophantic‘yes’menandwomenand,overtime,
towidespreadorganisationalsclerosisandnepotism.

Thisiscommonfailingofpoliticalleaders.ExamplesofthisincludeAdolfHitlerduringWorld
WarII,orMargaretThatcher’screationofaninnercabinetofclosepersonaladviserswho
sheconsideredtobe ‘Oneofus’,before shewasruthlessly oustedfromofficein 1990, having
losttouchwithherback-benchersintheConservativeParty(describedlaterinthischapter).
Thisphenomenoncanalsobefoundinbusinessorganisations,whenleadersoforganisations
becomeinwardlookingandarrogant,surroundedbyobsequiousacolytes.Think,for
example,of the self-satisfiedcomplacency of theentireAmericanautomotiveindustryduring
theearly1970s,1980sandthemid-to-late200osaboutthethreatposedbymoreinnovative
andfuture-focusedJapanesecarcompaniesor,IBM’sinitialdismissivereactiontothe
emergenceofthePCinthemid-to-late1970s,orMicrosoft’sslow uptakeofweb-based
searchenginesinthe1990s.Similarphenomenawerealsoobservedamongthesenior
managementechelonsofmanycompaniesthatcollapsedduringthe2000s,suchasEnron
andWorldcom.

Asanadjuncttotheideaof‘in’and‘out’groups,SocialExchangetheoryviewsleadershipas
atwo-wayprocessinwhichbothpartiestradebenefits.,anditalsosuggeststhatemployees
canhaveaprofoundinfluenceonthebehaviourandperformanceoftheirleaders.Peter
Druckeronceobserved,withhiscustomaryclarity,thattheonlytruedefinitionofaleaderis
‘Someonewhohasfollowers’.Thisissomethingthatcanbeeasilyforgottenwhenwecreate
longshoppinglistsoftheskillsandqualitiesof‘greatleaders’and‘charismaticCEOs’.Inthis
two-wayrelationship,theleaderhelpstheirfollowersachievevaluedrewardsbydirecting
themtowardgoalsdesiredbytheorganisation.Inreturn,followerscanhelptheleaderby
performingwellandthebettertheydothis,thebettertheirleaderswillperform.Inthis
symbioticrelationship,theleaderbecomesaservanttoalloftheirfollowers,notadirective
bosswithanin-groupoffavourites. Thisisnot anewidea.Itwasfirst articulated byMahatma
Ghandi,aspartofhisphilosophyofnon-violentprotestinthe1930sand1940sagainstBritish
imperialruleinIndia.

Thisapproachtoleadershipemphasisesthatleadershavearesponsibilitynotjusttoleadand
direct,butalsotoprovideteaching,development,coaching,mentoring,guidanceand
feedback,sothattheirpeoplecanperformtothebestoftheirabilitiesandrealisetheirfull
potential.Themosteffectiveleadersareveryawareofthesimplebutpowerfulideathat
effectiveleadership,likecommunication,isatwo-wayprocess.InthecontextofSteve
Waugh’scaptaincyoftheAustraliancricketteamdescribedearlierinthischapter,thereisno
doubtthathissuccesswasduein  largeparttothequalityoftheplayershehadathis
disposal,aswellastheconsistentlysuccessfulperformanceshewasabletogetoutofthem.
Itisunlikelythathewouldhavebeenregardedassuchasuccessfulleaderifhehadbeen
captainofanyoftheothertest-playingteamsofthelate1990sandearly2000s.AsGeneral
DouglasMacArthur,AlliedCommanderinthePacificregionduringWorldWarIIonce
commented,‘Ageneralisjustasgood-orjustasbad-astheofficersandtroopsunderhis
command.’

Beforecontinuing, canyouguesstowhichAmericanPresidentthisquoterefers?
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Heknewthat trueleadershipisoftenrealisedbyexertingquietandsubtleinfluenceonaday
todaybasis,byfrequentlyseeingfollowersandother peoplefacetoface.Hetreated
everyonewith the samecourtesyandrespect,whether theywerekingsorcommoners.He
liftedpeopleoutoftheireverydayselvesandintoahigherlevelofperformance,achievement
andawareness.Heobtainedextraordinaryresultsfromordinarypeoplebyinstillingpurpose
intheirendeavours.Hewascivil,opentolerantandfairandhemaintained arespectforthe
dignityofallpeopleatalltimes(Norton,2002:11).

TheanswerisAbrahamLincoln,butnoticehowcontemporarythisdescriptionofhis
leadershipstylesounds.Thereareclearparallelsbetweenthisandtheleadershipstyleof
SteveWaugh,andbusinessleaderslikeAndyGrove(Intel),AkioMorita(co-founderofSony),
BillHewlettandDavePackardandAlfredSloan(GeneralMotors).Manysuccessfulbusiness
leadershaveregardedthemselvesasprimusinterpares-firstamongequals-andthey
understandthattrueleadershipis,bynecessity,atwo-wayprocessofmutualinfluenceand
causationwiththeirfollowers.Itisnotabout,‘tellingpeoplewhattodo’.Toconcludethis
section,herearesomemoreexamplesof the leader-as-servantphilosophy inaction:

Whatisaleader?Tome,theconceptofleadershipisverystraightforward.Aleaderistheservantofthe
organisation.It’sassimpleasthat.

PaulAnderson,formerCEOofBHP-Billiton,2001

Becauseleadershipisan action,notapositionor title,managersneedtolearnwhentoleadandwhento
follow.Ifyou trytoleadallday,everyday-youwillfail.Youneedtounderstandthatleadershipand
followershipisadynamicrelationship,basedonthesituationsthatpeoplearefacing.Infact,leadershipis
a gift,giventoaleaderbyafollower.

DavidParkinetal,Perform-OrElse,1999

I amnotaleader. Iamaservant.

NelsonMandela,former PresidentofSouthAfrica,1990

Thefirstresponsibilityofaleaderistodefine reality.Thelastis tosaythankyou.In between thetwo,the
leadermustbecome aservantandadebtor.Thatsumsuptheprogress ofanartfulleader.

MaxDePree,LeadershipisanArt,1989

Learnfromthepeople.Planwiththepeople.Beginwithwhattheyknow.Buildonwhattheyknow.A
leaderisbestwhenpeoplehardlyknowheexists,notsogoodwhenpeople obeyand acclaimhim,worse
whentheydespisehim.Butofagoodleader,whotalkslittle,whenhiswork isdone,hisaimfulfilled,they
willsay,“Wediditourselves”.

Lau-Tzu,sixthcenturyChinese philosopher
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Leadersascoaches and mentors

Someorganisationalleadershavetakentheideaofleadershipasatwo-wayandcontingent
processonestepfurther,byemphasisingtheimportanceofcoachingandmentoring
employees;aphilosophythathasbeenappliedinsports’managementformorethanone
hundredyears.Caninsightsfrom sports’psychologyhelpleadersandmanagers?Theshort
answertothisquestionappearstobe‘Yes’,andtheseinsightscanbeutilisedbybothmen
andwomenatwork.Myconversiontothispointofviewevolvedoverseveralyears,while
workingpart-timeasaski instructor, andworkingthroughtheEnglishSkiCouncil’sinstructor
trainingprogram,between1990and1995.

Duringthistime,itbecameapparentthatthereweremanyparallelsbetweensports
coaching/mentoring,andbusinessleadershipandpeoplemanagement.Ialsotooksome
timeoutfromacademiaandworkedforaseason,in1998,asafull-timeskiinstructorat
PerisherBlue(PB)inNewSouthWales,thebiggestskiresortinAustralia.Atthehiringclinic
forjobsatPBinJune1998,IhadanopportunitytoasktheSkiSchoolDirectorwhatfive
qualitieshewaslookingforinrookieskiinstructors(bearinginmindthatIwasoneofthe
oldestpeopleapplyingforajobandcomfortablyinthebottom tenpercentintermsof
technicalskiingability).Thiswashisresponse:

Communicationskillsareeasilythemostimportantthing becausetheseareninetypercentof
whatthejobisabout.ThesecondthingwouldbewhatI’dcallcharacterorintegrity,because
Ineedtobeabletotrustmystafftotakeverygoodcareofourclientsinwhatcanbea
dangerousenvironment.Thethirdthingwouldbesomesignsofprofessionalisminhowthey
dealwiththepublic.Thefourththingwouldbeacapacitytolearn,becausewegetenough
technicallygoodskiersapplyingforthesejobseveryyear,whocan’tteachskiingtosavetheir
lives.Andso,thefifththingwouldbeactualskiingability  because,whileweexpecta
minimum standard,thatis byfartheeasiest thingtoteach.

Whilethereareobviousdifferencesbetweenbusinessandsportingorganisations,thisquote
suggeststhatthereareparallelsbetweeneffectiveleadershipinbothenvironments,and
manyoftheskillsthatareutilisedinsports’settingscanalsobeappliedinorganisational
contexts.Leader-coaches insportingenvironmentshavetoenvisionandestablish
challengingobjectivesfortheirteams,athletesorclientstoworktowards.Theyhaveto
jointlyagreecollectiveandindividualgoalswiththem,andthenfindthebestmethodsof
achievingthose.

Effectivecoacheshavetounderstandwhatindividualsneed,developtheirtalents,set
appropriategoals,giveappropriatefeedbackandrewardtheirathletes/clientsaccordingly.
Coacheshave  toform strongemotionalbondswiththeirfollowers,andbe  trustedand
respected.Theymustleadbyexample,walk-the-talk,andbeexcellentcommunicators.Last,
coachesarerewardedonconcreteresultsnotpromisesand,iftheydon'tdeliver,theywill
soonfindthemselvesoutofwork(Forster1995a,1995b,1995c,1995d,1994a,1994b;Carron,
1984; Smith,1979).

Leadersinsportingandorganisationalcontextshavetounderstandbroadlysimilarconcepts
andquestions;inparticular,‘WhatmakesthispersonorgroupofpeopletickandhowamI
goingtoget  thebestpossibleperformanceoutofhim/her/them?’Someoftheworld’s
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leadingcompanies,suchasABB,Coca-Cola,Microsoft,IntelandHewlett-Packard,haveall
embracedtheconceptof‘theleaderascoach’.Thevalueofsportingandcoachinganalogies
toleadershipandpeoplemanagementinorganisationsisalsoreflectedinthegrowing
numberofbooksthathavebridgedtheseparallelworlds.Anincreasingnumberofsport
psychologistsarealsobeingheadhuntedintothecorporateworld,wheretheirabilityto
teachgoalsettingskills,howtocopewithpressureandmanageemotionsarebecoming
highly valued(Maguire,2002)3.

Thesports’journalist,SimonBarnes,capturedthequalitiesofoneleader,whounderstood
the truevalueoffollowershipinthisway,

MartinJohnsonisprobablythegreatestleader thatRugbyUnionhasknown.Hecanbe
numbered,perhaps,amongthegreatestleadersinthe historyofsport.Thegreatestgiftof
leadershipistobringoutthegiftoffollowershipineveryoneelse,andI have never seen
anyonedothisbetterthanJohnson.YetJohnsonhasalwaysinsisted, ‘Iamnotanatural
leader’.Johnsonhadageniusforcreatingcommitmentinthose aroundhim.Hisown
commitmentcreatedasimilarcommitmentinthosewhofollowed.FollowingJohnson,the
playersaroundhimbecamebetter thanthemselves,playedbeyondtheircapacities,andtook
onrolesthatotherwisewouldhave beenbeyondthem.

Theywantedtobelikehim.Theywantedtobesimilarlycommitted,responsibleandruthless
inpurpose.Theycravedhisapproval; anodofrespect,emphasised,ofcourse,bythe
eyebrows,wasaprizemorepreciousthananymedal.Theyalso feltlookedafter.Therewas
somethingdeeplyprotectiveinhisconfrontationswiththeopposition.Johnsonhadabout
himcertaintiesthatnootherplayerintheEngland team possessed,andtheplayersaround
himwantedtobewherethosecertaintieswere.Therewasanaspectofhisleadershipthat
wasalmostpaternal(abridged fromBarnes,2005b).

Ofequalrelevancetoleadershasbeentherapidgrowthinpersonal'peak-performance
coaching’inrecenttimes.Takingtheircuefrom 30years’developmentofthismethodin
manysportingenvironments,anumberofconsultingandcorporatetrainingbusinesseshave
beguntoofferintensiveworkshopsthatembraceacompleterangeofpersonalhealthand
fitnessissues(suchasLGEPerformanceSystemsintheUSA).Thesecompaniesruncourses
thatcoverissuessuchasdevelopingaclearsenseofindividualpurpose,physicalstrength,
emotionalintelligenceandmentalenergy,aswellashowtointerpretandrespondto
feedbackabouttheirleadershipstylesinquestionnairescompletedbyworkcolleaguesand
juniorstaff.

Thepurposeofthiscoachingistocreatebusinessleaderswhoaremoreself-aware,
energised,focusedanddetermined,aswellasbeingphysicallyandpsychologicallybalanced.
Inturn,thisproducesleaderswhoareabletocoachanddeveloptheiremployeestoperform
athigherlevels.LouSchneider,amanagingdirectoratSalomonBrothersintheUSA,
maintainedthatthis'corporateathlete'philosophytransformedhundredsofpeopleatthe
companyforthebetter,withacrosstheboardimprovementsintheirphysicalhealth,
emotionalwell-beingandjobperformance,theirabilitytocopewithstress,andinhelping
themtobalancetheirbusyworkandhomelivesduringthe1990s(citedbyGemignani,1998:
40).Wewillreturnto look at thistopicinmoredetail inchapter2.
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Transformational,CharismaticandVisionaryLeadership

Uptothispoint,we’vebeenlookingatapproachestoleadership/managementthathave
generallybeendescribedas‘transactional’.Theseregardtheleader-followerrelationshipin
termsofaformalexchangethatislargelyinstrumental,task-focusedandrewardbased.
Traditionaltransactionalmanagementisbasedprimarilyonformalimpersonalrelationships,
self-interest,rulesanddisciplinarycodes.Rewardsareextrinsicandbasedontheprincipleof
trade-offs: ‘Youperformandyougetrewarded-youfailandyouget punished’.Transactional
managersareinstrumental-the‘inner-employee’andtheirneeds,wantsandconcernsareof
littleornointerest.Theylikecontrolandareoftenmicro-managers.Theymaydiscourage
creativity,innovation and moderaterisk-taking.Theyarenotprimarily interestedin
developingtheirpeople;they justwantthemtodoexactlywhattheyare toldtodo.

In starkcontrast,transformationalleadersseeksomethingmuch more thansilence,
obedienceandcompliancefromtheirfollowers.Transformationalleaderswanttochange
theirfollowers'beliefs,valuesandattitudesinordertogetsuperiorlevelsofperformance
andachievementoutofthem.Sometimesdescribedas‘Super-Bosses’,theyareperceivedto
leadbyvirtueoftheirabilitytoinspiredevotionandextraordinaryeffortfromtheir
followers.AnexamplethatisoftencitedofthiskindofbossisthelegendaryJackWelch,the
formerCEOofGeneralElectric,voted‘BusinessManofthe20thCentury’byFortunein
December2001.

Theseindividualsaredriven,oftenfromanearlyage,byaverystrongneedforachievement
andsuccess.Theyareself-confidentandbelievethattheycantrulymakeadifferencetothe
world.Asaresult,theymaysometimescomeacrossasdomineeringcharacterswhodonot
sufferfoolsgladly.Theyareoftenhyperactive,appeartoneedlittlesleepandarecapableof
dealingwithmanytasksatthesametime;characteristicssharedbysomepoliticalleaders,
suchasWinstonChurchill.Theycanbeexhaustingbossestoworkfor,becausetheyexpect
similarlyhighlevelsofmotivationandperformancefromtheirfollowers.Aboveallelse,they
understandwhatpowerisabout,andwhethertheyarebenevolentormalevolentleaders,
theyunderstandsomethingabouthumanbehaviourandhowtomotivateor,ifrequired,
manipulatepeopletodotheirbidding.Theyareoftenregardedasgoodcommunicatorsand
storytellers.Transformationalleadersarealsoabletoadapttheirleadership styles,
dependingonthecircumstances,particularlywhentheyarebroughtinastroubleshooters
tosortout anorganisationincrisis.

