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LEADERSHIP

Introduction: Why
Leadership Matters
T h i n k  o f a l l  t h e  p eo p l e  w h o  h av e
b een  y o u r l ead ers at  so m e p o i n t . T ry
t o  rem em b er t h e i r l ead ersh i p  st y l e
an d  t h e  w ay  t h ey  i n t erac t ed  w i t h
p eo p l e. Di d  y o u  feel  th ey  w ere great ,
av erage o r d o w n ri gh t  l o u sy  l ead ers?

I  re c e n t l y  a sk e d  a  n u m b e r o f
p eo p l e to  d o  th i s ex erc i se b ec au se I
w an ted  to  k n o w  w h eth er m y  p erc ep -
t i o n  w as u n i q u e o r m ai n stream . U n -
fo rtu n atel y, I fo u n d  th at  m y  p erc ep -
t i o n  w as sh ared  b y  m an y. T h ere are
o n l y  a few  great  l ead ers to d ay ; av er-
age an d  l o u sy  l ead ers tru l y  ab o u n d .

H o w e v e r,  w h e n  a s k e d  a b o u t
great  d o c to rs, t eac h ers o r o th er p ro -
fessi o n al s, p eo p l e c an  u su al l y  m en -
t i o n  m an y  n am es. W h y  th i s d i sc rep -
an c y ?

Do  o n l y  i n c o m p et en t  o r av erage
p e o p l e  a i m  f o r l e a d e rs h i p  p o s i -
t i o n s?

I d o nÕt  th i n k  so . M y  ex p l an at i o n  i s
si m p l e. O n e c an  av ai l  o f fo rm al  ed u -
c at i o n  fo r m o st  p ro fessi o n s, b u t  th ere
i s h ard l y  an y  fo rm al  ed u c at i o n  fo r
l ead ers.

T h i n k  ab o u t  i t .  Fo r t h e m o st  i m -
p o rt an t  jo b  i n  a c o m p an y , w e en gage
p eo p l e w i th  n o  fo rm al  ed u c at i o n  fo r
t h e p o si t i o n . W e ju st  b el i ev e, o r at
l e as t  h o p e ,  t h a t  t h e y  w i l l  h av e  a
n at u ral  f l a i r fo r l ead ersh i p .  T h ere
are v ery  few  c o m p an i es th at  ac tu al l y
p rep are a p erso n  fo r l ead ersh i p  p o -
s i t i o n s ,  a n d  t h e  p ro gra m s  t h e s e
c o m p an i es h av e i n  p l ac e are o ft en
to o  gen eral  an d  n o t  fo c u sed  en o u gh
o n  th e sp ec i fi c  n eed s o f t h e i r p o s-
si b l e l ead ers.

If i t  i s a k n o w n  fac t  th at  th e re-
q u i red  n u m b er o f l ead ers d rast i cal l y
o u tw eigh s th e n u m b er o f Òb orn  l ead -
ersÓ, w h y  canÕt th e to p  m an agers o f or-
gan i z at i o n s d o  an y th i n g si gn i fi c an t
ab o u t  th e si tu at i o n ? H ere are th ree
p o ssi b l e reaso n s:
1 ) T h ey  th i n k  th at  th i n gs are O K th e

w ay  th ey  are.
2 ) T h ey  b el i ev e th at  i t  i s su ffi c i en t  for

th e CEO  to  b e a great  l ead er; th e
rest  sh o u l d  ju st  fo l l o w . T h i s w ay  o f
th i n k i n g ex c l u d es th e m an agers
fro m  b e i n g great  l ead ers t h em -
sel v es.

3 ) T h ey  are aw are o f th e p ro b l em  b u t
d o nÕt k n o w  h o w  to  fi x  i t  or th ey  are
n o t  ab l e t o  m easu re th e c o st  o f
p o or l ead ersh i p , an d  th u s are u n -
ab l e to  cal cu l ate th e Retu rn  O n  In -
v estm en t (RO I) for l ead ersh i p  d e-
v el o p m en t.
H ew i t t  A sso c i ates, o n e o f th e l ead -

i n g gl o b al  h u m an  reso u rces m an age-
m en t  c o n su l t i n g c o m p an i es, fo u n d
th at  a c l ear i n d i cator o f go o d  or p o or
l ead ersh i p  i n  an  o rgan i z at i o n  i s th e
l ev el  o f en gagem en t o f th e em p l o y ees.
Fu rth erm ore, th ey  fo u n d  c l ear correl a-
t i o n s b etw een  en gagem en t an d  p ro fi t-
ab i l i t y , an d  gro w th  an d  sh areh o l d er
v al u e.

T h e  n u m b ers  i n  Ex h i b i t  I  are
b ased  o n  a seri es o f stu d i es b y  M ark
H u sel i d  at  Ru tgers U n i v ersi t y  c o m -
p ari n g o rgan i z at i o n s w i th  h i gh  l ev el s
o f en gagem en t  w i th  S&P 5 0 0  c o m p a-
n i es.

T h i s m ean s, v i a em p l o y ee en gage-
m en t , i t  i s p o ssi b l e t o  m easu re th e
l ead ersh i p  qu al i ty  o f an  organ i zat i o n
an d  c al cu l ate an  RO I fo r l ead ersh i p
d ev el o p m en t i n i t i at i v es.

