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Preface

Leadership Solutions challenges the traditional views and approaches of building leadership capacity with a new integrated perspective that recognizes leadership as a source of competitive advantage. To this end, Leadership Solutions presents the case for a new pathway for responding to the leadership gap. Based on our extensive work and research in this field, we provide the practical strategies and techniques necessary for business executives and HR leaders to bridge the gap.

Many organizations continue to struggle to build the leadership capacity that they need to thrive in today’s and tomorrow’s ever-changing global business environment. These organizations are contending with a myriad of leadership challenges including:• Dealing with the realities of changing demographics in the workplace
• Managing the shifting values and expectations among employees
• Responding to the need for different leadership capabilities
• Accelerating the development of future leaders.



The current or anticipated gap in leadership talent is a very serious global competitive concern in almost all private and public business sectors. As a result, many of today’s CEOs and HR professionals continue to have a tremendous thirst for information, techniques, and strategies for building strong leadership capacity and overcoming the leadership gap.

The book, The Leadership Gap (Wiley, 2005), by Weiss and Molinaro and the work of other thought leaders, helped many organizations focus on building leadership capacity as one of their top business issues. These organizations have invested tremendous resources to implement strategies to close their leadership gaps. Some have even found the way to build their leadership capacity, and they have leveraged this enviable position as a source of competitive advantage.

However, the continued leadership gap challenge demonstrates the need for more work in this area. Research conducted by the authors suggests that a major problem in bridging the leadership gap is that precise metrics that pinpoint the leadership gap deficiency are elusive. In the absence of data, organizations proceed to spend considerable dollars on fragmented interventions without basing the leadership solutions on a solid assessment of the areas of need.

The authors foresaw this problem in The Leadership Gap (Chapter 14) and introduced a preliminary leadership gap audit process to diagnose areas of leadership deficiencies. However, the audit ideas in The Leadership Gap were at an early stage of development. The readership of that book wanted to know more about how the leadership gap can be analyzed with greater precision and how to generate leadership solutions that are tailored to their specific organization. Since then, the authors have immersed themselves in the question of how to accurately diagnose the leadership gap. The result is the Leadership Gap Analysis™, which pinpoints organizational, individual and cultural leadership gaps.

Leadership Solutions outlines how organizations must resist the temptation to implement interventions without a thorough analysis. Rather, they must first understand the nature of their organization’s leadership deficit through a comprehensive diagnostic process. Armed with this knowledge, they can then take targeted action in the areas that will yield the greatest impact in the most cost-effective manner.

Some of the specific characteristics of Leadership Solutions that distinguish it from other works are:• It describes the top seven risks to organizations if they do not have the leadership requirements for the future and the three failure paths.
• It explains the importance of leadership capacity as a critical organizational capability and how leveraging leadership capacity can emerge as a source of sustainable competitive advantage.
• It describes the three “dimensions” of leadership capacity to help organizations think more comprehensively about leadership capacity. The three dimensions are: (1) the individual leader dimension, (2) the organizational practices dimension and (3) the leadership culture dimension.
• It presents holistic leadership, and it introduces the five capabilities of holistic leaders as the key behaviors for holistic leaders.
• It describes the Four-Step Leadership Solutions Pathway that enables organizations to discover the leadership solutions that meet specific organizational requirements. The pathway includes the Leadership Gap Analysis™ measurement that helps organizations target the specific areas of the leadership gap that should be addressed first.
• It presents a series of vivid stories that show how the challenge of leadership capacity can be overcome. It also provides executives and HR leaders with real and practical case examples that relate the experiences of organizations and individual leaders in multiple sectors.
• It reinforces the need for executives to take accountability to diagnose, build and sustain the leadership capacity in their organization. It also provides practical tools and strategies that organizations can implement to close their leadership gaps.






A DESCRIPTION OF THE BOOK 

This section presents a brief overview of the two parts of the book and a description of each chapter.


Part One: Leadership 

Part One of Leadership Solutions focuses on “leadership.” It describes the persistent challenge of the leadership gap and explains why building leadership capacity in the three dimensions of individual leaders, organizational practices and leadership culture are essential to overcoming the gap.


Chapter 1: The Leadership Gap Persists 

This chapter explores the challenges that organizations face in building strong leadership capacity and outlines the major reasons for the persistence  of the leadership gap. It presents the results of our research that show how many executives are forecasting they will have an unacceptably low level of leadership talent available to meet their future needs. It then explores the top “failure paths” for organizations in all sectors to avoid as they attempt to close their leadership gaps. It also describes the implications of these failure paths and how it will prevent organizations from truly implementing a sustainable solution to close their leadership gaps.