Anothercharacteristicnotedearlierinthischapteristheirspecialabilitytoridethewhite-
watersofchange.Thistransformationalmind-set isabsolutelyessentialthesedays.Whenwe
unpackthisability,wediscoverthatitisactuallyacombinationofanumberofskills,
includingtheabilitytothinklong-term,theabilitytocreatevisions,effectivetwo-way
communicationskills,theabilitytolinkstrategieswithopportunitiesand,increasingly,
systemicandlateralthinking(seechapters8-9and11).Transformationalbusinessleaders
embracechangewithenthusiasmandbelievethatchangeisgoodandinevitable.Theyhave
theabilitytocreateanimpetusforchangeandrecognisethatchangemustbeactiverather
thanreactive.Forexample,DonArgus,theformerAmericanCEOoftheNationalAustralia
Bankwasfondofsayingthat,ideally,youdon’tchangewhenyouhaveto-youmust
continuechangingwhenyoudon’thaveto.ThisbeliefechoesanoldAmericansaying,used



MaximumPerformance

43

bymanyUSPresidentsincludingFranklinD.Roosevelt,JohnF.KennedyandBillClinton,that
‘Thetime tomendtheroof iswhenthesunisshining’.

Charisma

Transformationalleadersaresometimesperceivedtobelargerthanlifeandto  possess
hypnotic,magical,heroicorcharismaticqualities(from the ancientGreekword,meaning‘gift
ofgrace’).Suchindividuals,bythesheerforceoftheirpersonalities,areregardedasbeing
capableofhavingprofoundandextraordinaryeffectsontheirfollowers.Peoplemayidentify
withcharismaticleaders,andfollowthemwillingly,becausetheyareperceivedtohavean
allureormagnetism thattranscendsnormalhumanexperiences.Whenasked,mostpeople
canrecallbeinginthepresenceofcharismaticorlarger-than-lifepersonalitiesatsomepoint
duringtheirlives.Thisarchetypeofthepowerfulandmagicalsuper-leaderhasbeen
prevalentthroughouthumanhistory,anditstillpervadesthebusinessculturesofmany
countries.Nevertheless,thereareseveralreasonswhycharismaisprobablythesinglemost
misunderstoodandoverratedcapabilitythatleadersaresupposedtopossess.

First,charismaisoftensomethingthatisintheeyeofthebeholder-whatappearstobe
charismatictoonepersondoesnotappeartobesotoanother.Thismeansthatthis
mysteriousqualitycannotbecreatedsolelybytheuniquequalitiesof suchindividuals: itmust
besomethingtodowiththe perceptions thatothershaveof them.

Second,charismaisoftenregardedasbeinginnate,aspecialqualitythatafewpeopleare
bornwith.However,thereisnogeneorDNAclusterinthehumangenome/proteomethatis
responsibleforcreatingacharismaticpersonality.Furthermore,charismacomesandgoes.It
isalwaysephemeralandrarelylastsforlong.Ifitisaninnatepartofaperson’spsychology,
thisisimpossible.Itwouldbeasifone’spersonalitychangedfrom beingextrovertedto
introvertedwithinaveryshortperiodoftime.Thisisnot,asfarasweknow,possible.
Furthermore,theconceptofcharismadoesnotexistinsomehumancultures.InJapan,for
example,leadershipisoftenregardedaslargelysymbolicandcharismaisanextremelyrare
phenomenon.Asallhumanssharethesamegenome,howisthispossibleif‘charisma’is
‘innate’?

Third,thereisabundantevidencetoindicatethatcharismacanbecreatedbyhistorical
circumstances;thatis,thesituationcancreatetheapparentlycharismaticleaderasmuchas
thesupposedlyuniqueindividualcreatesthesituation.Forexample,twoofthemost
destructivepredatorsinhumanhistory,Adolf Hitlerandhisevil ‘twin’, Joseph Stalinwere not
perceivedtobecharismaticintheiryoungerdays.Suchleaderscametobeperceivedas
charismaticaftertheyreachedpositionsofpowerorhadgainedinfluenceoveragroupof
followers.This indicates thata cultofpersonalitycanbecreatedthrough media
manipulation,propaganda,andthejudicioususeofthephysicaltrappingsandpatronage
thataccompanypower.Stalinwasaparanoidandintrovertedmanwhenhegrabbedpower
inRussiaintheearly1920s.Bytheearly1930s,hehadmagicallybecomethelarger-than-life
andcharismatic‘father’of the USSR.
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Fourth,severalstudiesonleadershipeffectivenesshavesuggestedthatthosewhoareseen
ascharismaticaresimplymoreanimatedandexpressive,whencomparedtopeoplewhoare
perceivedtolackthisquality.Hence,whatappeartodifferentiateperceptionsofthesetwo
typesofleaderaretheverbalandnon-verbalcommunicationsskillstheyexhibitwhenin
public.Thoseperceivedtobecharismaticaremoreenthusiastic,speakfaster,smileand
laughmoreoften,listenactively,pronouncewordsmoreclearly,andaremoreanimatedand
energeticintheirphysicalmovementsandgestures.Theyarealsomorelikelytotouchother
peopleduringgreetingsandconversations.Thereisalsosomeevidencetosuggestthat
peoplewhohaveappearedtelevisionareperceived topossessmorecharismawhentheyare
subsequentlyseeninpublic(Guilfoyle,2005;PeaseandPease,2004;Bryman,1992;Bass,
1985;Friedmanet al,1980).

So,whatweoftencallcharismamaybebetterunderstoodassomethingthatresultsfrom
beinginavisiblepositionofpowercombinedwiththeabilitytocommunicateinavisceral
andconnectivewaywithothers,verballyandnon-verbally(asuggestionwewillreturntoin
chapter3).Ithas,forexample,beenpossibleforseveralyearstogetleadershipcoachingin
‘charismaticbehaviours’,whichcoversthedevelopmentofself-confidence,maintaininga
positiveoutlook,enhancingone’semotionalintelligence,improvingdeportmentandbody
language,dress-style,and improvingcommunication,mediaandpublicspeaking skills
(Guilfoyle, 2005).

Thefifthandmostpowerfulcriticism ofthemythofcharismainabusinesscontextcanbe
foundintheworkofJim CollinsandJerryPorras,intheirpioneeringbook,BuilttoLast:
SuccessfulHabitsofVisionaryCompanies(1996).CollinsandPorrashadoneobjectiveinthis
study:toidentifythecharacteristicsofthemostconsistentlysuccessfulandprofitable
companiesofthe20thcentury.Afteralengthyandrigorousinvestigation,theyidentified18
companies:FederalExpress,Boeing,Citicorp,Ford,GeneralElectric,HewlettPackard,IBM,
3M,JohnsonandJohnson,Marriot,Merck,Motorola,Nordstrom,PhilipMorris,Proctorand
Gamble,Sony,WalMartandDisney.Theyalsoidentifiedseventeencomparisoncompanies,
whoweregood,butnottheverybest.Thevisionarycompaniestheyidentifiedhadall
attainedextraordinarylong-termperformance:aninvestmentof$1invisionarycompany
stockon1January1926andreinvestmentofalldividendswouldhavegrownto$6536by
1990-overfifteentimesthegeneralmarketincreaseoverthesametimeperiod(Collinsand
Porras,1996: 4).

CollinsandPorrasalsolookedat theissueofleadershipanditsimpactontheperformanceof
thesehigh-performingcompanies.Theymadetwodiscoveriesthatrancountertomany
common-sense assumptionsabout organisationalleadership.First,inthecombined
seventeenhundredyearsthatthesecompanieshadexisted,onlyfourCEOshadbeen
recruitedfrom outsidethecompanies.Almosteverysingleleaderofthesecompanieshad
beenhome-grown,challengingthewidespreadbeliefthatorganisationshavetobringin
‘charismatic’outsiderswithfreshideastoimproveacompany’sperformanceortoinitiate
significantchanges.Second,theyfound thattherewasadistinctlackofcharismatic
leadershipinthese companies:

Ahighprofilecharismaticstyleisabsolutelynotrequiredtosuccessfullyshapeavisionary
company.Indeed,wefoundthatthe mostsuccessfulchiefexecutivesin the historyofthe
visionarycompaniesdidnothavethepersonalitytraitsofthearchetypalhigh-profile,
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charismaticvisionary leader[]Inshort,wefoundnoevidencetosupportthehypothesisthat
great(charismatic)  leadershipisthedistinguishingvariableduringthecritical,formative
stagesof thevisionarycompanies.Thus,asourstudyprogressedwehadtorejectthegreat
leadertheory:itsimplydidnotadequatelyexplainthedifferencesbetweenthevisionaryand
comparisoncompanies(Collinsand Porras,1996:7-8 and32).

SimilarresultswerefoundinCollins’follow-upbook,FromGoodtoGreat(2001).The
objectiveofthisstudywastoexaminethesharedcharacteristicsofUScompanieswhohad
madethetransitionfrom beingmerelygoodtobeingtrulygreatcompaniesduringthe
1990s.Oftheelevencompaniesheidentified,notonehadbeenledbyacharismaticleader
duringtheirtransitionalphases.TenofelevenCEOswererecruitedinternally.TheseCEOs
werecharacterisedbylow publicprofiles,self-effacingmodestyandhumilityandoften
attributedtheirfailurestothemselvesandtheirsuccessestogood fortuneortheir
employees.Theyallhadhighstandardsofintegrity,andwerecommitted,bodyandsoulto
theircompanies, not topersonalself-aggrandisement. Theywere alsocourageousandhadto
makeverydifficultbusinessdecisionsatcriticaljuncturesinordertotransferresourcesfrom
poorly performingareastothe businessareasthatultimately madethesecompaniesgreat.

Insummary,CollinsandPorras’sworkrevealsfourcounterintuitivefactsaboutvery
successfulcompaniesandtheirCEOs:

 Themostsuccessfulcompaniesofthe20thCenturywererarelyledby
charismaticleaders,andinthecombined1700yearstheyhadbeenin
existence,just fourCEOswere externalrecruits.

 ElevenUScompaniesthatmadethetransitionfrom ‘good-to-great’during
the1980sand1990sdidnotrequirethepresenceofheroiccharismatic
leaderstoachieve this.

 Withoneexception theleadersofthegood-to-greatcompanieswere
promoted fromwithinthecompanies,theywere not externalappointees.

 Collectively,they wereunderpaid incomparison togenerallevelsof
executivepay andremunerationintheirindustry/businesssectors.

Infact,overpaid‘charismatic’leaderscanbeamajorliabilitytocompanies.Onewell-known
exampleofthiswastheHollywooddirectorMichaelCimino.In1979,hehadenjoyedgreat
successwiththeVietnam Warmovie,TheDeerHunter,andwashailedatthetimeasa
charismaticgenius,ifabitofaloosecannon.UnitedArtistsengagedCiminotodirect
Heaven’s Gate,where heprovedtobeanuncooperativeandtantrum-prone brataccordingto
accountsatthetime.Although,costsescalatedoutofcontrol,UA’sExecutivestillretained
theirfaithinhis‘charismaticgenius’.Thefilm eventuallyfloppedandhadtobewithdrawn
fromdistributionatacostof$US44million(nowequivalenttomorethan$US100million).
TheresultofthisdebaclewasthattheentireExecutiveandChairmanofUAweresacked
soonafterwardsandthecompanywaseventually takenoverbyMGM.
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Otherexampleswherethiskindofleadercausedconsiderableproblemsduringthe2000s
includeStanfordatStanfordInternationalBank,DuffieldatNewStarAssetManagement,
FuldatCitigroup,KozlowskiatTyco,Lay atEnron,EbbersatWorldcomandWinnickatGlobal
Crossing.Allofthesewereregardedasarchetypal,domineering,aggressive,command-and-
control‘charismatic’leaders;whodidindeedgenerateshort-termshareholderresultsearly
on,buttheyalsobulliedtheirboardsandseniormanagersintomeek,unquestioningdocility.
Theresultsinthese companieswereegomaniacalcorporatestrategies,extravagantpersonal
rewards,fraudandcorruptionand,ultimately,thedemiseofthesebusinesses.Wewill return
tolook at thisissue inchapter12.

The IronLady

Anotherexampleoftheephemeralnatureofcharismaisthatofoneofthelongestserving
BritishPrimeMinistersinhistory,MargaretThatcher.Whileshewasperceivedasatough,
flinty-eyedandenergeticpoliticaloperatorduringtheearlypartofherParliamentarycareer,
shewasnotperceivedasbeingeithercharismaticoraparticularlyeffectivecommunicator
whenshebecameleaderoftheConservativepartyin1975.Atthetime,manyoftheold-
guardmembersofherfirstcabinet,whohadbeensupportersofherpredecessorTedHeath,
believed thatshewouldn’tlastbeyondthenextgeneralelection.Veryfew political
commentatorsthoughtshecouldeverbecomePrimeMinister.However,shefoundherself
atthecrestofaneconomic,politicalandsocialrevolutioninBritain.Thepost-warpolitical
consensushadcollapsed,Keynesianmacro-economicinterventionisteconomicswerein
disarray,inflationandinterestrateswerespirallingoutofcontrolandold-stylemilitant
Unions, inevery majorindustrialsector, hadbrought thecountry toitskneesthroughaseries
of lengthy anddamagingstrikes.

Thetimewasripeforachangedriveninlargemeasurebytheinfluenceoftheintellectual
thinkingoflibertarianthinkerssuchasHayek,NozeckandFriedmanandthe‘NewRight’.The
LabourPartywaskickedoutofofficeandtheConservativeswereelected,withaslim
majority,in1979,undertheslogan‘Labourisn’tWorking’.However,unemployment
continuedtoriseinexorablyandtheBritisheconomyremainedfirmlytrappedintheworst
recessionsincetheearly1930s.Damagingindustrialdisputescontinuedtocripplethe
countryand raceriotsbrokeoutin severalinner-cityareas.By1981,mostpolitical
commentatorsbelieved thatLabourwouldbere-electedattheforthcomingGeneral
Election.

LuckilyfortheConservatives,threeunrelatedbutsignificanteventsthentookplace.First,
themilitarydictatorshipinArgentinadecidedtoinvadetheFalklandIslandsinApril1982.
Afterquicklyre-capturingtheIslandson14June,Thatcher’spersonalapprovalratingswent
throughtheroofonawaveofnationalpatrioticfervour.Second,theLabourPartyhad
continuedtodrifttothehard-leftandwasstilldominatedbymilitanttradeunions.This
promptedabreakawaygroupof27rightwingLabourMPstoformanewcentre-party,the
SocialDemocrats,effectivelysplittingtheLabourParty’straditionalvote.Alittlelater,in
1985,abotchedIRAattempttoassassinateThatcherattheparty’sconferenceinBrighton,
andher“Nonegotiationwithterrorists”policy,furtherenhancedherpopularity.The
ConservativeswerereturnedtoofficeintwolandslidevictoriesattheGeneralElectionsof
1983and1987.
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TheConservativeParty'sspin-doctorsstartedtocreateacultofpersonalityaround‘TheIron
Lady’.Undertheirinfluence,andwiththetacitsupportofnewmediaentrepreneurslike
RupertMurdoch,thetabloidpressbeganroutinelytodescribeheras,‘thenewElizabethI‘,
andeven‘thenewBoadicea’.From theearly1980s,Thatcherhadalsobeenreceiving
coachinginpublicspeaking,vocalskills,image,andhairanddressstyling.Inaveryshort
periodoftime,she‘became’acharismaticleaderwitharadicalnewvisionforBritain.
Thatchercertainlydidtransform Britainduringthe1980sandmanyothercountrieshave
followedherexampleof labour marketand industrialrelations’reform,financial
deregulationandtheprivatisationofstateassets.Herenergy,driveandcommitmenttoher
politicalbeliefspromptedheracerbicPressSecretary,BernardIngram,tolaterdescribeher
as,“Theonly manin thecabinet”.