To d ay, th ere i s l i t t l e d o u b t th at  i n -
d i v i d u al  ex ecu t i v e co ach i n g i s o n e o f
th e m o st  effec t i v e i n terv en t i o n s fo r
l e a d e rs h i p  d e v e l o p m e n t .  ÒThe
Manchester survey of 140 companies
shows 9 in 10 executives believe coach-
ing to be worth their time and dollars.

Developing Great Leaders through Coaching

Developing leadership talent must be a prime task for any
leader as it benefits both the leader and the organization.
Coaching is an important leadership tool and an ideal
approach for developing great leaders.

Nurturing Leadership Talent
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The average return was more than $5
for each $1 spent.Ó1

Lead ersh i p  q u al i t y  m ay  b e  t h e
m o st  i m p ortan t  su ccess fac tor for an y
organ i zat i o n . Em b ark  o n  th i s jo u rn ey
w i th  m e to  d i sco v er so m e o f th e se-
crets o f fi rst-c l ass l ead ersh i p  an d  h o w
i t  can  b e d ev el o p ed .

Career  Development and
Top Talent Retention
W h at m ak es p eo p l e w an t to  l eav e th ei r
co m p an y ? Ex i t  i n terv i ew s co n d u c ted
b y  th e Saratoga In st i tu te i n  th e U SA ,2

rev eal  th at  l ess th an  2 0 % o f al l  em -
p l o y ees l eav e th ei r jo b s for b et ter p ay,
b en efi t s an d  p erk s. M o re i m p o rtan t
reaso n s fo r em p l o y ees v o l u n t ari l y
l eav i n g jo b s are:
¥ M i sal i gn m en t  o f m u tu al  ex p ec ta-

t i o n s
¥ Perso n -jo b  m i sm atch
¥ In su ffi c i en t  c o ac h i n g an d  feed -

b ack
¥ Percep t i o n  o f p o or career-ad v an ce-

m en t p ro sp ec ts
¥ W ork -l i fe i m b al an ce
¥ Di stru st o f sen i or l ead ersh i p
¥ Lo w  co n fi d en ce i n  sen i o r l ead er-

sh i p .
Based  o n  m y  o w n  w orl d w i d e cor-

p orate ex p eri en ce an d  co ach i n g w ork
w i th  c l i en ts, i t  seem s th at  th ese U S
fi n d i n gs are v ery  si m i l ar to  th e cu rren t
w o rk  si tu at i o n  i n  Eu ro p e an d  A si a.
A p p aren t l y, th e b asi c  n eed s o f p eo p l e
are th e sam e w o rl d w i d e, an d  th ese
are:
¥ T h e n eed  to  b e resp ec ted  an d  ac-

k n o w l ed ged
¥ T h e n eed  t o  b el o n g t o  a w o rt h -

w h i l e gro u p
¥ T h e n eed  t o  b e rec o gn i z ed  as a

w orth y  h u m an  b ei n g.
O b v i o u s l y ,  t h e  c o m p e t e n c e  o f

l ead ersh i p  i n  an  organ i zat i o n  can  h av e
a h u ge effec t  o n  th ese n eed s an d , co n -
seq u en t l y, o n  th e p erfo rm an c e l ev el
an d  reten t i o n  rate w i th i n  th e organ i za-
t i o n .

A n  e m p l o y e e Õs  p e rsp e c t i v e  i s
si m p l e: to  p erform  b etter w h en  h e can
see th at  h i s p erform an ce i s v al u ed  an d

m em b ers o f th e team .
¥ W i th  su c h  a c u l tu re, em p l o y ees

fro m  o th er d ep artm en ts p erc ei v e
t h e  m an agerÕs d ep art m en t  as a
p l ace o f o p p ortu n i ty  for th ei r o w n
ad v an c em en t . H en c e, t h i s m an -
ager w i l l  at trac t  th e b est  tal en t  to
w ork  for h i m .
Fo r a l ead er w h o  rec o gn i z es th e

b en efi ts o f su p p ort i n g th e career ad -
v an cem en t o f h i s team  m em b ers, w h at
are th e k ey  co m p eten c i es requ i red  to
d o  th i s su ccessfu l l y ?

a) Fa) Fa) Fa) Fa) Feedback and Feedback and Feedback and Feedback and Feedback and Feed-Feed-Feed-Feed-Feed-Forwardorwardorwardorwardorward
O n e o f th e m o st  b asi c  an d  i m p ortan t
n eed s o f an y  h u m an  b ei n g i s th e n eed
fo r rec o gn i t i o n . Pro v i d i n g feed b ac k ,
w h eth er p o si t i v e or n egat i v e, tel l s an
em p l o y ee th at  h e i s rec o gn i z ed  as a
p erso n . In  fac t , recei v i n g n o  feed b ack
at  al l  i s w orse th an  recei v i n g n egat i v e
feed b ac k . H o w ev er, i f a su p eri o r fo -
cu ses o n l y  o n  th e w eak n esses o f an
i n d i v i d u al , m o ral e w i l l  b e ad v ersel y
affec ted  so m ew h ere d o w n  th e l i n e.