Chapter 2: Leadership Capacity 

This chapter introduces the anchor concept of the book—leadership capacity, which is forecasted to be the primary business and organizational challenge facing executives for the next decade. In essence, it has become the new organizational capability. In response to this challenge, organizations need to have a good grasp of the leadership capacity required and the nature of their leadership gap. This chapter describes what leadership capacity is and its importance to achieving sustainable competitive advantage for an organization.


Chapter 3: The Three Dimensions of Leadership Capacity 

This chapter describes the three dimensions of leadership capacity. Using a case study, it explores the impact of each dimension on the ability of individual leaders and organizations to build leadership capacity. The three dimensions are: (1) the individual leader dimension, (2) the organizational practices dimension and (3) the leadership culture dimension. It also explores the role that organizational practices and leadership culture play in supporting the development of holistic leadership.


Chapter 4: The Individual Leader Dimension: The Holistic View of Leadership 

The purpose of this chapter is to begin the process of exploring the individual leader dimension of leadership capacity. It focuses on holistic leadership—what it is and why it is important. We consider the problems that arise when functional management becomes functional leadership and provide a tale of two leaders that demonstrates the difference between functional management and holistic leadership. We then explain the six elements of holistic leadership to provide a thorough grasp of what holistic leadership is and why it is central to building leadership capacity.


Chapter 5: The Individual Leader Dimension: The Five Capabilities of Holistic Leaders 

In this chapter we continue the discussion of the individual leader dimension by describing the five capabilities of holistic leadership and why they are important for leaders and their organizations. We conclude the chapter with the 30-Cell Grid of Holistic Leadership Behaviors, which details the expected behaviors of holistic leaders.


Chapter 6: The Organizational Practices Dimension 

This chapter introduces the organizational practices dimension of leadership capacity. The organizational practices dimension includes all official practices, programs and policies and their impact on leadership capacity. The chapter describes two main categories of organizational practices: (1) those that are specifically intended to build leadership capacity, such as succession management, leadership development, embedding leadership in the organization and ensuring executive accountability, and (2) those that indirectly enhance or restrict the ability of an organization to close its leadership gap. This last category includes organizational practices that are not specifically designed to build leadership capacity. We view these organizational practices as the hidden jewel that needs to be nurtured and leveraged to build leadership capacity.


Chapter 7: The Leadership Culture Dimension 

This chapter describes the leadership culture dimension of leadership capacity. Leadership culture includes the organization’s values, traditions, mythology and expectations of behavior about leadership. Although organizational practices provide explicit guidance in each of these areas, the leadership culture dimension is focused on the implicit rules that guide leadership behavior. We then define three types of leadership cultures: (1) the weakly embedded leadership culture, (2) the strongly embedded functional leadership culture and (3) the strongly embedded holistic leadership culture. The chapter then emphasizes that all three dimensions of leadership capacity need to be aligned to accelerate increased leadership capacity.


Part Two: Solutions 

Part Two of Leadership Solutions focuses on “solutions” to the leadership gap and describes in detail how to use the Leadership Solutions Pathway to build leadership capacity.


Chapter 8: The Pathway Forward 

This chapter introduces the Leadership Solutions Pathway, a process organizations can follow to determine their leadership requirements, measure their current leadership capacity strengths and gaps, take targeted action and then sustain the gains that are made. This pathway puts organizations in the best position to implement precise actions to transform their leadership capacity. It also prepares them to sustain and evolve the positive changes within a constantly changing internal and external environment.


Chapter 9: Step 1: Determine Leadership Requirements 

The chapter examines in detail the first step of the Leadership Solutions Pathway: Determine Leadership Requirements. The chapter includes (1) an exploration of how the business environment shapes an organization’s leadership capacity requirements, (2) the five key actions an organization can use to determine leadership requirements and (3) a detailed case example that illustrates how an organization implemented the five key actions and their associated results.


Chapter 10: Step 2: Measure the Gap 

The purpose of this chapter is to describe how organizations can measure their leadership capacity. This chapter begins with a discussion of the importance of leadership metrics and shortcomings of some of the current approaches to measuring leadership. It then describes the four actions in this step, which are how to (1) audit organizational practices, (2) conduct a survey of leadership culture, (3) assess behaviors of individual leaders and (4) analyze patterns of results. We use a case study to show how this step is implemented in action.