However,withinarelativelyshort periodof time shewasremovedfromofficebya partythat
nolongerwantedher,strippedofherpowerand‘charisma’,in1990.Shehadbecome
distancedfromherpartyandwasfelledbyaflawofmanyleaders,herpropensitytodivide
peopleinto‘in-groups’(herchosencoterieofpersonalpoliticaladvisersinanincreasingly
presidentialPrime Ministership)and‘out-groups’(hercabinetand the restofthe
Conservativeparty).Shehadcometobelievethatshewasinfallibleand,asaconsequence,
forgotthesimpleandage-oldlessonthatleaderscanonlyretainpoweraslongastheyhave
thesupportof  theirfollowers. HerstubbornviewsaboutBritishsovereigntyanddeep
suspicionsabouttheeconomicandpoliticalunionofEuropedividedtheparty,leadingtothe
resignationoftwoofherseniorMinisters(NigelLawsonandGeoffreyHowe).Oneofher
formerMinisters,MichaelHeseltine,thenchallengedherfortheleadershipposition.When
she failedtogettherequired majorityfromthe firstballot, sheresignedfromoffice.

Over  time,shebecameanincreasinglyirrelevantandoftenresentedpresenceinthe
ConservativeParty.Herprotégé,JohnMajor,whotookoverfromherin1990endedup
detestingThatcherand heranti-Europeansupporters,whomheonce described as
“bastards”.Theparty’snextleader,William Hague,wassooverwhelmedbyThatcher’s
continuingpresencethattheLabourPartymadegreatmileageoutofcampaignpostersin
2000that featuredherhairandeyessuperimposedon hishead,with themessage,‘Be afraid.
Beveryafraid’.TheLabourPartywasreturnedwithhugemajoritiesin1997in2001and
attributedsomeofthissuccesstoanotherposter-campaignitranin2000-1,‘TheMummy
Returns’,featuringThatcher,whowasbynowadeeplyunpopularfigureinthecountry.
Withinthespaceof a fewyears,Thatcherhadrisenrapidly tobecome a visionary,charismatic
heroineandthen steadilydeclinedtobecome regarded as a slightly barking and
embarrassinghas-been.In2002,intheultimatehumiliation,shewasbannedfrom speaking
in themainauditoriumattheConservativeParty’sAnnualConference inBournemouth.

Inconclusion,therearefourpracticalinsightsthatcanbedrawnfromtheevidenceand
examplespresentedinthissection.Thefirstthatisalltheavailableevidenceshowsthat
charismaisnotanessentialpre-requisiteforeffectiveleadershipnor,aswewillseein
chapter6,isaheroic,domineering,‘male’styleofleadership.Second,itismuchclosertothe
truthtosuggestthatonceaneffectiveleadercomestopossesstherequisitequalitiesand
characteristicsthat theyneedtobesuccessful,they maythenbeperceivedtobecharismatic.
Third,leaderswhocometobelievethattheyarecharismaticandinfalliblecanbecomea
majorliabilitytotheircompaniesorpoliticalparties,particularlywhenthedominantleader
leavesandtherearenosystemsinplace,orsuitablesuccessors,tofillthelargecommand
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andcontrol voidtheyhave leftbehind.Fourth,while charismamay bepersonally beneficial, it
isnotarequirementforeffectiveandsuccessfulbusinessleadership,andthereisno
evidencethatthereisanyassociationbetweenthisandthelong-term financialhealthand
successofcompanies.

The visionthing

‘Whenthereisnovision,thepeopleperish.’

Proverbs,29:18

'Visionwithoutactionis adaydream.Actionwithoutvision is anightmare.’

OldJapaneseproverb

Whilecharismais,atbest,anoptionalelementofeffectivebusinessleadership,oneskillthat
certainlyisimportantforpresent-dayorganisationalleadersistheabilitytoenvisionthe
future.Atthebeginningofthischapterwesawthatleadersareoftenrequiredtotake
peopleonjourneystothefutureand,consequently,theyhavetobeabletogettheir
followerstoquestionexistingrealitiesandembracenewones.Withoutavision,orsome
senseofdirectionaboutthefuture,aleadercannotmoveanorganisationforwardor
mobiliseitsemployees.Theability todothishasbeendescribedassomethingthatoftensets
trueleadersapartfromthecrowd;auniqueabilitytospotnewbusinessopportunitiesand
newmarkets,likehoundssniffing-outtrufflesinthewoods.Theabilitytoarticulateavision
forthefuturehasalsobeendescribedasamagicalorsixthsensethatonlyafewpeoplecan
hopetodevelop.However,thisisyetanothercommonsensemythaboutleadership.Aswe
willsee,inchapters8and9,almostanyonecanbecomebetteratenvisioningthefuture,if
theyarewillingtowork atacquiringthe abilitytodothis.

Visionhasbeendefinedas,‘Anapparitionofaprophetic,revelationalorsupernaturalnature
presentedtothemindinastateofheightenedspiritualoremotionalawareness,adistinctor
vividmentalimageorconcept,insightorforesight,anabilitytoplanorformulatepolicyina
farsightedway’(OEDwebsite2003).Ithasalsobeendescribedmoresuccinctlyas‘a
realistic,credibleandattractivefutureforanorganisation’(Nanus,1992:8)and’anidealand
uniqueviewofthefuture’(KouzesandPosner,1997:95).Essentially,avisionisanewwayof
lookingatbothpresentcircumstancesandfuturepossibilities.Itcanoriginatefrom a number
ofsources,includinglateralandcreativethinking,theabilitytofuture-castandscenariomap
(toimagine‘Whatif…’),fromanorganisation’semployees,customersandclients,from
otherbusinessesorsome combinationofallofthese(abilitieswe returnto inchapters8-10).

Forexample,Microsoftbeganitsrisetoglobaldominancewith,‘Whatifeveryhome,office
andfactoryontheplanethadaccesstopersonalcomputers?’Thiswasatatime-themid-
1970s-whenalmosteveryoneregardedthePCasagimmickortoy.Starbucksbeganwith,
‘Whatifyoutookthequalitycoffeebeantraditionandmergeditwiththecharmand
romanceoftheEuropeancoffeehouse?’In1971whentheStarbucksCoffee,TeaandSpice
storestarted,the‘boutique’coffeetradeamountedtolessthan1percentoftheNorth
Americancoffeemarket.Within30yearsithadbecomethebiggestfranchisecoffee
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companyintheworld(Michelli,2007:2.Alongwithmanyserviceindustries,thecompanydid
sufferduringtheeconomicdownturnofthelate2000s).Visionaryleadersoftenbring
togetheralreadyexistingbodiesofknowledgeandturntheseintosomethingnew.One
exampleofthisprocessinactioncanbefoundinRichardBranson'scompany,Virgin.Inthe
1960s,hemadehisfirstbigbreakthroughbycombininganalreadyexistingrecordselling
business,withmailorderdelivery,andmadefulluseofthenewmarketingtechniquesthat
emergedinthelate1960s.

Visionariesalsohavetopossessgreatself-belief.Astorythathasoftenbeentoldtoillustrate
thisconcernsthe17thcenturyEnglisharchitect,SirChristopherWren.AftertheGreatFireof
Londonin1666,hewasappointedbyCharlesIItooverseetherebuildingofpartsofthecity
thathadbeenravagedbythefire.Thefinancialbackersofoneofhisbuilding  projects
believedthatthemainspanthatWrenhadputonthearchitecturalplanswastoowide,and
theytoldhimthathewouldneedtoputinadditionalcolumnstosupportthis.Aftersome
heateddiscussions,andknowingthatothercontractswereridingonhisdecision,Wren
acquiescedandputintheadditionalcolumnsasinstructed.However,quitedeliberately,he
left asmallgapbetweenthecolumnsandthespan.Thiscouldnot beseenfromgroundlevel.
Tothisday,thespanhasnotsaggedaninch,andthecolumnshavesupportednothingmore
thanWren’sconviction that hewasright-formorethan300years.

The powerofvisionsisthattheycanactas‘paradigmbusters’,movinggroupsofpeopleand
companiesforwardfromthepresenttothefuture.Radicalvisionscanalsobeathreattothe
statusquoandtocommonsensewaysofthinking.Aswe’vealreadyseen,managersare
usuallyconcernedwithshort-term,practicalproblem solvinganddecision-making,andmay
notspendmuchtimetheorisingabouthowtheworldmightbeinthefuture.Leaders,
however,havetobeconcernedaboutnewideas,long-termthinkingandchallengingthe
statusquo,becausetheyunderstandthatchangeisnotpossiblewithouttheabilityto
theoriseaboutalternativestothesituationthatcurrentlyexists.Infact,whetherthey
acknowledgethisornot,theyimplicitlyknowthateverythingnewordifferentthatthatwe
mightcreatehastobedrivenbyatheoryofsomekind.Asthepsychologist,KurtLewinonce
observed,‘Thereisnothingsopractical toamanagerasagoodtheory’.

Wemaycallthisability‘commonsense’,butifwelookupthedefinitionofthisphrase,it
means, ‘anindividualviewornotion’,andas‘aschemeofideasorstatementsheldto
explainagroupoffactsphenomenaorgenerallaws’(onlineOxfordEnglishDictionary,
2004).Hence,commonsenseisitselfasetoftheoriesabouthowtheworldworks,basedon
experience.However,whilemanyleader/managersmakedecisionseverydayonthebasisof
commonsenseandexperience,thiscanbedangerous.

Toillustratethis,whatinnovationsarebeingdescribedhere?

Fordecades,therich and powerfulopposed theintroduction ofthesechangesand
innovations.Economistsopposedtheirintroduction becausetheywereseenasbeingeither
uneconomicor anattack on businessprofitability.Manyintellectualsresisted their
introduction.Theywerepushedthroughover  aperiodofabout100years,inspiteof
sustainedopposition,bydeterminedandvisionarycivilservantsandpoliticiansacrossEurope
duringthe 19thand20thcenturies.
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And,canyounamethiscompanywho,inmorerecenttimes,alsocameunstuckbecauseof
theirrelianceoncommon-senseassumptions?

Itcreatedthefirstpersonalcomputer,wordprocessingsoftware andmanyother new
computingtechnologiesduringthe1970s,andyetfailedtodevelopandmarketanyofthese,
becausetheydidnotbelievethatpeoplewouldbuypersonalcomputers(Theanswersto
thesetwoquestionscanbefoundintheadditionalnotesforthischapter towards theendof
thebook[Note4]).

Herearesomeotherexamplesof thedangersof relyingoncommonsense inthe past:

1876,SirWilliamPreece,ChiefEngineeroftheBritishPostOffice,said,‘TheAmericanshave
needofthetelephone-butwedonot.Wehaveplentyofofficeboys.’

1895,LordKelvin,thedistinguishedBritishPeerandscientist,maintainedthat‘Heavierthan
airflying machinesareimpossible.’Healsobelievedthat‘Radiohasnofuture’and‘X-rayswill
provetobeahoax.’

1899,CharlesDuell,theDirectoroftheUS PatentOffice,believed that‘Everything thatcanbe
inventedhasbeeninvented.’

1903, the astronomer,SimonNewcombcommentedthat ‘Thedemonstration that nopossible
combinationofknownsubstances,knownformsof machinery andknownformsof force,can
beunitedinapracticalmachinebywhichmenshallflylongdistancesthroughtheair,seems
to thewriterascomplete asitispossibleforthedemonstrationofanyphysicalfactto be.’

1927,HenryWarner,theco-founderofWarnerBrothers,asked‘Whothehellwants tohear
actorstalk?’

1932,AlbertEinsteinsaid‘Thereisnottheslightestindicationthatnuclearenergywilleverbe
obtainable.’

1943,ThomasWatson, theCEOofIBM,said‘Ithink thereisaworldmarketformaybefive
computers.’

1960,TheNewYorkTimes,on20Maycommentedthat‘The problemwithtelevisionisthat
peoplemustsitinfrontofitandkeeptheireyesgluedonthescreen;theaverageAmerican
familydoesn’thave timeforit.’

1960s,‘WeareconfidentthatJapanesecompaniesposenothreattous’(anylargecompany
ofyourchoice intheUSAand Europeduring the1960s,andearly 1970s).

1962,‘Wedon’tliketheirsound,andanywayguitarmusicisonthewayout’,aspokesmanfor
therecordingcompanyDecca,havingmadewhatturnedouttobe  themostexpensive
blunderinthehistoryof20thcenturypopularmusicbynotsigningayoungBritishguitar
groupcalledTheBeatles.Similarmistakesweremadebytherecordcompaniesthatturned
down ThePolice andU2inthe late 1970s.

1970,MargaretThatchersaid‘Therewillnever beafemale Prime Ministerinmylifetime.’



MaximumPerformance

51

1977,KenOlsen,founderoftheDigitalEquipmentCorporation,couldsee‘Noreasonwhy
anyonewouldwantacomputer in theirhome.’DECwaslatertakenover byCompaq,which in
turnwasabsorbedbyHewlett-Packardin2002.

1977,theIBMAnnualReportstated,‘Webelieve thatthereisthereisnoconsumermarketfor
personalcomputers.’

1978,‘Thereisnofutureincomputer-animatedcartoons’-theuniversalresponseoftheold-
guardatDisney toayounganimatorcalledJohnLasseter.Hisinsistencethatthisrepresented
thefutureofanimationeventuallyledtohim beingdismissedbyDisney.Hewentonto
cofoundPixarin1986,withfinancial backingfrom Apple’sSteveJobs,andduringthe1990s
and200osproducedToyStory1 &2,FindingNemo,theIncrediblesandWall-E.In2006,Disney
finallysaw thelightandbought Pixar,andLasseter’s services,for$US7.4billion.

1984,‘Thereisno futureinmobilephones’,advicegivenbytheconsultingfirmMcKinseyina
reporttothetelecommunicationsgiantAT&T.

1994,‘Wedonotbelievethatthereisalargemarketforlowfuelconsumptioncarsorso-
called‘hybrids’intheUSA’(inFord’sannualreport).ThemorevisionaryleadersofToyota
tookaverydifferentviewatthetime andconsequentlychewedupthemarketshareofFord,
ChryslerandGeneralMotorsduringthe2000s.Inlate2008,itbecamethebiggestcar
companyin  theworld,  andhadeffectivelywon  theraceto  becometheworld’sleading
‘green’automobile manufacturer.

1997,anarticle in theMcKinseyQuarterlycommented,‘Enronhasbuiltareputationasoneof
theworld’smostinnovativecompaniesbyattackingand atomizingtraditionalindustry
structures’.McKinseywasthecompany’sprincipleconsultingpartner throughoutitsgrowth
intoamassivelycomplextradingoperation.Heldupasanexemplarofa‘companyofthe
future’,manyothercommentatorswerealsosuckeredbythegreedycrooksrunningthis
companyduringthe 1990s,includingForbes,theWallStreetJournal,theFinancialTimesand
theinnovation‘guru’GaryHamel.In2001,thecompanycollapsedinoneofthebiggest
corporatefraudcasesinAmericanbusiness history.

2003,‘WebelievethatGooglewon’tgetintoonlinecommerce’,yetmoreexpensiveadvice
providedbyourfriendsatMcKinsey,this time inaconsultingreporttoeBay.Google
announcedthatitsonlineadvertisinghadgeneratedmorethan$US750millionbetweenJuly
andSeptember2007(Sabbagh,2007).

2005,‘The sub-primemortgagefinancialmodelwillbeamajorgeneratorofrevenueoverthe
nextdecade’.Takeyourpickfrom severaldozengreedybanks andshort-sightedfinancial
institutions.

Anotherothercommonsenseassumptionthathasstymiedprogressandchangeinmany
organisationshasbeenthetraditionalknee-jerkreactionofmostmenoneverysingle
occasion thatawomanhastriedtogainaccesstomaledominatedprofessionsand
organisationsoverthelast100years(seechapter6forseveralexamplesofthis).Inasimilar
vein,formostofthe20thcentury,menbelievedthatwomendidnothavethe‘rightstuff’to
becomeCEOsofcompanies,anddidnothavethesameentrepreneurialinstinctsandabilities
asmen.Therearenowmorethan200womenwhoheadmajorinternationalbusinesses.In
theUSAalone,thereareeightmillionself-employedwomen,whobetweenthememploy
morepeoplethantheFortune500companiescombined.Womenownedjustoverhalfofall
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smallbusinessesinthe USAin2006,withone-in-fourAmericansworkingforwomenbusiness
owners(Freeland,2006).Last,butnotleast,wouldyouhaveinvestedsomeofyourhard-
earnedcashinthiscompanyinthe late1970s(Figure1.2)?

Figure 1.2:Wouldyouinvestin thiscompany?