A  fi rst-c l ass l ead er tak es an y  o p -
p ortu n i ty  to  p ro v i d e h o n est  feed b ack ,
go o d  o r c ri t i c al .  Id eal l y , h e fo c u ses
fi rst  o n  th e stren gth s o f an  em p l o y ee
an d  h igh l i gh ts th em , th u s p ro v i d i n g a
p o si t i v e atm o sp h ere. O n c e th e p o si -
t i v e p o i n ts h av e b een  rai sed  an d  d i s-
cu ssed , areas for i m p ro v em en t can  b e
ad d ressed .

If an  em p l o y ee i s n o t  tal en ted  at  al l
fo r c ert ai n  task s, i t  i s u su al l y  m o re

h o w  h i s p erform an ce affec ts h i s career
i n  th e l o n g ru n .

If th i s i s so  c l ear, h o w ev er, w h y  d o
m an y  m an agers h esi tate to  n u rtu re th e
career ad v an cem en t o f th ei r em p l o y -
ees, esp ec i al l y  th ei r to p  tal en t?

M an y  l ead ers are afrai d  t o  l o se
th ei r b est  p erfo rm ers after a p ro m o -
t i o n  to  an o th er p o si t i o n  i n  an o th er d e-
p artm en t. A fter al l , th ey  w o u l d  h av e to
l o o k  for a rep l acem en t, retrai n  th e n ew
p erso n  an d  so  o n Ñ w h i ch  al l  l ead  to
ad d i t i o n al  w ork  an d  co st , an d  p erh ap s
a d ro p  i n  o v eral l  p erform an ce o f th e
l ead erÕs team .

W h at i s th e effec t  o f th e l ack  o f ca-
reer ad v an c em en t  o n  th e c o m p an y ?
Em p l o y ee p erform an ce i s n o t  as h igh
as i t  co u l d  b e an d  th e b est  p erform ers
ev en tu al l y  l eav e th e co m p an y  b ecau se
th ey  c an n o t  see w h ere th ei r c areers
are h ead ed .

LetÕs l o o k  at  th e o th er si d e o f th e
co i n . W h at h ap p en s w h en  a m an ager
ac tu al l y  n u rtu res th e career d ev el o p -
m en t o f h i s staff? Yes, to p  tal en t  m igh t
l eav e th e d ep artm en t a b i t  earl i er th an
i n  th e o th er scen ari o  b u t  th ere are al so
co n si d erab l e b en efi ts for th e m an ager
w h o  ad o p ts th i s at t i tu d e:
¥ H i s team  feel s th at  i t  i s w orth w h i l e

to  p erform  w el l , as th ere are real
ch an ces to  p rogress i n  o n eÕs career,
l ead i n g to  a p o si t i v e effec t  o n  o v er-
al l  p erform an ce.

¥ H i s at t i tu d e fo sters a p erform an ce
an d  p ro gress c u l t u re am o n g al l

Nurturing Leadership Talent

1 T h e Den v er Po st , Sep tem b er 2 , 2 0 0 1 .
2 Bran h am  L. The 7 H idden Reasons Employees

Leave. N Y: A m eri can  M an agem en t  A sso c i at i o n ;
2 0 0 5 .

ExhibitI
ThePowerof EngagedEmployees

Source:Leadership& Talentin Asia,HewittAssociates

Say
Consistentlyspeakpositively
abouttheorganizationto
Co-workers,potential
employeesandcustomers

Stay
Haveanintensedesireto be
amember of the
organization

Strive
Exert extraeffort andengage
in behaviorsthatcontribute
to businesssuccess

US$3,800
moreprofits

per
Employee

US$18,600
moremarket

valueper
Employee

US$27,000
moresales

per
Employee
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p ro d u c t i v e t o  fi gu re o u t  h o w  su c h
task s co u l d  b e d el egated  or h o w  th e
em p l o y ee can  w ork  aro u n d  th em . It  i s
a b etter i d ea to  b u i l d  o n  th e stren gth s
o f th e em p l o y ee rath er th an  to  fi x  h u ge
w eak n esses.

For i n stan ce, w o u l d  y o u  p u sh  a tal -
en ted  sw i m m er w h o  i s n o t  a tal en ted
ru n n er t o  b ec o m e a b et t er ru n n er?
W i th  ex ten si v e trai n i n g, th ere m ay  b e
so m e i m p ro v em en t, b u t  th at  p erso n  i s
u n l i k el y  to  b eco m e a w orl d -c l ass ru n -
n er. H o w ev er, i f y o u  p u t  th e sam e en -
ergy  an d  effo rt  i n to  m ak i n g h i m  an
e v e n  b e t t er sw i m m er,  t h e  p erso n
m i gh t  h av e  a c h an c e  t o  b ec o m e a
w orl d -c l ass sw i m m er.