Chapter 11: Step 3: Act to Build Capacity 

This chapter examines the third step of the Leadership Solutions Pathway. It describes how organizations can develop a plan for action that will build  the leadership capacity they need to shape their future. It then describes the four actions in this step: (1) target the priority leadership capacity gap, (2) integrate the leadership capacity solutions, (3) accelerate implementation by leveraging the three dimensions and (4) evolve the solution as conditions change. The four actions are applied to a case example throughout the chapter.


Chapter 12: Step 4: Do Your Part 

This chapter describes what is expected of the individual leader so that they do their part of the leadership solution, whether or not they are supported by an organization and its practices. It provides an “individual leader road map” that integrates coaching, assessment, learning and an on-the-job experience into a coherent, integrated solution for the individual leader.


Chapter 13: Shape Your Future 

The concluding chapter emphasizes the imperative to shape you own future. It also shows how this book responded to the seven business risks identified in Chapter 1. Finally, it identifies the implications of effective Leadership Solutions for executives, boards of directors, HR professionals and our society.




Who Will Benefit from This Book 

Readers hungry for information, ideas and techniques to build their organization’s and their own leadership capacity will find Leadership Solutions  very helpful both conceptually and practically. It delivers its messages in a compelling, practical, story-rich and very readable manner. It will be of particular interest to many professionals including the following:• Executives and senior leaders in the private and public sectors seeking to understand leadership capacity and how to measure it, as well as their accountability in ensuring they have the leadership capabilities to meet their organization’s requirements
• Board of directors, responsible for recruiting senior executive leaders and assessing and managing the leadership contribution to more precisely bridge their identified leadership gap
• Policy makers and strategists seeking ideas and inspiration for developing policy and programs to build strong leadership capacity within organizations and within society
• Human Resources, talent management, leadership development and organizational development professionals, internal and external to an organization, who are interested in understanding how to target limited funds to build leadership capacity
• Members of international and professional associations and conference organizations concerned with leadership capacity issues
• Academics and students in MBA, Industrial and Organizational Psychology, and Human Resources Development programs interested in a well-researched and practical text to teach their students about the changing role of leadership and to shape their understanding of how to diagnose and build leadership capacity
• Management consultants seeking ideas and guidelines to provide advice to organizations about how to assess and build leadership capacity for competitive advantage






How to Read This Book 

Most readers will benefit from reading the book cover to cover. However, others will find they can dip into the book for specific ideas and information, and it will add value. Here are some alternative ways this book can be read:• Some readers—those responsible for the development of leaders—may want to use the book as a study guide. A suggested approach would be to ask leaders to read one chapter at a time and then meet to discuss what they learned and how they can apply it to their work setting.
• Some readers may want to focus specifically on one of the three dimensions of leadership capacity. Here is a guide for these readers:•  Individual Leader Dimension: If the readers are primarily interested in leading-edge ideas for individual leaders, they may want to read Chapters 4, 5, and 12. Chapter 4 focuses on the holistic view of leadership and Chapter 5 introduces the five capabilities of holistic leaders. Chapter 12 describes the individual leader’s solution to build their own leadership capacity.
•  Organizational Practices Dimension: Still other readers may want to explore the topic of organizational practices and how it contributes to leadership capacity (Chapter 6 and Chapters 8-11).
•  Leadership Culture Dimension: Other readers may want to focus on how the organization can create a leadership culture and what it needs to do to build leadership capacity (Chapters 7-11).


• Some readers may want to read Leadership Solutions as a compendium of the authors’ prior book, The Leadership Gap (Wiley 2005).  The Leadership Gap explains in detail the holistic leadership framework and the four critical success factors for organizations to build leadership capacity. The summary points of The Leadership Gap are presented in Leadership Solutions as part of Chapter 4 (on holistic leadership) and Chapter 6 (the four critical success factors).
• Each chapter has case examples to translate the concepts into meaningful action. Some readers may want to focus on the many leadership stories (in italics). We also would encourage readers to develop their own stories so that they can apply the learning to their own experience. Others may want to skip the stories and focus on reading about the ideas, techniques and templates.
• Some may be interested in the book as a resource guide. The Appendix section in the end of this book provides the complete Leadership Gap Analysis™, including the Audit of Organizational Practices, the Survey of Leadership Culture and the individual leaders 360° survey.
• Finally, readers may want to study a topic of their own interest. A detailed index has been prepared for referencing specific topics.