Withthebenefitofhindsightweallwouldhave,becauseaninvestmentofjust$US1000in
thiscompanyin1980wouldhavebeenworthabout$US85000byearly20015.Exampleslike
this,andthoseofcompaniesthatcreatenewcommercialandbusinessparadigms,showus
thatitistheabilitytouseuncommonsenseandtheoriseaboutalternativefuturesthat
differentiatestrulygreatbusinessleadersfromrun-of-themillleaders.Inthiscontextit’s
worthrecallingthesesayings,‘Yesterday’sheresyistoday’sorthodoxyandtomorrow’s
history’,thewordsoftheGermanphilosopherandscientistArthurSchoppenhauer,‘New
ideasandthoughtsalwaysgothroughthreestages.First,theyareridiculed.Next,theyare
violentlyopposed.Finally,theyareacceptedasself-evidentcommonsense’,andGeorge
BernardShaw’sobservationthat,‘Thegreatesttruthsalwaysstartoutasblasphemies’.The
bestdecision-makersofthepastinbusinesscircleshavealwaysbeencapableofseeingthe
presentasitwerealreadythepastand,byfocusingonthefuture,theywereabletochange
thecommon-senseassumptionsof thetimesthey livedin.

‘Commonsenseisnotasimplething.Instead,itisan immensesocietyofhard-earned,practicalideas-of
multitudesoflife-learnedrulesandexceptions,dispositionsandtendencies,balances andchecks.’

MarvinMinsky,theSociety ofMind,1985‘

Commonsenseislittlemorethanthedepositsofprejudicelaiddowninthemindbeforetheageof
twenty-one.’

AlbertEinstein,1930
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Before readingon,pleasecomplete Exercise1.2.

Exercise1.2

Trytocreateacompellingvision(or anew directionor asetofobjectives)thatwillchallengethe
common-senseassumptionsofthepeoplewhoworkinyourteam,departmentororganisation.What
istheendgoalofthisvision?Whataretheprinciplecomponentsofthisvision?Canthesebe
encapsulatedinsimple,motivational‘rallyingcries’?Howcanthisvisionbecommunicated,realised
andoperationalised inthefuture?

Didyoufindthiseasyordifficult?Ifyoufoundithardtoarticulateavisionforthefuture,
don'tworry.Thisisoneofthemostcomplexandadvancedabilitiesthatorganisational
leadershave toacquireanddevelop. Lateron,inchapter8, therewillbeanotheropportunity
totrythisexerciseinthecontextofmanagingchange.Inchapter9,thereareseveral
creativeandlateralthinkingexercisesthatwillenhanceyourabilitytoenvisionandscenario-
mapthefuture.Inthesechapters,wewillalsolookatsomereal-lifevisionsthathave
transformedorganisationsandtheworldofbusinessoverthe last50years.

TheDark SideofLeadership

Theprecedingsectionshavefocusedonthequalities,attributes,characteristicsandskillsof
whatcanbebroadlydescribedas'goodleaders’.Thesearemenandwomenwhoaddvalue
totheorganisationstheylead,andhaveapositiveeffectonthepeopletheyworkwith.In
doingthis,we’veidentifiedseveralcomponentsoftheleadership/managementjigsaw
puzzle.However,thereisofcourseadark-sidetoleadership,andmostpeoplewillencounter
notonlyincompetentleadersduringtheircareers,butalsoindividualsinpositionsofpower
whoenjoyundermining,bullyingorintimidatingtheirstaff.Bullyingcanrangefromsexual
harassmenttomoresubtlebehaviours,suchasimposingunrealisticdeadlinesandunpaid
overtimeonemployees,orconstantcriticismandsarcasm.

Anexampleof thiskindof leaderwasJonathanShier,whowasdismissed from the Australian
BroadcastingCorporationinDecember2001.Soonafterhisappointmentin1999,Shierwas
giventhenickname‘Satan’byhisemployeesandwasdescribedbyhisstaffas,'insulting',
'arrogant'and'abully'(Bachelard,2001).Peoplewhobehaveinthismanner  havebeen
describedashaving‘toxic’ personalities,andtheirtoxicitycanhaveadamagingeffectonthe
health,well-being andperformanceofthosepeoplewhoareunfortunateenoughto
encounterthem.

Howcanwespotpotentialbulliesandtoxicpersonalities?Accordingtopsychologists,they
willexhibitmostof thefollowingtraits: impatience,arrogance,perfectionism,defensiveness,
rigidity,narcissism,bluntness,andalargecapacityforholdinggrudges.Peoplewhoare
tyrantsandbulliesinadulthoodbecamelittletyrantsandbulliesduringtheirformativeyears.
Whileadetaileddiscussionofexactlyhowthishappensisbeyondthescopeofthisbook,
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manychildhoodbulliesdoevolveintocunningandmanipulativeadults.Theyarelikelyto
havehighIQs,butusethisentirelyfortheirownendsandtheirownself-aggrandisement.
Theyhavelittleempathywithotherpeopleandanydecisionstheymakearedrivenbyone
consideration,‘What’s inthisforme?’

Theywilluse anautocraticmanagementstylewiththeir‘subordinates’,butbehave
compliantlytowardstheirsuperiors.Theywilloftenlackasenseofhumour,andtake
themselvesandtheirownopinionsveryseriously(Slate,2003).Theymay  alsobewhat
psychologistshavecalledTypeApersonalities,whoareverypronetooccupationalstress
andburnout(seechapter2).Outsidework,theyaremorelikelyto  engage  indomestic
violenceagainsttheirpartnerswhencomparedtonon-toxicpersonalities(Murray,2000).
Peoplewithdeeplytoxicpersonalitiescaneffectpeopleinasimilarfashiontotheevil
DementorsinthepopularHarryPotterseries,who‘gloryindecayanddespair,anddrain
peace,hopeandhappinessoutoftheairaroundthem’,and-literally-eatpeople’ssouls
(Rowling,1999:140)6.

Sometoxicpersonalitiesmaybecomefully-fledgedpsychopaths.Inawidelypublicised
researchprojecton105psychopathsinScottishjailsin1996,theBritishpsychologistLisa
Marshallrevealedthatpoliticiansandstockbrokerssharemanyofthesame characteristicsas
criminalpsychopaths.Theonlydifferenceisthatcareerhigh-flyers(acategorythatincludes
peopleinbusiness)usuallymanagetostaywithinthelaworatleastnotgetcaught.Tobe
labelledpsychopathic,anindividualneedstodisplay10outof16psychopathological
tendencies.Theseare:selfishness,callousness,remorselessuseofothers,lying,cunning,
failuretoacceptresponsibilityforactions,extremeegotism,extremesenseofself-worth,
emotionalinstability,anti-socialtendencies,needforconstantstimulation,behaviouraland
emotionalproblemsinchildhood,juveniledelinquency,irresponsibility,unrealisticlong-term
goals andasexuallydeviantorpromiscuouslife-style(Bennetto,1996).

Politicians,throughouttheworld,seemtobeparticularlypronetofraudandcorruptionand
thefinancialandsexualtemptationsthatcomewithhighoffice.IntheUK,forexample,one
ofthereasonswhytheConservativeswerethrownoutofofficein1997wasthewidespread
perceptionamongthepublicthattoomanyToryMPsweresleazy,corruptandsexually
deviant.In2001,oneoftheshininglightsoftheToryParty,GeoffreyArcher,wasjailedfor
fouryearsforpervertingthecourseofjusticeduringa1987libelcasewherehehadbeen
accusedofpaying-offaprostitutewhose‘services’hehadused.Duringhistrialitwas
revealedthathehadtriedtocoverupthisindiscretionwithabribe,andhadbulliedhis
secretaryintomakingfalseentriesinhisdiaryinordertoprovideanalibi forhiswhereabouts
atthetime.Healsohadtopaybackthe£500000damagesawardedatthefirsttrialin1987.
Itwasallegedatthetime,byhisex-mistress,thatArcherroutinelyusedtheservicesof
prostitutesoveraten-yearperiod,afterhiswifehadrefusedhim‘maritalprivileges’.Hewas
describedatthetimebytheBritishpsychologist,AdrianFurnham,ashavingmanyofthe
characteristicsof a psychopath(LeppardandChittenden,2001; TheSunday Times,2001).

Inanidealworld,toxicpersonalitieswouldallherdtogetherintotheirownorganisations
wheretheycouldplayoutthemanipulativemindandpowergamesthattheirdamaged
psychesseem tocrave.Unfortunately,likeanunwelcomevirus,theyseem tohavespread
themselvesaroundalmostallorganisations.AsAlistairMantobservedmorethantwo
decadesago,thereisadisturbingnumberoftoxicleadersandmanagers,'whoseem to
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surviveandflourish,spewingtheirneurosesallaboutthemrighttothebitterend'(Mant,
1983:5).Theyalsoappeartobeparticularlyattractedtocareersinpolitics,thelaw,finance
andstockbrokingorget-rich-quickscamsand, inafewcases, evenmanagingtojuggle twoor
threeof theseatthesametime,asillustratedinthenext quotation:

Somethingiswrongwith-what shallwecallit?WallStreet,BigBusiness.We’llcallitBig
Money.Somethinghasbeenwrongwithitforalongtime, atleastadecade, maybemore.I
don’tfullyunderstandit.Ican’timagineit’s this simple:anewgenerationofmoralandethical
zeroesrosetorunBigMoneyoverthepastdecade,andnobodyquitenoticedthattheywere
genuinelybadpeoplewhowererunningthesysteminto theground.Thosewhoinvestedin
andplacedfaithinGlobalCrossing,Enron,TycoorWorldcomhavebeencheatedandfooled
byindividualswhoseselfishnessseemssooutsized,sohuge,that itseemslesshumanand
flawedthanweirdandpuzzling.Didtheythink theywouldgetawaywithaccountingscams
forever?Didtheythinkthey’dnevergetcaught?Weshouldstudywhothesemenare-they
arestillallmen-andtrytolearnhowtheyrationalisedtheiractions,howtheyexcusedtheir
decisions,andhowtheythoughtaboutthepeopletheywerecheating.Imentionthisbecause
I’vebeenwonderingifwearewitnessing theemergenceofanewpathology:WhiteCollarBig
MoneyPsychopath(Noonan,2002).(Suchbehaviourwasdescribedmorerecentlybyone
respectedBritishfinancialjournalistas‘sociopathic’,inthecontextofthecredit-crunchand
thenumerousmulti-billiondollarfraudsthatoccurredinthe late2000s, Hosking,2009).

Toxicbehaviourcancausesignificantproblemsinanyworkplace.Itmayresultinlower
moraleandworkperformanceaswellaslowermorale,increasedabsenteeism,andpossible
legalcostsassociatedwithhandlingworkplacebullyingclaims.Bullyingdoesmorethanjust
demoraliseemployees;itcancostanenormousamountinmoneyinbothdirectcosts
(litigation and absenteeism) and indirectcosts(reducedmotivation,creativity and
productivity).Forexample,astudyatGriffithUniversityinAustraliaestimatedthatthetotal
costofworkplacebullyingwasaround$A26billiondollarsayear(Fox,2004).Anothersurvey
bythelawfirmClaytonUtzestimatedthatworkplacebullyingclaimscosttheAustralian
StateofVictoria$A260millionayear.RayCatanzarita,aseniorpartneratClaytonUtz,made
thesecommentsat the time,

Examining thefiguresindependentlyhashighlightedthesignificantcostsofbullyinginthe
workplace.Aside fromtheimmensefinancialcost,bullyingcanresultinsevereemotionaland
evenpsychologicaldamage.Withthispointinmind,itmaybetimely toconsidernational
standardstoprovideemployersandemployeeswithguidanceonhowtoprevent,oratleast
minimise,workplacebullying.Violenceandbullyingareundesirableinanyworkplace,andany
measurewhichmay facilitatetheirreductionisastepintherightdirection(abridgedfrom
Catanzarita,2002).

Thissuggeststhatatechniquethatisoftenusedinselectionandrecruitment,psychometric
testing,shouldbeemployedwithanyonewhoappliesforleadershiporseniormanagement
positionsinorganisations.Perhapsthiscouldalsobeextendedanyonewhostandsfor
electedpublicoffice;althoughthispracticemightimposeimpossibleadditionaldemandson
thealreadyoverstretched psychiatrichealth resourcesofallindustrialiseddemocratic
countries.

Leaderswhoengageinunethicalbehaviour,whobullyandintimidateotherpeopleorwho
discriminateagainstotherpeople,on thebasisofgenderorracefor  example,are,
psychologicallyandbehaviourallydysfunctional.Theirobsessionwithmoney,status,power
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andcontrolisoftenthesourceoftheirultimatedownfall,althoughasizeablenumberof
thesepeopledogetawaywithit.Nevertheless,thisdoeshaveimportantimplicationsfor
howwecandealwiththesecharacters(seechapter7).Thegoodnewsisthatifyouare
readingthisbook,itishighlyunlikelythatyouarethistypeofleaderormanager.Youare
likelytobesomeonewhoisregardedasagood‘CorporateCitizen’,whoisconscientious,
altruisticandcourteoustootherpeople.Youprobablysubscribetothesuggestionmadeby
PeterDruckermanyyearsago,thatleadershipisnotonlyaboutdoingtherightthingsbut
alsoaboutdoingthingsintherightway(Drucker,1966).Youalsoalreadyknowthatthekind
ofconductdescribedaboveis,byfar,themostineffectiveandunproductivewayofleading
andmanagingpeopleatwork.

Withthesethoughtsinmind,let'snowturntolookatwhatkindofleadersyouadmireand
wouldfollow-willingly-inthe future(Exercise1.3).

Exercise1.3

Below you’llseeacollectionofskills,qualities,andcompetenciesthathavebeenassociatedwith
businessleadersandorganisationalleadership.Takeafewminutestoreflectonthese,andthencircle
14thatyouconsidertobeessential attributesofaleaderyouwouldfollowwillinglyinthefuture.

Pleasedonot lookattheresultsofthesurveyson thenextpageuntil you’vedonethi s.

Goodcommunicator
Visionary/forwardlooking

Competent andcredible
Modest

Caring
Dependable

Rational Motivational/inspirational Self-motivated
Humorous
Imaginative/creative

Intelligent
Experienced

Charismatic
Logical

Equitableand fair Empathic Honest/integrity
Loyal Supportive Mature
Brave
Wise

Powerful
Innovative

Decisive
Tough

Whenyou’vedone this,selectyour top7attributes:

1.

2.

3.

4.

5.

6.

7.

(Adapted fromKouzesand Posner,2007)
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Now,please compareyourchoiceswiththese twosurveys:

ProfessorBarryPosner,AustralianInstituteofManagementLeadershipConference,Hyatt
Regency Hotel, Perth,WesternAustralia, 10March2004,andKouzesand Posner(2007)

‘Whatare the characteristicsofaleader thatyouwouldfollowwillingly?’

Honesty/integrity

Competence/credibility

Forwardlooking/visionary

Inspiring/motivational

Intelligent

(Communicationthatappealstopeople’shearts, hopesanddreams*)

(Source:basedonPosner’ssurveysof75,000managersandleadersworldwideovera
fifteen-year period. *Communicationwasincludedinthe ‘inspirational’category)

MasterofBusinessAdministrationstudentsfrom theGraduateSchoolofManagement,
UniversityofWesternAustralia1997-2007,andExecutiveMBAstudentsattheCollegeof
BusinessSciences,ZayedUniversity,2007-2009.

‘Whatdofollowers want fromtheirleaders?’

Honestyandintegrity

Competence/credibility

Inspirationandmotivation

Directionforthe future/vision

Goodcommunicationskills

Equitable/fair

Intelligent

(Source:summaryresultsfrom41OrganisationalBehaviourandLeadershipseminars1997-
2009. N =1223.InAustralia, humourwasoftenrankedinthe topseven)
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Itisnoticeablehowoftentheseleadershipqualitiesappearintherepertoireofadmired
fictionalleaders.Onaculturalandsymboliclevelitappearsthatallnormalpeoplerespondin
averypositivewaytoleaderswho exhibitthesequalitiesandcharacteristics.Toillustratethis
point,hereare twowell-knownexamplesof suchleaders:

LeadershipQualitiesofProfessorAlbusDumbledore,Former  Headmasterof  Hogwart’s
SchoolforWizardsandWitches

Honestyandintegrity

Competentandcredible

Inspirationalandmotivational

Braveanddecisive

Goodcommunicationskills

Fairandequitable

Intelligent

(Senseof humour,butmaybe toowillingtotrustothers?)