FFFFFeed-forwardeed-forwardeed-forwardeed-forwardeed-forward
I u se th e term  Òfeed -forw ard Ó to  d raw
at t en t i o n  t o  t h e fu t u re rath er t h an
d w el l  o n  th e p ast . T h e feed b ack  p ro -
cess sh o u l d  l ead  to  a feed -forw ard  p ro -
cess, i n  w h i ch  b o th  th e l ead er an d  h i s
team  m em b ers d i scu ss h o w  to  l earn
fro m  th e p ast  an d  m o v e fo rw ard  to
ach i ev e go al s an d  p rep are for th e n ex t
career step . T h i s d i scu ssi o n  sh o u l d  i n -
c l u d e agreem en ts o n  h o w  th i n gs w i l l
b e d o n e d i fferen t l y , i d en t i fi cat i o n  o f
to o l s, l earn i n g an d  assi stan ce n eed ed
to  ach i ev e th e go al , an d  l ast  b u t  n o t
l east , c l ari fi c at i o n  o f th e ro l e o f th e
l ead er i n  th i s p ro cess.

b) Coaching and Supporting Pb) Coaching and Supporting Pb) Coaching and Supporting Pb) Coaching and Supporting Pb) Coaching and Supporting Peopleeopleeopleeopleeople
Coach i ng i n  th i s con tex t m ean s to  d i s-
p l ay  th e fo l l o w i ng core coach i ng sk i l l s:
¥ Estab l i sh i n g a d eep  l ev el  o f tru st
¥ A c t i v e l i sten i n g
¥ Po w erfu l  qu est i o n i n g
¥ A gree i n g o n  c areer st ep s t o  b e

ach i ev ed
¥ Keep i ng th e em p l o y ee accou n tab l e.

LetÕs n o t  fo rget  th at  w e w an t  t o
su p p ort  th e em p l o y ee i n  h i s career ad -
v an cem en t. Em p ty  p ro m i ses w i l l  n o t
d o  th e jo b  an d  w i l l  h av e a stro n g ad -
v erse i m p ac t  o n  th e tru st  l ev el  b e-
tw een  a l ead er an d  h i s team  m em b ers.

A l so , to  assure a h igh  l i kel i h ood  of
ach i ev ing th e i n ten d ed  goal s, a l ead er
sh ou ld  l eav e as m u ch  ow n ersh ip  as pos-
si b l e w i th  h i s em p l o y ee, i .e., th e em -

p loy ee sh ou ld  determ in e h i s ow n  n ex t
steps and  acti on s. O f course, th e m an-
ager sh ou ld  fac i l i tate th i s process an d
en cou rage th e b est p o ssi b l e ou tco m e.
A n  ap p ro p ri ate c o ach i n g m i n d set  i s
v ery  h elp fu l  i n  ach iev ing th i s.

c) Rc) Rc) Rc) Rc) Rewarding Pewarding Pewarding Pewarding Pewarding Performanceerformanceerformanceerformanceerformance
W h i l e m o n etary  rew ard s are so m e-
t i m es ap p ro p ri ate, i t  i s o ften  forgo tten
th at  a m an ager h as a v ari ety  o f o th er
t o o l s  a t  h i s  d i s -
p o s a l  t o  re w a rd
go o d  p e rf o r-
m a n c e .  O n e  o f
th ese to o l s i s to  ex -
ten d  th e resp o n si -
b i l i ty  o f a tal en ted
an d  h igh -p erform -
i n g em p l o y ee.

Fo r e x a m p l e ,
a n  o u t s t a n d i n g
e m p l o y e e  m i gh t
n o t  b e  i m m e d i -
atel y  p ro m o ted  to
a l ead ersh i p  p o si t i o n  b u t  co u l d  b e p ro -
m o ted  to  b eco m e th e d ep u ty  o f th e d e-
p artm en t h ead , or a h igh -p erform i n g
sal esp erso n  c o u l d  b e en tru sted  w i th
so m e o f th e k ey  acco u n ts o f th e co m -
p an y. T h i s ap p ro ac h  c an  b ri d ge th e

t i m e gap  b et w een  t h e p resen t  an d
w h en  a h igh er p o si t i o n  i s av ai l ab l e. It
al so  k eep s to p  tal en t  l o y al  an d  p er-
form i n g w el l .

What Great Leaders Do
W h at  ac t u al l y  i s great  l ead ersh i p ?
H o w  d o  w e k n o w  th at  a l ead er i s tru l y
effec t i v e? I p art i cu l arl y  l i k e th e d efi n i -
t i o n  o f  l e a d e rs h i p  b y  Dw i gh t
Ei sen h o w er:

ÒLeadership is
the art of getting
someone else to do
something you
want done be-
cause he wants to
do it.Ó

O b v i o u s l y ,
t h i s i s w h at  get -
t i n g p e o p l e  e n -
gaged  i s al l  ab o u t.
O f c o u rse,  t h at Õs
e as i er sa i d  t h an
d o n e.

For m y  b o o k  The Groupness Factor3

I research ed  h o w  great l ead ers i n  b o th
p o l i t i cs an d  b u si n ess m an aged  to  get
th ei r fo l l o w ers w an t i n g to  d o  w h at
th ey  w an ted  th em  to  d o . I fo u n d  th at
al l  o f th em  ach i ev ed  a h i gh  l ev el  o f
Ògro u p n essÓ, a term  c o i n ed  b y  p sy -
ch o l ogi sts i n  th e 1 9 7 0 s w h i ch  co u l d
b e d escri b ed  as a Òsen se o f b el o n gi n g
to  a gro u p Ó.

Gro u p n ess i s an  age-o l d  co n cep t .
S i n ce th e b egi n n i n g o f h u m an  ev o l u -
t i o n  i t  h as d eterm i n ed  th e su rv i v al  o f
gro u p s i n  so -c al l ed  h u n ter-gath erer
so c i et i es. T h ro u gh o u t h u m an  h i story,
great l ead ers co n sc i o u sl y  or su b -co n -
sc i o u sl y  w ere ab l e to  i n sp i re stro n g
gro u p n ess am o n g th ei r fo l l o w ers an d
th u s ac h i ev ed  h i gh  en gagem en t  fo r
th ei r cau ses.

Con-groupness and
Dis-groupness
H o w ev er,  gro u p n ess c an  w o rk  b o th
w ay s. It  can  su p p ort  th e cau se o f th e
l ead er w h i ch  I c al l  Òc o n -gro u p n essÓ
(Ôc o nÕ stan d s fo r Ôc o n stru c t i v eÕ) o r i t
can  d i sru p t th at  cau se, w h i ch  I d efi n e
as Òd i s-gro u p n essÓ.

Lead ers w h o  w an t  to  create an d
en h an c e gro u p n ess i n  o rgan i z at i o n s
or co m p an i es h av e a go o d  h ead start ,

To assure a high
likelihood of

achieving the
intended goals, a

leader should leave
as much ownership
as possible with his

employee

3 Lan g C. The Groupness Factor – H ow to Achieve a
Corporate Success Culture through First-Class
Leadership H o n g Ko n g: Progress-U  Ltd .; 2 0 0 5 .
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si n c e  t h e  gro u p  m em b ers a l read y
sh are c o m m o n  gro u n d Ñ th ey  are al l
p art  o f th e organ i zat i o n . H o w ev er, th e
form ati o n  o f su bgro u p s w i th i n  an  or-
ga n i z a t i o n  c a n n o t  p o s s i b l y  b e
av o i d ed .  T h i s, i n  tu rn , p o ses a h u ge
ch al l en ge to  an y  l ead er b ecau se o f th e
u n seen  co m p et i t i o n  b etw een  an  orga-
n i z at i o n al  gro u p  an d  i t s su b gro u p s.
Id eal l y , th e cu l tu re o f an y  su b gro u p
sh o u l d  b e al i gn ed  w i th  th e cu l tu re o f
th e organ i zat i o n , b u t  th i s d o es n o t  al -
w ay s h ap p en .

Let m e gi v e y o u  an  ex am p l e. O n e
o f m y  c l i en ts i s th e A si an  regi o n al  o f-
fi ce o f an  A m eri can  tech n o l ogy  co m -
p an y. M y  c l i en tÕs c o m p an y  o p erates
re l a t i v e l y  i n d e p en d en t l y  fro m  i t s
m o th er co m p an y  i n  th e U n i ted  S tates,
an d  h as o v er 4 0 0  em p l o y ees i n  H o n g
Ko n g u n d er a t y p i c al  o rgan i z at i o n al
setu p  (R&D, p u rc h asi n g, sal es, ser-
v i ces, fi n an ce, etc .).

A fter i n i t i al  an al y si s d o n e w i th  se-
n i or m an agem en t an d  i n terv i ew s w i th
so m e staff m em b ers, w e d i sc o v ered
th at  th e sal es d ep artm en t d ev el o p ed  a
u n i q u e c u l t u re n o t  ex ac t l y  al i gn ed
w i th  th e corp orate cu l tu re. T h e sal es
p eo p l e fel t  th ey  d i d nÕt get th e resp ec t
t h e y  d e serv ed  fro m  o t h er d ep art -
m en ts. T h ey  sai d  th at  th e o th ers w ere
e n v i o u s  b e c a u s e  t h e y ,  t h e  s a l e s
p eo p l e, m ad e m ore m o n ey  an d  trav -
el ed  frequ en t l y.

T h e sal es p eo p l e o ften  h eard  co m -
m en ts l i k e, ÒT h ese sal es gu y s tak e v a-
c at i o n s sp o n so red  b y  th e c o m p an y,
stay  i n  ex p en si v e h o tel s an d  get p ai d
m ore th an  u s, w h o  d o  al l  th e w ork .Ó
T h i s si tu at i o n  created  an  u n h eal th y
d y n am i c . Co m m u n i c at i o n  b etw een
sal es an d  th e o th er d ep artm en ts d ete-
ri o rated , an d  gro u p n ess am o n g th e
sal es team  i n creased Ñ b u t n o t  for th e
organ i zat i o nÕs go o d . In  fac t , th e co n -
fl i c t  b ecam e i n creasi n gl y  u n b earab l e
b ec au se th e sal es p eo p l e so l d  p ro d -
u c ts th at  w ere d i ffi cu l t , i f n o t  i m p o s-
si b l e, to  d el i v er. T h e organ i zat i o n  h ad
to  d eal  w i th  m an y  d i ssat i sfi ed  cu sto m -
ers an d  m u ch  fi n ger-p o i n t i n g.