(Source:theHarryPotterseries)

LeadershipQualitiesofJean-Luc Picard,Captainofthe StarshipEnterprise

Honestyandintegrity

Competentandcredible

Inspirationalandmotivational

Braveanddecisive

Goodcommunicationskills

Fairandequitable

Intelligent

(Senseof humour,but abit priggishat times?)

(Source:manyenjoyablehourswatchingStarTrek:The NextGeneration)
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Incontrasttotheseadmirableleadershipqualities,morethan500Australianemployees
wereaskedin2006toidentifyoneattributeofaleaderthattheywouldprefernottowork
for:

Figure 1.3:Attributesofleadersthatpeoplewillnotworkforwillingly

Dishonest

Incompetent

Arrogant

Controlling

Criticalandjudgemental

Nevergivepositive feedback

Sexist

(Linkme,2006.520respondents)

AndthenextsurveyreflectsthereasonswhysomanyAmericansgraduallylostfaithin
formerUSPresidentGeorgeW.Bushduringthe2000sbut,bizarrely,whyaround25percent
still believedinhimwhenheleftofficeinJanuary 2009:

Figure1.4:UScitizens’perceptionsofGeorge W.Bush

Incompetent-29%

Good-27%

Idiot-23%

Dishonest-17%

Christian-14%

(Pew ResearchCentre,20June2006.1405respondents)

Howdidyourchoicescomparewiththeresultspresentedonpages58-59?Atthisstagein
ourjourney,itdoesn’tmatteriftheyaredifferentbecausealltheserepresentistheaverage
responsesofmanydiversegroupsofmanagersandprofessionals.However,theydo
representwhatthemajorityofemployees,inavarietyoforganisationalandcultural
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contexts,aremostlikelytoperceiveastheprimaryattributesofleadersthattheywould
follow willingly.Hence,itisworthreflectingforafew minutesonwhythesedesirable
leadershipattributesdoappearagainandagain,inacademicresearch,inleadershipand
managementdevelopmentworkshops,inseminarswithMBAstudents,infictionalcontexts,
andamongemployeesallovertheworld.Ifwelookinmoredetailatthese,the
leaders/managersthatmost peoplewanttofollowdemonstrate:

Honestyandintegrity

HonestycomesfromtheLatinwordhonestas,meaning‘quality’or‘honour’,andintegrityis
derivedfromintegra,meaning‘wholeness’.Thesearealmostalwaysidentifiedasthemost
importantqualitiesofleaderswheneverthisexerciseisusedwithMBAs,orwithgroupsof
managersinleadershipworkshops.Thisindicatesthatalmostallmanagersandprofessionals
havegreatrespectforleaderswhodonotengageinMachiavellianpoliticalgames,andwho
exudeprofessionaltrust,integrity,empathyandreliability.Theseleadersdonotmake
promisestheycannotkeep,anddonotbreaktheirpromisesoncetheyhavebeenmade(see
chapters3, 4,7and12).

Competenceandcredibility

Notsurprisingly,thesearehighlyvaluedleadershipattributes,andareoftenassociatedwith
industryrelevantexperience,practicalbusinessknowledge,decisionmakingskills,prudent
judgement andintelligence.Thereislittledoubtthatfollowersdorespondmorepositively to
leaderswhotheybelievehave‘clout’,whopossess‘smarts’,whocanrepresentthebest
interestsoftheirfollowers,whoareabletomakedifficultandimportantdecisionsandsee
theirideasthroughto execution(seechapters3-8and12).

Inspiration andmotivation

OftenrankedasthemostimportantattributeofgoodleadersbymanyMBAs, isawillingness
totreattheirfollowersasintelligent,creativehumanbeingswhowillcontributemoretoany
organisation,giventherightencouragement,opportunitiesandrewards.Tobemore
accurate,thisabilityisactuallyaconsequenceofanunderstandingofhownottodemotivate
one'sfollowers(seechapters3-5).

Senseofdirectionforthefuture/vision

To  bevisionaryrequiresanabilitytobecreative,innovativeandadaptabletochange,
combinedwithahighcapacityforlearning.Thisalsoimpliestheabilitytomakebrave
decisionswhenfollowersareuncertain,vacillatingorfullofdoubt.Humanbeingswill
respondtothesecapabilitiesinthesamewayastheyhavedoneformillennia,becausethey
stillwanttobeshownaway,aroadorapathtothefuturebyleaderstheytrustandrespect
(seechapters8-11).

Goodcommunication skills

Whichinvariablyappearinmanagers’selectionsofdesirableleadershipattributes.This
complexclusterofskillsandcompetenciesincludesacapacitytolistenactively,howto
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appealtoheartsaswellasminds,theabilitytobuildrelationshipsthroughdialogue,to
communicatewitheveryoneinadirectandpersonalway,andacapacitytowalkthetalkand
leadbyexample(seechapters3and8).

Equity/parity

Leaderswhotreattheirfollowersfairly,equitablyandwithrespect,anddonotcreatein-
groupsoffavourites.Theydonotmakeprejudicialjudgmentsaboutpeopleonthebasisof
theirethnicity,culture,race,gender,sexualorientationorphysicalabilities.Whentheydo
judgeotherpeople,thisismadeonthebasisoftheircharacter,abilities,workperformance
andthe tangible contributionsthey make totheirorganisations(seechapters4 and6).

Intelligence

Inmanywaysthisisa‘given’.Itisanessentialprecursortoleadershipbecausea
certainlevelofintelligenceisrequiredinordertobecomeaqualifiedprofessionalin
alloccupations(evenifafewastonishinglystupidpeopledosomehowmanageto
ascendtoseniorpoliticalormanagementpositions).However,aswenotedearlierin
thischapter,thereislittleevidencethatahighIQisneededforleadership.Inveryspecific
circumstances,averyhighIQlevelmayoccasionallybeuseful,butitisnotessentialfor
leaders.Itismuchmorelikelythatsuccessfulbusinessleaderspossessacombination
ofthe differenttypesofintelligence describedonpage27.

Asenseofhumour

‘Whenpeoplefeelgood,theywork at theirbest.Feelinggoodlubricatesmentalefficiency,makingpeople
betteratunderstandinginformationandusingdecision rulesin complexjudgmentsaswellasmore
flexibleintheirthinking.Upbeatmoods,researchverifiesmakepeopleviewothers-orevents-inamore
positivelight.That inturnhelpspeoplefeelmoreoptimisticabouttheirabilitytoachieveagoal,enhances
creativityanddecision-makingskillsandpredisposespeople tobehelpful.Moreover,researchonhumour
atworkrevealsthatawell-timedjoke orplayfullaughtercanstimulatecreativity,openlinesof
communication,enhanceasenseofconnectionandtrustand,ofcourse,makeworkmorefun… Small
wonderthatplayfulnessholds aprominentplace inthetoolkitofemotionallyintelligentleaders.’

Goleman,Boyzatkisand Mckee,TheNewLeaders,2002

TheGermansociologistMaxWeberoncedescribedcharismaasbeing‘thejokerinthepack’,
inhispioneeringworkonthegrowthandcharacteristicsofbureaucraticorganisationsin
westernindustrialisednations(GerthandWright-Mills,1977:245-248).Therealjokerinthe
packthesedaysisprobablyasignificantandoftenoverlookedattributeofeffectiveleaders:
a good sense of humour (GSOH). Whymight a GSOH be animportant
leadership/managementattribute,andwhymightfollowersrespondpositivelytothis?When
youhavesomefreetime,browsethroughthehundredsofjobadvertisementsforsenior
managersandbusinessleadersthatappearinthejobs’sectionofyourlocalnewspapersor
on-linejobsearchsites.You’llbestruckbytheveryhighcalibreofseniorstaffthat
companiesseektoattract.Frequentreferencesaremadetotheneedfor‘exceptional
communicationskills’,‘enhancedabilitytoleadteams’,‘theabilitytomotivateandmentor
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staff’,‘highlydevelopedpeoplemanagementskills’,‘exceptionalleadershipabilities’andso
forth.Onemightreasonablyconcludefromthisthatpublicandprivatesectororganisations
throughouttheworldarecrammed fullofleadersandmanagerswhoexhibitthese
admirable qualities. But,are they?

Next,trythisquicktest:getapieceofpaperandwritedownthenamesoftensenior
managersorleaders,whoyouhaveworkedunder,thatpossessthepositive  attributes,
qualities,characteristicsandskillsidentifiedinthissection.Almostalljobadvertisementsare
verypredictable,repetitive,staleshoppinglistsofidealcompetenciesandqualitiesthat
seem tohavelittleconnectionwiththecharacteristicsthatsomeseniorrecruitsactually
exhibitonceappointed.OnehastosearchveryhardtofindexamplesliketheRocOil
Companyadvertisementin1997thatendedwiththememorableline,‘Doom merchants,
officepoliticiansandprimadonnasneednotapplyforthesepositions’,ortheApple
Computeradvertisementsthatsought‘Raging,inexorable,thunder-lizardevangelists’to
workforthemduringthelate1980s.Remarkably,oneessentialfactormissingfrom every
singlejobadvertisement I’ve everseenis,‘Havingagoodsenseofhumour’.

HumourcomesfromtheLatinword,‘umor’,meaning‘fluidity’or‘flexibility’,andhasbeen
thesubjectofacademicresearchsincethemid-19thcentury(Spencer’sThePhysiologyof
Laughter, 1860). Contemporaryresearch indicates thatthis isan overlooked
leadership/managementattribute,eventhoughitwouldappeartobecommonsensethatit
shouldbeanimportantpartofleadership.Forexample,researchpresentedattheBritish
PsychologicalSociety’sAnnualConferenceinJanuary1999,indicatedthatstaffgivefar
greatercredencetohumourintheirseniormanagersthantheydotointelligenceandare
moreproductivethanstaffwhowork forhumourlessmanagers(Avolioetal,1999).Asurvey,
bytheBusinessCouncilofAustraliaandtheAustralianChamberofCommerceandIndustry
of53mediumandlargebusinesses,revealedthatemployersarelookingforcertainpersonal
attributesinadditiontotechnicaljobskillsthesedays.Theseincluded,positiveself-esteem, a
balanced attitudetoworkand familylife,excellentcommunicationskills,motivation,
enthusiasm, commitmentand,aboveall,asenseof humour(Stock,2002).

Thisindicatesthatanimportantqualityforaspiringleaderstoacquireisagoodsenseof
humour.Itmaynotbeessentialforeffectiveleadership,butitdefinitelyhelps.Why?
Because,allhumansarebornwithahard-wiredcapacitytolaugh,eventhosewhomay
eventuallybecomedour,humourlessadults.Babiesstarttosmileafterafewweeks,and
laughatthreetofourmonths.Allnormalpeoplearehardandsoftwiredtorespondto
humourandfun.AccordingtotheancientGreeks,‘LaughteristhelanguageoftheGods’,
andifwecaninfuseourleadershipstylewithsomehumour,wewillgetapositiveresponse
from almost allofourfollowers(Bushell,2002).AsBrianTracyhasobserved,

Atalmost anytime,youcanmeasurehow wellyouaredoinginyourpersonalandwork
relationshipsbyonesimple test:laughter.Howmuch twopeopleor afamilylaughtogether is
thesurestsinglemeasureofhowwellthingsare going.Whenrelationshipsaretrulyhappy,
peoplelaugh  alot.When  arelationshipturnssour,theveryfirstthingthatgoesisthe
laughter.Thisistrueforcompaniesaswell.High performing,highprofitorganisationsare
thoseinwhichpeoplelaughandjoketogether.Theyenjoyoneanotherandtheirwork.They
functionsmoothlyandhappilyasteams.They aremoreoptimistic,moreopentonewideas,
morecreativeandmoreflexible.Iusedto think thatpeoplewereanimportant partofany
business. ThenIlearnt agreattruth: peoplearethebusiness(Tracy,1995:3).
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Intuitiontellsusthatasenseofhumourisanimportantbutoftenoverlookedpersonal
attributeofeffectiveleaders.Humourouspeopleoftenhavethedesirableleadership
attributesdescribedinthischapterinabundance,becausetheyareusuallypsychologically
healthy,don’ttakethemselvestooseriouslyandhavearealinterestinotherpeople.
Humorouspeopleareoftengoodtoworkwithandlaughterisoneofthebestonthejob
stressrelieversweknowabout(seechapter2).Inalmostallcircumstances,humourcanbe
usedtodefusetensionsandconflicts.AccordingtotheGodfatheroflateralthinking,Edward
deBono,humourisalsocloselylinkedtocreativeandinnovativeabilities;asuggestionwe
willreturntoinchapter97.Incontrast,humourlesspeopleoftenhaveoverbearingegos,are
unabletolistentoothersandaretoxictosomeextent.So,ifyouarealreadyaleader,why
notaskjobcandidatestotellafewjokesorciteinstanceswhentheyhaveusedhumourto
diffusetenseordifficultsituationsatwork?Thisapproachmaywellhelpintheprocessof
sortingthe‘doommerchants,officepoliticiansandprimadonnas’fromthepeopleyoureally
wanttohireandworkwith.

Furthermore,somecompanieshaveconsciouslytriedtobuildtheconceptoffunintotheir
organisationalcultures.Theseinclude theSAS Institute(thelargestprivatelyowned
softwarecompanyintheworld),theUSenergycompanyAES,Scandia,CiscoSystems,
SouthwestAirlines,Deloittes andGoogle.InDeloittes, thecultureisbasedaroundsevencore
values,‘Recruitandretainthebest,talkstraight,empowerandtrust,continuouslygrowand
improve,aimtobefamous,thinkglobally,andhavefunandcelebrate’.TheAustralian
divisionsofGoogleandDeloitteswererankedinthetop30,‘Bestcompaniestoworkforin
Australia’,during2002(CorporateResearchFoundation,2003: 64and74).AtGoogleHQ,The
Googleplex,morethan230employeesworkwithinanorganisationalculturethat'pampers'
theiremployeesandencouragesfun:

The prevailingmoodofSiliconValley'shottestcompanyissimilarto thatofaclassroomfullof
teenagers.Peoplewhisper jokestoeachother andtherearefrequentinterruptionsof
laughter.Onecouldscoffatthe[exercise]ballsordismissthelavalampsasjuvenile.But
whenitcertainlydoesn'tharmproductioninnovation,or popularity,whatdifferencedoesit
make?Youmayaswellpullupaball,sitdownandrealisethatinfiveyearseveryboardroom
intheworldwillhaveitsownsetofbig plasticballsandaping-pongtable.It'safun-loving
crowd.Theyreallyenjoylife andareveryenthusiasticaboutbeing aroundoneanother.They
spendalotoftime therewhenthey'renotworking(abridgedfromBoulware,2002).

AtSouthwestAirlines(SA),selectedbyFortuneas‘Thebestcompanyinthe USAtoworkfor’
in1998,thereareseveralcorevaluesunderpinningitsleadershipandpeoplemanagement
policies.The first twoare:

Work shouldbefun …it can beplay… enjoyit.
Workisimportant… butdon’t spoil itwithseriousness.

AsO’ReillyandPfefferhaveobserved,‘PartoftakingcareofemployeesatSouthwestentails
anemphasisonhavingfunatwork.HumourisacorevalueandpartoftheSouthweststyle
andspirit’(2000:  32).OneofHerbKelleher'sfirstactions,afterhebecameCEO ofthe
companyin1982,wastoorderthepersonneldepartmenttohirepeoplewithasenseof
humour.Southwestpilotsandflightattendantswereencouragedtomakesafetyandother
announcementsfun,andtobecreativeintheprocess.Passengershavebeengreetedby
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attendantsdressedasleprechaunsonSt.Patrick’sDay,andhavehadsafetyinstructions
deliveredintheform ofastand-upcomedy.Thisphilosophyoffungraduallypervadedthe
entirecompany.Despitewhatmoretraditionalmanagersmightthink,therewasgenuine
methodtothisapparentmadness.WhenKellehertookoverthe airline,it had27planes,2000
staff, highlabourturnoverandlowmorale,andrevenuesof$US270million.