Lead ers m u st real i ze th at  th e stro n -
ger th e gro u p n ess o f an  organ i zat i o n al

gro u p , th e l esser th e p o w er an d  i n fl u -
en ce o f i ts su bgro u p s. It  i s fu t i l e for a
l ead er to  at tem p t to  d estro y  co u n ter-
p ro d u c t i v e su bgro u p s w i th i n  an  orga-
n i z at i o n ; i t  s i m p l y  w o n Õt  w o rk .  A
l ead er h as o n l y  tw o  c h o i c es, w h i c h
can  b e p u rsu ed  si m u l tan eo u sl y :
! In fl u en ce th e cu l tu re o f d i v ergen t

su bgro u p s an d  tak e step s to  al i gn
an d  i n tegrate th em  b etter w i th  th e
b igger organ i zat i o n al  gro u p ; an d

! In crease gro u p n ess i n  th e organ i -
zat i o n al  gro u p .
T o  i n f l u e n c e

th e d i s-gro u p n ess
o f a su b gro u p , th e
l ead er m u st  f i rst
i d en t i fy  th e c o u n -
t e r p r o d u c t i v e
gro u p  t h e n  ga i n
ac c ess t o  th e k ey
p l ay ers,  p art i c u -
l arl y  th e i n fo rm al
l e a d e rs  o f  t h e
gro u p .  I t  i s  n o t
n ec essary  to  i n fl u -
en c e ev ery  m em -
b er o f t h e gro u p ;
th e k ey  p l ay ers d eterm i n e w h at  th e
gro u p  st an d s fo r.  I  a l so  c a l l  t h em
o p i n i o n  l ead ers.

T h e k ey  to  su ccess w as for m e to
gai n  th e tru st  o f th e k ey  o p i n i o n  l ead -
ers i n  th at  A si an  regi o n al  o ffi ce o f an
A m eri c an  tec h n o l o gy  c o m p an y. M y
o w n  s t ro n g b a c k gro u n d  i n  s a l e s
h el p ed  i n  b u i l d i n g go o d  rap p ort  d u r-
i n g th e fi rst  sessi o n . A l so , th e tru st o f
th e l ead er w as gai n ed  u si n g th e p ri n -
c i p l es o f A p p rec i at i v e In q u i ry  (A I)4

rat h er t h an  o u t ri gh t  c ri t i c i sm .  W e
ach i ev ed  o u r target w i th i n  si x  m o n th s
b y  w ork i n g d i rec t l y  w i th  th e o p i n i o n
l ead ers an d  teach i n g th e sal es m an -
ager h o w  to  co ach  th em  effec t i v el y. A s
a p o si t i v e si d e effec t , th e sal es m an -
ager gai n ed  m o re resp ec t  fro m  h i s
team  m em b ers an d  h ad  b etter access
to  h i s team .

How Great Leaders
Enhance Groupness
Fro m  m y  re s e a rc h  I  f o u n d  t h a t
gro u p n ess can  b e en h an ced  b y  th ree
w ay s:
! Gi v i n g a  c l ear gro u p  d i rec t i o n

w h i ch  i n c l u d es a c l ear v i si o n  for

th e gro u p , an  at trac t i v e m i ssi o n
statem en t, an d  eff ec t i v e strategi es
an d  go al s to  tu rn  th e v i si o n  i n to  a
real i ty

! Di fferen t i at i o n , w h i ch  m ean s m ak -
i n g an  u n am b i gu o u s d i st i n c t i o n
b etw een  w h o  are u s an d  w h o  are
th em  (fo r ex am p l e, th e c o m p et i -
tors) an d  h o w  w e are d i fferen t

! Creat i n g a c o m p el l i n g p i c tu re o f
w h at th e gro u p  stan d s for, i .e., th e
cu l tu re o f th e gro u p , i n c l u d i n g i ts

v a l u e s  a n d  b e -
l i efs.

Great  l ead ers
n o t  o n l y  d ev el o p
th ese fac tors w i th
th ei r t eam  m em -
b ers b u t  are ex cel -
l en t  ro l e  m o d e l s
an d  c o m m u n i c a-
t o rs w h o  re l en t -
l essl y  w al k  t h e i r
t a l k  a n d  e f f e c -
t i v e l y  k eep  c o m -
m u n i c at i n g th ese
asp ec ts.

Coaching as a Leadership
Development Tool
I m en t i o n ed  earl i er th at  co ach i n g i s an
effec t i v e to o l  for career d ev el o p m en t.
T h i s i s p art i cu l arl y  tru e for th e d ev el -
o p m en t o f l ead ers. T h e b asi c  p u rp o se
o f co ach i n g i s to  h el p  th e co ach es i n
th ei r d ev el o p m en t i n  ord er to  fu rth er
i m p ro v e th ei r p erform an ce an d  m ak e
b etter d ec i si o n s to  m ax i m i ze th ei r su c-
cess an d , su b sequ en t l y, th e su ccess o f
th e organ i zat i o n .

T h e c o n c ep t  o f p ro v i d i n g o w n er-
sh i p  to  th e c o ach ees en ab l es th em  to
tak e o n  m o re an d  m o re resp o n si b i l i t y .
T h i s al l o w s th em  to  d ev el o p  l ead er-
sh i p  c o m p eten c i es u n d er t h e gu i d -
an c e o f an  ex tern al  c o ach  an d /o r th ei r
m an agers w h o  m ay  ac t  as c o ach es.

Co n si d er th i s ex am p l e. Karen  i s
th e m an agi n g d i rec tor o f th e regi o n al
h ead qu arters o f a m u l t i n at i o n al  co m -
p an y. Sh e w as p i rated  fro m  a co m p et i -
tor w h ere sh e w as a su ccessfu l  sal es
d i rec tor resp o n si b l e for b o th  th e m ar-
k et i n g an d  th e sal es d ep artm en ts.

Less th an  h al f a y ear i n to  h er n ew
jo b , sh e fel t  ex trem el y  stressed  an d
d rai n ed  o f en ergy. Sh e h ad  n ev er ex -

The concept of providing
ownership to the coachees

enables them to take on
more and more responsi-
bility. This allows them to

develop leadership compe-
tencies under the guidance
of an external coach and/or

their managers who may
act as coaches

4 A I Back gro u n d . A I Reso u rce eCen tre. A v ai l ab l e
a t : w w w . a ra d fo rd . c o . u k /Pa ge f i l e s /
b ack gro u n d .h tm
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p eri en ced  th i s b eforeÑ i n  fac t , sh e w as
k n o w n  for b ei n g a p o w er w o m an , al -
w ay s  p o s i t i v e  an d  e n erge t i c .  S h e
c o u l d nÕt  q u i te u n d erstan d  w h at  w as
go i n g o n . A s i n  h er p rev i o u s jo b s, sh e
w ork ed  l o n g h o u rs an d  w as fu l l y  co m -
m i t ted  to  ach i ev e ex cel l en t  resu l ts.

U n fo rtu n atel y , th e resu l t s d i d nÕt
d ev el o p  as ex p ec ted  an d  th e w ork l o ad
seem ed  to  i n crease b y  th e d ay. W h at
h ap p en ed ?

W h e n  Ka re n
fi n al l y  c o n tac t ed
m e t o  fi gu re o u t
w h a t  w a s  go i n g
o n  a n d  h o w  I
c o u l d  h el p  h er,  I
ask ed  h er t o  d e-
scri b e h er ty p i cal
w ork i n g d ay  i n  as
m u c h  d e t a i l  a s
p o ssi b l e. I al so  i n -
q u i red  ab o u t  t h e
w ay  sh e c o m m u -
n i cated  an d  i n terac ted  w i th  th e o th er
sen i or m an agers. Fi n al l y, I ask ed  h er
w h at co m p o n en ts o f h er jo b  are m o st
i m p o rtan t  fo r h er to  b e a su c c essfu l
m an agi n g d i rec tor.

Based  o n  h er an sw ers an d  th e p re-
v i o u sl y  m en t i o n ed  d efi n i t i o n s o f m an -
agem en t  an d  l ead ersh i p , Karen  ap -
p eared  to  fu n c t i o n  as a m an ager, n o t  as
a l ead er, i n  h er n ew  co m p an y.

W e al so  tal k ed  ab o u t  h o w  th i n gs
w ork ed  o u t  so  w el l  i n  h er p rev i o u s p o -
si t i o n . It  tu rn ed  o u t  th at  h er b o ss w as a
stro n g l ead er w h o  to o k  o v er th e l ead -
ersh i p  asp ec t  o f h er ro l e as a sal es d i -
rec tor so  sh e co u l d  fo cu s o n  m an agi n g
th e d ai l y  w ork  an d  su p p ort i n g th e k ey
acco u n t m an agers i n  w i n n i n g i m p or-
tan t  ord ers. Togeth er, th ey  p ro d u ced  a
w i n n i n g c o m b i n at i o n  o f l ead ersh i p
an d  m an agem en t.

Sh e su d d en l y  real i zed  th at th i s i m -
p ortan t fu n cti on  o f h er prev i ou s b ossÑ
w h i c h  sh e t o o k  fo r gran t ed  at  t h at
t i m eÑ w as m i ssi ng, an d  th at i t  w as h er
resp on si b i l i ty  to  tak e o v er th i s task .

W i th i n  th e fi rst  th ree m o n th s, w e
fo cu sed  o n  creat i n g a c l ear d i rec t i o n
for th e regi o n al  h ead q u arters, w h i ch
w e d ev el o p ed  togeth er w i th  th e sen i or
m an agem en t team :
! A  v i si o n  statem en t  (W h ere d o  w e

w an t  to  go ?)

! A  m i ssi o n  statem en t (W h y  d o  w e
w an t to  go  th ere? W h at i s th e p u r-
p o se?)

! A  v al u e statem en t  (W h i c h  p ri n -
c i p l es sh ou l d  gu i d e u s on  ou r w ay ?)
Based  o n  th e v i si o n , Karen  an d  h er

d i rec to rs d ec i d ed  o n  a strategy  th at
w o u l d  m o st  l i k el y  m ak e th e v i si o n  a
real i ty.

W h i l e c o m p l et i n g th e d i rec t i o n ,
w e w o rk ed  o n  h er c o m m u n i c at i o n

sk i l l s ,  esp ec i a l l y
w h e n  t a l k i n g i n
fro n t  o f l arger i n -
tern al  o r ex tern al
gro u p s .  Ka re n
al so  n o t i c ed  t h at
ev en  t h o u gh  o n e
o f  h er s t re n gt h s
w as h er ab i l i t y  to
c reat e  go o d  rap -
p o rt  a l m o s t  i n -
stan t l y, sh e so m e-
t i m e s  h ad  p ro b -

l em s su stai n i n g rel at i o n sh i p s. Sh e re-
al i z ed  th at  sh e rarel y  c o ach ed  h er re-
p o rt s, w h i ch  c au sed  fru strat i o n  an d
d ecreased  en gagem en t .