By2001,ithad344planes,30000loyalandmotivatedstaff,verylow levelsoflabour
turnover,andrevenuesof$USfivebillion.AnotherinterestingfeatureofSAisthatwhileit
hasalwayshadahighlyunionizedworkforce,itsufferedfarfewerindustrialdisputesthanits
majorcompetitorsduringthe1990sand2000s.BythetimehesteppeddownasCEOin2001,
Kelleherhadcreatedauniqueandfun-lovingculture,inanairlinethatemployeeswantedto
workforandcustomerswantedtoflywith(abridgedfromBloomsbury,2002:1105).Theway
itmanagesitspeoplealsoplayedasignificantroleinthissuccess(basedon“TheEight
Freedoms”).AsFrankPerez,thebaggage-handlingsupervisoratMinetaJoseAirport,
commentedinearlyMay2003,‘Thiscompanyis100percentforitsemployees.That’swhat
makesitreallysweet’(citedbyKRT,2003).InJanuary1999,KennethHainofIncentive
magazinesummarisedwhatmotivatedtherelativelyunderpaidemployeesofSouthwestto
performsowellin asingleword,'Happiness'(citedby O’Reilly andPfeffer,2000:34).

ThefoundationsKelleherlaiddownstoodSAinverygoodsteadduringtheglobalmeltdown
oftheworld’sairlineindustryduring2002-3.Whilealmosteveryairlineintheworldstruggled
duringthisperiod(andseveralwentunder),SA’sperformancewasnothingshortof
remarkable.During2001-2,itwastheonlytoptenUSairlinecompanytopostaprofit,and
manyotherairlinesweredesperatelytryingtogettheiroperatingexpensesinlinewithSA.
Withmorethan2700dailyflightsto58citiesintheUSA,SAbecamethesixthlargestairline
companyintheUSAduring2003(intermsofpassengerscarried).SAwastheonlyUScarrier
toremainconsistentlyinprofitbetween11SeptemberandDecember2004,withits$US12.6
billionstockevaluationinJanuary2005exceedingthatofitsfivemajorrivalscombined
(Bloomberg,2005).

Everyyearfrom2000-2005itwasratedthebestUSairlineforon-timedeparturesandlowest
forlostluggage.WithContinentalAirlines,ithadamongthe lowestrateoflabourturnoverin
theindustryandthehighestapprovalratingsfrompassengers(Aylmer,2005:32).Itdidnot
makeanannualoperatinglossfrom 1973to2008,anduntil2009neverforciblymadean
employeeredundant.Byearly2008,thestockmarketvalueofSAexceededthecombined
valueofeveryotherairlineintheUSA(TaylorandLabarre,2008:55).Asonecommentator
hasnoted,

Oneairlinethathasdemonstratedtheability tocreateawinningcultureformorethanthree
decadesisSouthwestairlines.Southwestremainsthearchetypeof thewinningcorporate
culture.Thatperformanceisbuiltaroundtotalstaffinvolvement,cappedbyprofitsharing
andoneof themostgenerousstaffstockoptionbonussystemsin theindustry. “It islittle
wonder”,saysAirNewZealandCEORalphNorris,“thatgettingajobatSouthwestisharder
than gettingintotheHarvardBusinessSchool”(Dalton,2005)

Inconclusion,theseexamplesindicatethatwhilehumourandfunalonewillnevercreatea
greatcompanyorhigh-performingemployees,theycanbepowerfultoolsforleadersand
managerstoemployatwork,andtheymaywellbeadefiningfeatureoftrulyIntelligent
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Companies8.Wewillreturntothepowerofhumourandlaughteragaininchapter2,inthe
contextof stressmanagement andinchapter9, inthecontextofcreativity andinnovation.

‘Humour is thegreatthing,thesavingthing.Theminuteitcropsup,allourirritationandresentmentsslip
away, andasunnyspirittakestheirplace’.

‘Against theassaultoflaughter,nothingcanstand.’

MarkTwain

Summary:TheQualitiesandCharacteristicsofSuccessfulLeader-
Managers

‘Authenticleadershipbeginswithself-awarenessandknowingyourselfdeeply.Self-awarenessisnota
traityouarebornwithbut acapacityyoudevelopthroughoutyourlifetime.It’syourunderstandingof
yourstrengthsandweaknesses,yourpurposeinlife,yourvaluesandmotivationsandhowandwhyyou
respondtosituationsinaparticularway.Itrequiresagreatdealofintrospectionand theabilityto
internalisefeedbackfromothers.Nooneisborn aleader;wehave toconsciouslydevelopintotheleader
wewanttobecome.’

WilliamGeorge,formerChairmanandCEOofMedtronic,2004

‘Knowingothersiswisdom;knowingyourselfisenlightenment.’

LaoTzu

In thischapter,ithas beendemonstrated thatwe mayhavesome   psychological
predispositionsthatinfluence thekindofleader/managerswe are,andthestylesofpeople
managementthatwehabituallyuse.However,whatismoreimportantisthatweareaware
ofthese,becauseself-awarenessisthenecessaryprecursortopersonalchange,learningand
self-improvement.Thiscanalsohelpustobemoresensitivetothekindsoforganisational
environmentswhereourindividualleadershipstyleswillworkmosteffectively.Ifyouare
someonewhooftenhasthefeelingthatsomehowyoudon'tquite'fitin',itmaybethatyou
arenotbeingcompletelyhonestwithyourselfaboutjob,careerordreamsthatyoureally
wanttopursue (seechapter2).So,thestartingpointforbecoming aneffective
leader/managerofothersistrueself-awareness,andtheabilitytounderstandandreflecton
howothersseeus.

TheScottishpoet,RobbieBurns,describedthissimplefactofhumanexistencemorethana
hundredyearsagointhisway:

‘Ifonlywecouldseeourselves as others seeus,
it wouldfrom manyacalamitysave us.’

LongbeforeBurns’time,theancientsunderstoodtheimportanceofself-awareness.For
example,oneofthetwoaxiomscarvedovertheentrancetothetempleoftheGreekGod
ApolloatDelphi,onthesideofMountOlympusis,‘KnowThyself’(theotherbeing,‘Nothing
TooMuch’).Althoughourancestorshavethisformillennia,mostpeoplestilltakeyearsto
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achievethisandsomeneverachievetrueself-awareness.However,theimportanceofthisas
thefoundationofleadershipabilitiescannotbeoverstated.

Theauthorsofthestudyontheoriginsofleadershipamong125businessmenandwomen
citedearlierinthischapternotedthat,‘Whenthe75membersofStanfordGraduateSchool
ofBusiness’sAdvisoryCouncilwasaskedtorecommendthemostimportantabilityfor
leaderstodevelop,theiranswerwasnearlyunanimous:self-awareness.Yetmanyleaders,
especiallythoseearlyintheircareersaretryingsohardtoestablishthemselvesintheworld
thattheyleavelittletimeforexploration’(Georgeetal,2007:133).Anillustrativereal-life
exampleofasuccessfuljourneytowardgreaterself-awarenessisthatofGordonCairns,the
verysuccessfulformerCEO ofLionNathaninAustralia. Lookingbackonafiveyearjourney of
self-discovery,kick-startedbythe3600feedbackhereceivedfrom hispeersandotherstaffin
the late1990s,heobserved:

WhenamirrorwashelduptoandIsawmyselffromanother person’sperspective,Icameto
acceptthatwasthetruth.Myquest becametochange the behaviourthathascausedanother
persontoseemethatway. Howothersseemebecameimportanttome.Ihavebecomea
betterfather,husband,friendandbusinessleader becauseofwhatIlearntaboutmyselfon
thisleadership journey(citedbyTaylor,2005:484).

Today,thereareanumberoftechniquesthatcanbeusedtofindoutmoreaboutourselves
andhowothersseeus.These include 3600feedback,behaviouraleventinterviews, Reflective
Best-SelfAssessments,ECI-UEvaluations,upwardperformanceappraisalsbycolleaguesand
juniorstaff,psycho-drama,otherpsychologicaltestingproceduresadministeredbysuitably
accreditedcharteredpsychologists,andutilisinggestalt(event)psychologytechniques.
Subsequentchaptersincludeavarietyofself-reflectionandself-developmentexercisesin
ordertohelpyoudevelop an enhancedunderstanding ofleadership andpeople
management9.Becauseeffectiveleadersareself-aware,theyunderstandtheirphysicaland
psychological limitsandareabletocopewellwithpressureanduncertainty.

Theyalsousuallyunderstandhowothersregardthem.Inaddition,theyoftenhaveachild-
likecuriosityandenthusiasmfornovelty,learningandchange.Theydonotgenerallyblame
othersfortheirmistakesandtheylearnfromthese.Theyarefairlysmart,havesome
emotionalintelligenceandareveryadaptable.Theyknowthatitisimpossibletoleadin
isolation,andtheyunderstandhowtoconnectemotionallywiththeirfollowers.Because
theyareabletoinspireandempowertheirfollowers,theydonotwasteunnecessarytime
‘managing’peopleinaninefficientcommandandcontrolfashion.Theyaregenuinely
interestedinunleashingthe full potentialof theiremployees.

Asaresult,theyarenotsimplytaskfocused,andexpendaconsiderableamountoftimeand
energycreatingworkculturesthatenabletheirstafftorunwiththeballthemselvesand
perform tothebestoftheirabilities.Theyareexceptionalcommunicators,becausethey
knowthatifpeopledon’tbelievethemessenger,theywon’tbelievethemessage.So,they
communicatefrequentlyandwithcredibility,andtheylistentotheiremployees,actingasa
prism andfocalpointfortheirideasandsuggestions.Theywalkthetalkandpracticewhat
theypreach,andif theymakepromisestotheirfollowers, theydeliveronthese.
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Theydonothaveafixed,rigidleadershiprepertoire,andcanadaptascircumstanceschange.
Theyhavesomeknowledgeoftheartofpoliticalstatecraft,combinedwithhighethical
standards.Greatleadersneverrestontheirlaurels.Whateversuccesstheyachieveisinfact
themainreasonwhytheychange,becausetheyknowthatorganisationalleadershiptodayis
aracewithoutafinishingline.Theyalsorecognisethatleadership,attimes,canbealonely
experienceandthatbeingrespectedismore importantthanbeingliked.

Successfulleadersarealsorisktaking-professionalswhoarevisionaryandinnovativeaswell
asgood planners,educatorsandteam-builders.Theyarepeoplewhomaynotknow
everythingbutwhoareadeptatsurroundingthemselveswithpeoplewhoknowwhatthey
don't.Theycanseethefuture,createdirectionsand/orvisionsforthefutureandareableto
leadtheirfollowersdownnewways,roads,pathsorjourneys.Inneworfastgrowing
companiestheydonotneedtorelyonformalpositionalpower,andarecomfortableleading
decentralised,opaqueandvirtualorganisations.Theyaretrulyinternationalistinoutlook,
andcomfortablewithculturalandgenderdiversityintheirworkplaces.

Theyoftenhaveagoodsenseofhumouranddon’ttakethemselvestooseriously.Theymay
sometimesberegardedascharismaticbut,aswehaveseen,thisisnotanessential
prerequisiteforsuccessfulleadershipandpeoplemanagement.Last,alltheevidencefrom
history,academicresearchandthepracticesofreal-lifeleadersshowusthatthebest
leaders,throughouthistory,havebeen abletodo anumberoffairlysimplethings
simultaneously,but(andthisisthecrucialpoint)theyperformthemwellandconsistently,
even in stressful,complexanddifficultsituations.

Onequestionremainstobe addressed inthisopeningchapter.Isthereanythingnewtolearn
aboutleadershipandpeoplemanagementthatourancestorshaven'talreadyknownabout
forcenturies?Morethan2300yearsagotheGreekphilosopherAristotlesuggestedthat
prospectiveleaders-havingacquiredself-awarenessandwisdom-neededtodevelopthree
additionalclustersof competencies:

Ethos:the abilitytoconvince theirfollowersthatthey were trustworthy, reliableandfair.

Pathos:theability toappeal totheir follower’svalues, emotionsandmotivations.

Logos:knowledgeandexpertise.

Thisreinforcesthesuggestionmadeatthebeginningofthischapter,thatthecoreattributes
ofeffectiveleadershavebeenunderstoodforaverylongtime.Ofcourse,therehavebeen
significantchangesoverthelasttwohundredyearsthathaveinfluencedthewaythat
leadershipandpeoplemanagementarenowunderstoodandexercised.Theseincludethe
impactofindustrialisation,theemergenceofdemocraticpoliticalsystemsandthedeclineof
theoldaristocraticorder,theinexorablespreadofglobalisation,thewidespreaduptakeof
newtechnologies,therapidpaceofchangeinorganisations,andtheimpactoftheadvances
thatwomenhavemadeinmanydifferentprofessionsandorganisationsinmorerecent
times.Nevertheless,theancientleadershipattributesdescribedbyAristotleareasrelevant
todayastheyhave alwaysbeen.
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Inaddition,asnotedinthepreface,becomingareallyeffectiveleader/managerrequiresthe
developmentofaneclectic,andevolutionary,personal‘toolkit’thatencompassestechnical,
creative,leadershipandpeoplemanagementskills.Oneexampleofthiskindofleaderis
DavidLilenthal.HerosefromhumbleoriginstobeanenergyadvisertoeveryUSPresident
fromRooseveltinthe1930stoJimmyCarterinthe1970s.HewasalsotheheadoftheUS
AtomicEnergy Commission for manyyears,andanearlypioneerof interactive
communicationmedia.HewasoftencitedbyJerryLevin,formerCEOofTimeWarner-AOL,
asaninfluentialleadershiprolemodel.Lilenthalbelievedthat,‘Themanager-leaderofthe
futureshouldcombineinonepersonalitytherobustrealisticqualityofthemanofaction,
withtheinsightoftheartist,thereligiousleader,thepoetwhoexplainsmantohimself.The
manofactionaloneorthemanofcontemplationalonewillnotbeenough;thesetwo
qualitiestogetherare required’(citedbyCharan,1998).

Inasimilarvein,RobertGoizueta(Coca-Cola),JackWelch(GeneralElectric),AlfredSloan
(GeneralMotors),SamWalton(Wal-Mart),BillMarriot(MarriotHotels)BillHewlettandDave
Packard(HP),AkioMorita(Sony)andKonosukeMatsushita(Matsushita)arewidelyregarded
asbeingamongthegreatestbusinessleadersofthe20thCentury.Whatqualitiesand
characteristicsdidtheyshare?Theywerecuriousabouttheworldandlife-longlearners.They
paidalotofattentiontotheirpeople,realisingthattheyreallywerethemostimportant
assetsthattheircompaniespossessed.Theyallhadsuperbpracticalbusinessacumenand
weretoughandpragmatic,butalwayshadoneimaginativeandvisionaryeyelooking
towardsthefuture.Theyconstantlyexperimentedwithnewbusinessandmanagement
techniques-without becomingreactive‘fad-surfers’.

They  allledfromthefront,alwaysledbyexampleandweremenofbothactionand
contemplation.Theywereabletoinspiretheirfollowerstoachievegreatthings.All,bythe
socialandlegalstandardsoftheirday,operatedwithinethicalandmoralcodes.Ifwecan
developsomeofthesequalities,thenwecantrulystarttomakethingshappeninnewand
excitingways.And,aswe’veseenthroughoutthischapter,regardlessofanygenetic
predispositionswemayhaveinherited fromourparents,anyonecanenhance their
leadershipandpeoplemanagementskills-givensome‘smarts’,self-belief,time,motivation
andcommitment.Theremainderofthebookwilllookingreaterdepthatthequalities,
attributesskillsandcompetenciesofsuccessfulleader/managersidentifiedinthisopening
chapter10.

‘Leadersshouldhavecleanhands,warmhearts andcoolminds.’

SarrosandButchatsky,Leadership,1996
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Exercise1.4

Beforeturningtochapter2,pleasefindsometimetoreflectonhow youcantranslateanynew
insightsyouhaveacquiredfromthischapterintoyourleadershipandmanagement practices.Select
thefivethatyouconsidertobethemostimportant,andthenthinkofstrategiestoimplementthese
inyourworkplaceoverthecomingweeksand months.

Atthisstage,itreallydoesn’tmatterifyouhavedifficultieswiththestrategiespartofthisexercise
(andthesewillcontinuetochangeandevolveover time).Youcanreturnto thesewhenyou haveread
throughsubsequentchaptersofthebook.Don’tbeinahurry.Allow timefornewideastosinkinand
takeeffect.Thiswillnothappenovernight.

Insight Strategy toimplementthis

1.

2.

3.

4.

5.
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Chapter2

PersonalPerformanceandStressManagement

Objectives

Todefineanddescribestress.

Todescribe  thenatureandcausesofoccupationalstress;anditspositive  andnegative
effects.

Toidentifypracticalstrategiesfordealingwithworkpressureandoccupationalstress,and
offersuggestionsforbecomingoneoftheenergised‘corporateathletes’identifiedin
chapter1.
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Exercise2.1

Beforereadingthroughthischapter,pleaseanswerthefollowingquestionsashonestly aspossible.
Thereareno‘right’or‘wrong’ answersand firstresponse answersare best.

Doyou:

Feelthatyouhave too

Infrequently Sometimes Frequently

muchworktodo? 1 2 3

Havetoomanytasks
orprojectsonthego 1 2 3
atthesame time?

Getirritatedor impatient
whendealingwith 1 2 3
colleagues?

Getangrywithother
peopleatwork? 1 2 3

Feelthatworktakes
up toomuchtime? 1 2 3

Havetowastetime
dealingwithfollowers’ 1 2 3
errorsormistakes?

Takeyourworkhome
withyouatnight? 1 2 3

Find thatyourworkand
familyresponsibilities
conflict? 1 2 3

Feelunabletospendas
much timewithyour 1 2 3
familyasyouwouldliketo?

Sufferfrominsomnia? 1 2 3

Sufferfromextreme
changes of mood? 1 2 3

Userecreationaldrugs
(e.g.alcohol)torelieveor 1 2 3
escape fromstress?
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‘Comfort-eat’ torelieve
stress? 1 2 3

Takepartincompetitive
sportstorelieve stress* 1 2 3

Whenyouhavecompletedthis,pleaseaddupyourtotalscore:

Interpretingyourscore

1-18: Youdonotsufferfromsignificantlevels ofoccupationalstress andcan skipthischapterfor
nowifyouwish.

19-30: Yousuffer,tosomeextent, fromoccupationalstress andmaybenefitfromreadingthough
thischapter.

31-42:Youareexperiencingabove average levels ofoccupationalstress,and thismaybeaffecting
yourhealth,workperformanceand personalrelationships.Youshould findsome timetoread
throughthischapter,particularlythe sectionsthatdealwithpersonalstress management
strategies.

(*Thismayappeartobeanodd itemtoincludehere.Whymighttheseactivitiesnothelpinreducing
stresslevels?)

Introduction: OccupationalStressinContext

Towardstheendofchapter1,wenotedthateffectiveleader/managersareawareoftheir
physicalandpsychologicalthresholds.Consequently,theyareabletocopewellwith
pressure,multiplejobtasksandoccupationalstress,andcanmaintainagoodbalance
betweenthecompetingdemandstheyfaceatworkandintheirpersonallives.Whilethere
arecontinuingdebatesaboutdefiningandmeasuringstress,itisdefinedhereasanatural
humanresponsetoenvironmentalchallenges(stressors)thatplacephysicalorpsychological
demandsandpressuresonanindividual.In1946,themedicalresearcherHansSelyefirst
used thisterm(derivedfrom the Latinword,stringere,meaning‘tostretch’)in thecontextof
howhumanbeingsrespondtoexternalthreatsfrom the environment(Selye,1974).

Hedescribedthisprocessasthe‘fight-or-flightresponse’,anditplayedanessentialrolein
thesurvivalandevolutionofourearliestancestors.Confrontedwithawildanimalorsome
otherdanger,ourancientancestorshadtwooptions-tostayandfightortoflee.Atthis
point,aprimordialsurvivalreactionkick-startedaseriesofpre-programmedresponsesto
externalthreats;includingaseriesofrapidneural,hormonalandbiochemicalchangesinthe
body.This  producedacascadeof  hormones,startinginthehypothalamusofthebrain,
runningthroughthepituitarygland  beneathandendingintheadrenalglandabovethe
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kidneys.TheseincludedastrongrushofACTH(astresshormone),adrenalinandcortisolall
ofwhichproducedincreasedarousal,  energyandaggression.Inturn,these  biochemical
changestriggeredfurtherphysiological,psychologicalandbehaviouralchangeswhichstill
affect allmodernhumans,andare describedinmoredetaillaterinthissection.

Ourhominidancestorsbecameprogrammedoverhundredsofthousandsofyearsto
respondinthiswaytoexternalthreats,andthemodernhumannervoussystemstill
respondstoenvironmentalstressorsinthisessentiallystone-agemanner(Asterita,1985).
However,whiletheseresponseshaverealbenefitsintrueemergenciesorlife-threatening
situations,theyhavethepotentialtocausewidespreadphysicalandpsychologicaldamage,
andinmostworksettingsafight-or-flightresponseisobviouslynotappropriate.Torespond
toastressfuleventbyphysicallyattackingasuperiororrunningawaytohide,literallyor
psychologically,cancausesignificantproblems.Hence,whiletheadaptivevalueofthefight-
flightresponseinsituationsofgreatdangerisobvious,thebenefitofthisreactiontothe
psychologicalstressesofmodernlifeisofquestionablevalue.Someresearchershaveeven
suggestedthatthisevolutionaryresponsethathelpedourancestorsdealwiththreatening
situations,may have become amodern-day‘self-destructmechanism’(Driskell,1996).

Fourtypesofstresshavebeenidentifiedbypsychologists:hypo-stress,eu-stress,di-stress,
andhyper-stress.Inordertoperform,atanylevel,individualsneedtoexperiencesome
stress.Ifnot,theyexperience‘rust-out’(hypostress).Peopleexperiencingoptimumlevelsof
stress(eustress)oftendescribethisas‘beinginthezone’,whereoptimum andstimulating
stresslevelshelpthemtocopewellwiththeexternalenvironment,withoutbeing
overwhelmed.Thistypeofstressispleasantandenhancesperformance.Thethirdtype,
distress,resultsfrombeingcontinuallyover-stressedandwilllead,intime,toreduced
personalhealth,well-beingandperformanceand,potentially,completeburnout(hyper-
stress).So,whenpeopletalkabout'beingstressed'inanegativewaytheyaremistaken,
becausesomestressisessentialinordertofunctionnormally.However,toexperienceno
stressmeansthatyouareasleep,comatoseordead.And,aswewillseefurtheron,thereal
problemisnotstressitselfbuthowweinterpretit,howwehabituallyreacttothestressors
wemay encounteratworkandhowwell-equippedweare torecoverfromthese.

Researchershavedocumentedatleastthirtypotentialstressorsatwork.Theseincludelack
oforganisationaldirectionandpurpose;poorleadership;roleambiguity;roleconflict;poor
workingconditionsandergonomics;trivialbureaucraticrules;organisationalpolitics;lackof
resources;favouritism;inequitablepayandrewards;obstaclestocareerdevelopment;lack
ofpromotion opportunities;work overloadandunder-load;interpersonalconflicts;
communication breakdowns;racial,sexual,disabilityandagediscrimination;‘toxic’
behaviour;bullying;copingwithcontinualchangeandnewtechnologies;downsizingand
mergers;jobmovesandrelocations;increasingjobinsecurity;andconflictsbetweenwork
andhomelives.Thesestressorsallhaveonethingincommon:theycreatethepotentialfor
distresswhenindividualsperceivethemasrepresentingdemandsthatexceedtheirabilityto
respondandcope(Cooper,1999and1997).

Researchacrossseveraldisciplinesconfirmsthepopularbeliefthatoccupationalstress
becameamoresignificantprobleminallwesternindustrialisedcountriesduringthelasttwo
decadesofthetwentiethcentury(e.g.Cooper,2006a& 2006b;ForsterandStill,2002;
Cooper,1999;1997).Thisincreaseinreportedlevelsofoccupationalstresshasbeen
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generatedbyanumberof factorsthathaveimpactedonbothsocietyandorganisationsover
the last twentyyears, including:

 Fastorganisationalandtechnologicalchange,leadingtoincreasedjob
complexityandintensityinallindustrial,commercialandservicesectors.
Corporatecollapses,rationalisation,mergers,downsizingandlarge-scale
redundancies,leadingtoincreasingjobinsecurity,andthephasingoutof
theoldcommitmentto ‘jobsforlife’inalmostallprivatesector
organisations.

 Labourmarketrestructuringandderegulation,andreformstoindustrial
relationsandemploymentlegislation.

 Newdemandsonpublicsectoremployees,resultingfromdownsizing,the
partialderegulationofpublicorganisationsand/orthefullprivatisationof
publicly-ownedutilities.

 Increasing'toxicity'insomeworkplaces,causedbyfearsofthethreatof
redundancy or uncertaintiesabout employmentsecurity,andthe
emergenceof'machismo'managementstylesindownsizedorganisations.

 Acrosstheboardincreasesintheaveragehoursworkedbymanyfull-time
employees,particularly inwhite-collaroccupations.

 Increasingspill-overbetweenworkandnon-work,resultingfromincreasing
numbersofwomenenteringtheworkforceandtheemergenceoflarger
numbersofdual-careercouples.

 Newpressureson employees’caused bytheongoing transition from
industrialeconomiesto   Third Wave high-tech andknowledge based
economies.

 Growingpressures on alldomesticorganisations,arising fromthe
increasinglycompetitivenatureoflocal,regionalandoverseasmarkets,and
the globalisationoftradeandcommerce.

Youmay alsorecall amoviefrom themid-1990s,Multiplicity,staringMichaelKeaton.Thistold
thestory of aself-employedbuilderwhowasunable tocopewithall the competingdemands
ofhisworkandfamilylife.Hewasofferedthechancetosolvehisdifficultiesbycloning
himselfintoavarietyofpermutationsofhisoriginalself,withincreasinglycomicresults.
TherehavealsobeenseveralrecentTVseries,inanumberofcountries,whichhaveextolled
thebenefitsofreturningtosimpler,lessclutteredlifestyles.InAustralia,oneofthemost
popularABCseriesofthelate1990swasSeaChange.Thestorylinerevolvedaroundthemain
character’sdecisiontoturnherbackonahigh-pressurelegalpracticeinSydney,andmove
herselfandherchildrentowhatshehopedwouldbeasimplerandlessstressful life ina small
communityonthecoast.TheseTVseriesandMultiplicitycapturedthemoodofthetimes,
andthe growingbeliefthatbothworkandpersonallifewerebecomingincreasinglystressful
inthe 1990s.
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Furthermore,manyofthewordsandphraseswenowassociatewithoccupationalstressare
ofrecentorigin.Theseinclude:workaholic(1968);work-familyconflicts(1970);thethree-
o’clocksyndrome(1980);informationoverload(1985);time-squeeze(1990);presenteeism
(1993);squeezingthepips(1995),deathbyemail(1995),technostress(1995),timepoverty
(1997),hurrysickness(1999),workaddiction(2001),leisuresickness(2002)anddownshifting
(2003).

Therehasalsobeenasteadygrowthinmanifestationsofvarioustypesof‘rage’,including
roadrage,retailrage,barrage,technorage,deskrage,spamrage,telephonerageand,inthe
UK,gardenrage.Wenow have24-hoursupermarkets,24-hourgyms,24-hourrestaurants
and,inseveralcountries,24-hournurseries,allreinforcingtheimpressionthatmodernlife
hasindeedbecomemorecomplex,pressurisedandtime-deficientinrecentyears.Forultra-
busyexecutivesorprofessionals,thereareevenshoesthatcanvacuum thefloorasthey
walkaround.Theinvention,dubbed‘TheShoover’byBritain’sDailyMirror,wasnamed
DustmatebythemanufacturersElectrolux.The gadgetworksbymeansofa tiny
rechargeablevacuum inthesole.AspokesmanforElectroluxsaid,‘Weallhavetovacuum
ourhome-andthisproductisdesignedforbusypeoplewhowanttokeepthehouseworkto
aminimum.Dustmateprovidesacleaningsolutionthatdoesn’ttakeupanypreciousfree
time’(citedinWeirdWorld,2006).

TheLinks betweenOccupationalStress, Well-Beingand Performance

‘Inorderthatpeoplemaybehappyintheirwork,thesethreethingsareneeded:theymustbefitforit;
they mustnotdotoomuchofitandthey musthaveasense ofsuccess in it.’

JohnRuskin,authorandsocialcommentator,1851

‘Healthissonecessarytoalltheduties,aswellasthepleasuresoflife,thatthecrimeofsquanderingitis
equaltothe folly.’

SamuelJohnson, seniorcivilservant,diaristand socialcommentator,18thcentury

Measuringthe impactof stressonindividuals, anditsorganisational costsandconsequences,
remainthesubjectofcontinuingdebatesdebateamongresearchers.Someskepticshave
referredtostressasa‘weaselword’,orasagenericconceptthathasbecomeameaningless
catchallwordusedto‘explain’thenegativeeffectsthatmodern-dayworkandfamily
pressurescanhaveonpeople.Afew researchershavesuggestedthattheconnection
betweenstressorsandtheirimpactonindividualsaremythical,arguingthatmanyofthe
causesandeffectsgroupedunderthebroadheadingof‘stress’shouldbeseparatedoutinto
morespecificrelationships.Itistruetosaythattheenormousrangeofpossiblecausesof
stress,thevarietyofpersonalresponsestostress,combinedwiththeintricatetaskof
separatingoutotherinfluencingfactorsoutsidetheimmediateworkplace,allmakeasimple
assessmentof causeandeffect lessthanstraightforward.

Inthepast,thismayhave ledsomeresearcherstoinfersimplisticcorrelationsbetweenthe
consequencesofoccupationalstress(e.g.highblood-pressureorinsomnia)withastressor
(e.g.overwork),withoutmakingsufficientallowanceforotherpotentialinfluencingfactors,
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suchaspersonalitydifferencesorlifestylefactors(BrinerandReynolds,1999).However,
whiletheremaybesomemethodologicalproblemsassociatedwithmeasuringtheprecise
effectsandconsequencesofoccupationalstress,abalancedreadingofthisliteratureleads
toonlyoneconclusion.Thereisaconsiderablebodyofresearch,accumulatedoverthelast
threedecadesbypsychologists,epidemiologists,andhealthandmedicalresearchers,which
showsthatoccupationalstresshasbecomeasignificantoccupationalhealthissue;onethat
hashadmeasurablephysiologicalandpsychological effectsonmanyemployees(butnotall),
aswellasnegativeknock-oneffectstotheorganisationsthatemploythem.Consequently,
severalgeneralconclusionscanbedrawnfromresearchonoccupationalstressoverthelast
twentyyears:

First,theincidenceofoccupationalstressamongfull-timeprofessionalemployeesincreased
duringthe1990sand2000s,anditsdirectandindirectcostshaverisenyearbyyearinall
industrialisedcountries.Worldwidecountry-nationaldataindicatesthatalargeproportionof
full-time employeesexhibitsymptoms ofoccupationaldistress,although there are
considerablevariationsinthis,bothwithinandbetweendifferentcountries(Cooper,2006a).
Therehasbeenasteadyriseintheaveragenumberofhoursworkedperweekbymostfull-
timemanagerialemployeesandanincreaseintheirworkloads-inintensity,complexityand
duration.Forexample,thepercentageofAustralianprofessionalandmanagerialemployees
workingmorethan50hoursaweekrosefrom22percentin1983to29percentin2003(The
AustralianCentreforIndustrialRelationsResearch,2003).However,thereislittleevidence
thattheself-employedareeitherworkinglongerhoursoraresufferingfromincreasedlevels
of stresswhencomparedto10or20yearsago.

Second,  therehasbeenamarkedincreaseinstressrelatedillnessesinallindustrialised
countriesthroughouttheworld.IntheUSA,theNationalInstituteforOccupationalSafety
andtheAmericanPsychologicalAssociationestimatethatthenationalcostofstressisabout
$US500billionayearin2000(Carlopio,etal,2001:114),withsimilarproratafiguresbeing
reportedintheUKandAustralia.Ithasbeenestimatedthattwo-thirdsofvisitstofamily
doctorsintheUSA,theUKandAustraliaareattributabletostressrelatedillnesses(Robbins
etal.,2001:276).