A s a c o n seq u en c e, w e p rac t i c ed
coach i ng sk i l l s, feed b ack  an d  feed -for-
w ard , as w el l  as h o w  to  m ake em p l o y ee
p art i c i p at i o n  m ore effec t i v e. W e al so
w orked  on  h er aw aren ess o f th e i m p or-
tan ce o f d ev el op i ng h er p eop l e, esp e-
c i al l y  p o ten ti al  fu tu re l ead ers.

Fu rth erm ore, i t  w as i m p ortan t  for
Karen  to  l earn  th at  sh e h ad  to  l et  go  o f
b ei n g th e Òsu p er m an agerÓ, as a form er
co l l eagu e d escri b ed  h er. T h i s w as n o t
h er m ai n  jo b  an y m ore. A s sh e al read y
h ad  a go o d  k n o w l ed ge o f th e cap ab i l i -
t i es o f each  o f h er rep orts, sh e w as ab l e
to  d el egate m ore m an agem en t task s to
o th ers. A l so , sh e fo l l o w ed  m y  ad v i ce
to  em p l o y  a cap ab l e p erso n al  assi stan t
to  free h er fro m  ev ery d ay  task s.

A s a resu l t , after n i n e m o n th s o f
c o ac h i n g, KarenÕs an d  h er c o m p an y Õs
si tu at i o n  c h an ged  d ram at i c al l y.
For Karen :
! Sh e st i l l  w o rk ed  l o n g h o u rs, b u t

fo u n d  i t  m u ch  m ore en jo y ab l e.
! S h e b ec am e as en ergi z ed  as sh e

u sed  to  b e.
! Sh e m ad e th e sh i ft  fro m  b ei n g a

Òsu p er m an agerÓ to  b ei n g a Òsu p er
l ead er.Ó Referen ce #  0 3 M -2 0 0 6 -1 0 -0 7 -0 1
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For h er co m p an y :
! En gagem en t great l y  i m p ro v ed  (w e

m ad e an  em p l o y ee sat i sfac t i o n  i n -
q u i ry  at  th e b egi n n i n g an d  after
n i n e m o n th s).

! Reten t i o n , esp ec i al l y  o f th e h i gh
p erfo rm ers, i m p ro v ed  c o n si d er-
ab l y.

! T h e fi n an c i a l  resu l t s sh o w ed  a
n ew  p o si t i v e tren d  after ap p ro x i -
m atel y  si x  m o n th s.
Karen  d ec i d ed  to  co n t i n u e h av i n g

c o a c h i n g s e s s i o n s  t o  f u rt h e r
stren gth en  h er l ead ersh i p  co m p eten -
c i es. A l so , sh e n o t i ced  th at  co ach i n g
h el p ed  h er w h en  m ak i n g i m p o rtan t
d ec i si o n s b ec au se sh e h ad  an  u n b i -
ased  y et  u n d erstan d i n g sp arri n g p art-
n er w h o  ch al l en ged  h er th o u gh ts an d
ex p an d ed  h er aw aren ess.

O f c o u rse, p ro fessi o n al  ex ec u t i v e
c o ac h i n g i s n o t  th e o n l y  w ay  to  d e-
v el o p  l ead ersh i p  c o m p eten c i es, b u t
i t  i s p erh ap s th e fastest  an d  m o st  ef-
fec t i v e w ay. Cases l i k e KarenÕs c l earl y
p ro v e th e p o ten t i al  v al u e o f c o ac h -
i n g.

Conclusion
Dev el o p i n g l ead ersh i p  tal en t  m u st  b e
a p ri m e task  for an y  l ead er as i t  b en -
efi ts b o th  th e l ead er an d  th e organ i za-
t i o n . Corp orate su ccess i s h i gh l y  d e-
p en d en t o n  th e l ead ersh i p  qu al i ty  o f a
co m p an y Õs l ead ers.

Co ac h i n g i s an  i m p o rtan t  l ead er-
sh i p  to o l  an d  an  i d eal  ap p ro ac h  fo r
d e v e l o p i n g gre a t  l e a d e rs .  I  h a v e
fo u n d  i t  t o  b e m o st  effec t i v e w h en
ex ec u t i v es l earn  at  l east  t h e  b asi c
c o a c h i n g c o m p e t e n c i e s  t o  c o a c h
t h e i r s t a ff .  T h i s  c an  b e  ac h i e v e d
t h ro u gh  d e d i c a t e d  c o ac h -t ra i n i n g
p ro gram s. A t  th e sam e t i m e i t  i s rec -
o m m en d ed  th at  l ead ers b e c o ac h ed
b y  p ro fessi o n al  c o rp o rat e  c o ac h es.
T h i s w ay ,  t h ey  c an  b ec o m e b e t t er
l ead ers an d  b e su p p o rted  i n  d ev el o p -
i n g l ead ersh i p  tal en t .

Dev e l o p i n g y o u r fu t u re l ead ers
can n o t b e co m p l etel y  d el egated  to  H R.
ItÕs th e jo b  o f ev ery  m an ager i n  y o u r
organ i zat i o n .

Professional executive
coaching is not the only

way to develop
leadership

competencies, but it is
perhaps the fastest and

most effective way
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