Third,therewasanincreaseinstressrelatedcompensationclaimsinallindustrialised
countriesduringthe1990s,althoughtherearesignificantregionalvariationsinthese
(Cooper,2006b).Stressrelatedlitigation,alreadywidespreadinUKandUS,hasthepotential
tobecomethesinglelargestproportionofworkers’compensationclaimsinthesecountries
duringthenextdecade.Insomecountries,thegrowthinstress-relatedillnessesisimposing
furtherdemands,strainsandcostsonalreadyover-stretchedandunder-resourcednational
healthsystems(see,  forexample,Cooper,2006a;ForsterandStill,2002;Maguire,2001;
Sternberg,2000;Tabakoff,1999;Cooper1999,1997,1996aand1996b;TheAustralianCentre
forIndustrialRelationsResearch,2003and1998;Beehr,1998).

Fourth,inafew occupations,levelsofstresshavereachedepidemicproportions.For
example,onestudyin1998,reportedthat45percentofAustralia'sArmyofficerswere
sufferingstressrelatedsymptomsthatweresufficientlyserioustowarrantpsychological
counseling.Thereportdescribed theseofficersas,'psychologicaltime-bombs'.Similar
findingswerereportedinthe2000DefenceGreenPaper(Anonymous,2000).Overthelast
decade,severalstudiesintheUKandAustraliahaverevealedthatyounghospitaldoctors
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routinelyworkmorethan100hoursaweekandregularlywork24shifts-withoutabreak.It
wasallegedthattheseworkhours,describedbytheAustralianMedicalAssociationasbeing
'dangerouslylong',wouldleadtopatientdeathsbecauseofpoordecisionsmadebyfatigued
doctors(Mitchell,2000;Taylor,2000).

Fifth,researchintheUSA,theUKandAustraliarevealsthatdistresshasanumberof
negativeeffectsonemployeesandorganisations.Thehealthofemployeesexperiencing
occupationalstressdeclinesovertime,resultinginpoorerworkperformance.Theyaremore
likelytobeinvolvedinaccidentsatworkandtobeabsentfromtheirjobs,andwillbeless
productivewhenatwork.Asnotedearlier,therecanbeothernegativeoutcomes,including
physicaleffectssuchasinsomnia,highercholesterollevels,increasedbloodpressure,a
greaterriskheartdiseaseandheartattacks,andpsychologicaleffectssuchasloweredself-
esteem,increasedangerandanxiety, greatermaritalproblemsandanincreasedlikelihoodof
drugandalcoholabuse(Carlopioetal,2001:115-119).StudiesintheUnitedStateshavefound
thatemployeeswhoworkmorethan48hoursperweekdoubletheirchanceofdeveloping
heartdisease.Inafew cases,thiscanleadtocompletepsychologicalburnoutandeven
death(Tobler,2002;Jex,1998).

Organisationsexhibitinghighsystemicstresslevelssufferfromincreasedratesofstaff
turnover, reducedstaff loyaltyandmayalsoincuradditionalcostswhenreplacingemployees
whohavesuccumbedtostressrelatedillnessesorwhoclaimunfairdismissal.Organisations
thatexhibitsustainedandhighlevelsofstressarelikelytoshowmoresignsoftoxic
behaviouramongtheiremployeesandbullyingofstaff(Bachelard,1999).Therearealso
indicationsthatsuicideratesinthecorporateworldhavegrownbecauseofincreased
workplacepressureanduncertainty.InJapan,Karoshi(‘deathfromoverwork’)stillclaimsat
least 10000livesayear(Peterson,2000;Kageyame,1998).

Therehavealsobeensomemorebizarreindicationsoftheeffectsofoccupationalstress.
EvidencefromBrazil,forexample,indicatesthatthestresscausedbyfearofimpendingjob
lossesandredundancieshadactuallyshrunkthesizeofsomemalepenisesbyanaverageof
twocentimetres.Theworstaffectedgroupswereprofessionalandwhite-collarworkers
(citedinTheAustralian,10October1998).Conversely,thereissomeevidencethatwomen
havebeguntoexperiencemore'male'stresssymptoms,suchashairloss,asaresultof
'testosteroneoverload'.Women,havingtakenonanincreasingnumberoftraditionallymale
rolesintheworkplace,haveadoptedmoreaggressiveandcompetitiveworkingstyles.In
turn,thishasmade themmore sensitive tothemalehormonetestosteroneand,
consequently,thethinningof theirhairandeven baldness(Norton,1997).

The effects ofoccupationalstress

Oneoftheproblemswithdistressisthatitsnegativeeffectscanstarttotakeholdbefore
peoplestarttorecognisethatthisishappening.Itmaytakeacrisisinanindividual'slifeto
triggertherealisationthatsomethingisgoingwrong,suchasanextremelynegative
performanceappraisal, beingavoidedbycolleaguesatwork,extremeweightgain,alcoholor
drugabuse,beingshunnedbyfriends,thecollapseofarelationshiporchildrenhaving
behaviouralproblems.Warningssignsthatmayindicatetheexistenceofsignificantlevelsof
distressinclude:
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 Losingyoursenseof humourorjoide vivre.

 Losingconcentrationorexperiencingmemory loss.

 Havingmoredifficultiessolvingproblemsormakingdecisionsatwork.

 Feelingthatyoualwayshavetoomuchworktodoorfailingtomeetwork
deadlines.

 Increasinglevelof complaintsfromcustomersorclientsthatyoudealwith.

 Becomingmore irritableoraggressivewiththepeopleyouworkwith.

 Wonderingwhyyoubotherdoingyourcurrent job.

 Constantlytakingworkhome.

 Feelingthatyouare losingcontroloveryourlife.

 Becomingawarethat friendsseem tobe avoidingyou.

 Increasingtensionorargumentswithyourpartner,spouseorchildren.

 Abusingalcohol, smokingorusingrecreationaldrugs.

 Regularlychewingorbitingyourfingernailsortoenails.

 Constantlywakingupfeelingtiredinthemorningand/orsufferingfrom
insomnia.

 Usingsleepingtabletsona regularbasis,.

 Notcaringaboutyourappearance.

 Bingeeatingorputtingonweight.

 Lossof libidoandsexualdrive

Peopleexperiencingmorethanathirdof thesesymptoms,may bestartingtosuffer fromthe
effectsofoccupationalandlife-distressandshouldconsiderdevelopingstrategiestodeal
withthese.Iftheydoignorethem,thesituationmayworsen.Researchhasshownthatonce
'activated', thehumanstressresponsegoesthroughthreedistinct phases. These are:

An alarm phase

Thesympatheticnervoussystemgivesthebodyan‘allstations’alarm.Thisisanemergency
responseandcanonlyendureforafewhoursatmost.Theheartwillstarttobeatfasterto
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pump bloodtosupply moreenergy, particularly tothemuscles. Thisforcesthebody topump
stresshormonesintothebloodstream,suchasadrenaline,cholesterolandcortisol,creating
aburstofenergyandarousal.Thesechemicalsalsoslowdowndigestiveprocessesandalso
increasebloodsugarandfibrinogenlevels(whichcanaccelerateclottingintheblood),and
speed uptherateof breathingandthe heartbeat.

Aresistancephase

Signifiesthestagewhenthebodytriestoadjusttothestressorsitisencountering.Atthis
stage,alotofenergyisburntupjustcopingwiththeattempttofunctionnormally.
Managersmaybecomeawareoffeelingsoftiredness,aloweredsenseofwell-beingand
experiencemore difficultieswithdecision-making.

An exhaustion phase

Iffight-flightresponsesoccurfrequently,overaperiod oftime,thebody’sdefence
mechanismswillstarttoweaken.Atthispoint,anindividualmaydevelopphysicalsymptoms
suchasfatigue,headachesandinsomnia,andpsychologicalsymptomssuchasimpatience
andaggression.Overextendedperiods,theymaythendevelopmedicalproblems,suchasa
weakenedimmunesystem,high blood pressure andpsychologicalchangessuch as
depression.Highlevelsofdistresshavethepotentialtoaffectallthreemajorsubsystemsof
anindividual'sphysiology:thecentralandperipheralnervoussystems,theendocrinesystem
-whichdealswithhormonalbalancesinthebody,andtheimmunesystem -thebody’s
defenseagainstexternalinfections.Overtime,ahighlevelofcortisolsteadilyweakensthe
humanimmunesystem,andreducesthebody’sabilitytofightofftheproductionofcancer
cells,Type2diabetesandevencancer(Sternberg,2000;Burg,1992).Sustaineddistressand
exhaustionphasescanthen lead to:

 Reducedhigherorderbrainfunctioning-leadingtolowercognitiveand
creativefunctioning abilities.Thefight-flightresponseeffectivelyshuts
downanindividual’shigherorderandcreativefacultiesuntilthethreathas
passed.

 Greaterintoleranceofambiguityanduncertainty-leadingtoaninabilityto
copewith ‘fuzzy’situations.

 Reducedabilitytodealwithcomplexproblems,slowerdecision-making
capabilitiesandanincreasedchanceofmakingmistakes atwork.

 Greateranger, impatienceandhostility towardsothers.

 Areducedabilitytomanagetime-leadingtotheclassic‘headless-chicken’
modeofpolyphasia(tryingtodotoomanythingsatonce).Thismeansthat
tasksmaynotbecompletedon timeandtheemergenceofaself-
perpetuatingviciouscirclewithanincreasingnumberof taskstocompletein
lessandlesstime.
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 Insomnia,andevenmorestressasaresultoffeelingperpetuallytired,while
not beingabletosleepwell andrecoverat night.

Insummary,distresscanhaveanumberofnegativeeffects.Theserangefromminor
problems,such asfatigue,insomniaandirritabilitytofullblown depression.Some
consequencesmayalsobecognitive,suchaspoorerconcentration,short-termmemoryloss,
mentalblocksandloweredattentionspans. Othereffectsofstresscanincludegreaterriskof
accidents,alcoholanddrugabuseandexplosivetemperlosses.Increasedoccupational
stressmay alsohave animpactonmaritalrelationships.Insomecases, sustained exposureto
highlevelsofdistresscanleadtocompletepsychologicalburnout.Inafewextremecases,
severedistresscaneventuallykillpeople(Cooper,2006a;Lazarus,1999;Levietal,1998;Levi,
1984; Toates,1995;Asterita, 1985;Stawetal,1981;Selye1974).

PersonalityandStress

Whilestresscanhavegenericeffectsonpeople, individualdifferenceshaveamajorinfluence
onthewaypeoplehabituallyreacttoandcopewithstress.Consequently,externallifeand
workstressorsdo affectpeopleinverydifferentways.Forexample,attheBritish
PsychologicalSociety’sConferenceinLondoninDecember1999,researchersreportedthat
stresslevelsamongmenshoppingwiththeirpartnersorwiveswereashighasthoseof
fighterpilots and policemen-inaction.In contrast,theirpartners/wives reported
experiencingoptimum levels ofstressduringthese‘shoppingepisodes’.

AsurveyofEuropeanPoliceForces,conductedin1996,revealedthatone-quarterofUK
policepersonnelreportedbeing‘highlystressed’-becauseofthepressuresoftheirwork,
thenatureofthepeopletheydealtwith,conflictingworkdemandsandverylongworking
hours.ThesurveyalsolookedatSwedishanti-terroristpolicepersonnel.Theytooreported
being‘highlystressed’,but thiswascausedof a lackofwork(ForsterandStill,2002:12).

Inordertoreflectonhowyourpersonalitymayinfluencethewayyoureacttostress,please
complete Exercise2.2before readingthe followingsection,.
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Exercise2.2

Pleaseread throughthestatements below.Then,onthe1-5scale below,ratewhichofthetwo
statementsbestdescribehowyoubehaveatworkandhowyouuseyourleisuretime.Thereareno
‘right’or‘wrong’ answersand firstresponse answersarebest.

I‘measy going
and getonwell
withpeopleatwork

1 2 3 4 5 Ioftenfindmyself
inconflictwith
people atwork

Iusuallyfeelin 1 2 3 4 5 Iusuallyfeelhyper-
controlatwork activeandoften feel

rushed atwork

I’mnotconfrontational 1 2 3 4 5 Ilikeconfrontation
and prefercooperation
tocompetition

and amverycompetitive

Idothingsone at 1 2 3 4 5 Iregularly takeon
atime multipletasksorprojects

I’ma goodlistener, 1 2 3 4 5 Ifinditdifficulttolisten
toandenjoy hearing otherpeoplewithout
otherpeople’s views
andopinions

wantingtofinish
theirsentencesforthem

I’musuallycalm
and placidatwork

1 2 3 4 5 Icanoftengetfrustrated
andangry atwork

I’mabletofocuson 1 2 3 4 5 Ioftenseemto
afewworkgoals
atatime

have toomany
thingstodoatonce

Ifinditeasy torelax
andunwindorsimplydo

1 2 3 4 5 Ifindit hardto
relaxandunwind,

nothing anddislike having
nothing todo

Ialwaysmakesure 1 2 3 4 5 IoftenfindthatI
thatIcan spendquality can’tspendtime
timewithmyfamily withmyfamily
regardlessofwork
commitments

becauseofwork
commitments

Ihaveotherinterests
outsidework

1 2 3 4 5 Iammainly
interestedinmywork

Pleaseaddupyourtotalscore:
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Interpretingyourscore

10-20:YousharemanycharacteristicswithTypeB and Hardy personalities.

21-30:YousharemanycharacteristicswiththeTypeB andHardypersonalities,witha fewTypeAtraits.

31-40:You have severalcharacteristicsoftheTypeApersonality,witha fewTypeB and Hardytraits

41-50:YousharemanycharacteristicswiththeTypeApersonality.

Pleasenote thatthese scoresare indicativeonly(Adapted fromFriedmanandRosenman,1974)

Pure‘TypeA’personalitiesareoftenverydriven,competitive,ambitiousandimpatient,and
aresometimesdescribedas‘hotreactors’-pronetoexplosiveangeroutbursts.Theyoften
exhibitpolyphasicbehaviour(tryingtodotoomanythingsatonce),neverseem tohave
enoughhoursinthedayandmayhavepoortime-managementskills. They usually feelrushed
andunderpressure.Theymayhaveunder-developedinterpersonalskillsandbetoxicintheir
dealingswithfellowemployees.Theylovethesoundoftheirownvoices,butusuallyfindit
difficulttolistenactivelytoothers.Consequently,theyofteninterruptotherpeopleduring
conversationsandliketo finishtheirsentencesforthem.Feelings,emotionsorself-
disclosureplaynopartintheirmanagementstyleandtheybelievethattheyhaveto'kick
butts'or'bangheads'togetresultsfromtheiremployees.Theymayhavefew leisureor
recreationalinterestsoutsideworkandfinditveryhardtorelaxandsimply'be'.Whilemany
TypeApersonalitieswouldattributetheirsuccesstomanyofthesetraits-andtheseare
often associatedwith'macho'management-itispreciselybecause theythriveon
aggression,anger,cynicism,arousalandcompetitionthattheyareunabletodevelop
resiliencytostressand,asa result,maybemoreprone toheartattacks(Kawachi,1998).

Attheotherextremearepure‘TypeB’personalities.Theyaremuchmoreeasy-goingand
monophasic(focusedononetaskatatime)andbettertimemanagers.Whiletheymaybe
ambitious,theyare lessovertlycompetitivethanTypeAs. Theyrarelyfeelrushed,evenwhen
underpressure.Theyarebettertime-managers,delegatorsandpeoplemanagers.They
speakslowlyandenjoylisteningtootherpeople.Theyhaveinterestsoutsidework.TypeB
personalitiesmayalsohavesomeofthecharacteristicsofwhatpsychologistsdescribeas
‘HardyPersonalities’.Suchpersonalitieshavewhatpsychologistcalla‘highinternallocusof
control’.Thismeansthattheybelievethattheyareincontroloftheirlives,andarenotthe
victimsofexternaleventsbeyondtheirinfluence.Thebeliefthatoneisincontrolofeventsis
closelylinkedtohighself-esteemand,inturn,thisisassociatedwithhighlevelsofself-
motivation.Theyalsohaveapositivesenseofinvolvementwithothersinsocialsituations.
Theyhaveatendencytoperceiveorwelcomemajorchangesinlifewithinterest,curiosity,
andoptimism.Theyliketolearnnewthings,andhaveachild-likeenthusiasm andcuriosity
fornewthings(Segerstrom,1998;FriedmanandRosenman,1974).