Leadership Solutions is a road map for executives and HR leaders who are considering how to build leadership capacity for competitive advantage. It will help guide executives and HR professionals in the diagnosis and transformation of leadership to drive results. And most important, it will provide executives and HR professionals with the leadership solutions they are seeking.
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part one

LEADERSHIP




CHAPTER ONE

The Leadership Gap Persists

Building leadership capacity is mission critical. This is the conclusion of more and more senior executives who are making the connection between leadership capacity and competitive advantage. Unfortunately, many organizations have significant leadership gaps, which are undermining their ability to succeed. What is especially alarming is that despite significant investments in leadership development and other strategies to build leadership capacity, these gaps are not closing.

As organizations set out to build the leadership capacity they need for the future, they are often confronted with a series of questions: How can we build leadership capacity throughout the organization? How can we anticipate the type of leadership we will require in the future? How do we measure the leadership we have today? How will we know when we have bridged the leadership gap? Where do we start?

When organizations are confronted by these questions, they are sometimes overwhelmed by the challenge of building leadership capacity. Some are not concentrating on this issue because they are preoccupied with current struggles. Others have not yet focused their organizations on leadership because they are not satisfied with current approaches of how to build leadership capacity. Still other executives may believe that this is a “soft” issue that can be handled within the HR department. Quite to the contrary, we suggest that executives and HR professionals need to rally to address the leadership gap and not allow it to jeopardize their business success. Building leadership capacity must be one of the top business priorities for executives now and into the future.

Our intent in Leadership Solutions is to provide a comprehensive and compelling answer to this critical business issue. Part One of this book focuses on “leadership” and clarifies how organizations and individuals should think about leadership capacity; Part Two of this book focuses on “solutions” and describes the four-step leadership solutions pathway to build the leadership capacity required to achieve sustainable competitive advantage.

Let’s begin with a story.

The CEO of a manufacturing company sits in an airport lounge, waiting for his flight back home. As he stares out the window at the bustling tarmac, he remembers sitting in the exact same spot last year. Then, as now, he had been in town to attend a board meeting. That meeting had focused on the directors’ growing concern that the company’s mandate for growth was in jeopardy. In the past the company had been successful by being the first to capitalize on sources of competitive advantage. They were the first to reengineer and use new supply chain processes to remove costs. Once others caught on to supply chain innovations, the company found huge gains by exploiting technology to automate key processes. But again, those gains had disappeared as other organizations copied their systems. At last year’s board meeting, the board shared with the CEO that they believed the organization’s leadership would be the next source of competitive advantage. They were unanimous that the CEO’s top priority was to build the necessary leadership to drive the company’s future growth. He was given 30 days to develop a strategy and a plan to address the company’s leadership gap. When he left the meeting, he understood the board’s concerns. Even though the company had experienced three years of consistent financial performance, there was an increasing understanding that the overall leadership capacity was not in place for the future. The CEO and members of the executive team had felt for some time that the company’s leadership was too entrenched in departmental silos. While leaders were very strong in their technical or functional areas and were able to manage “business as usual,” they were too internally focused. They were missing future growth opportunities in their markets, and the company was starting to fall behind its competitors. Employees felt their leaders were not  strong people managers, and they had little confidence in them. The leaders themselves revealed that the company was not doing enough to support their own growth and development.

Now, one year later, the company had implemented the plan and had invested considerable resources in hopes of closing the leadership gap. In fact, benchmarking had shown that the company’s annual budget for leadership development was higher than the industry average. Yet, the CEO had just faced the board again with little progress to report. The training and programs they had implemented weren’t leading to changes in behavior on the job. Recent employee surveys showed no improvement in the engagement of employees—or of the leaders themselves. The boarding announcement startled the CEO. As he got ready to leave the lounge, he reflected with frustration on the persistent leadership gap and lack of clarity of what to do next. His top priority upon his return was to meet with the executive team, share the details of the board meeting and develop a new plan for the board—one that would be successful in closing the company’s leadership gap. He was determined not to be in the same position again next year.



The above story is both a good news and bad news story. The good news is that the board of this company “gets it.” They understand that leadership capacity has become the primary source of competitive advantage. They also understand that closing the leadership gap is one of the top business priorities and a challenge that they need to address in order to sustain the growth and success of the company. The CEO also seems to get it and demonstrates a commitment to building the leadership capacity required for the future.

The bad news is that despite investments made in building leadership capacity, the company still has a considerable leadership gap. Furthermore, there is a sense that the nature of the gap, if it persists, will put the company at risk of not being able to fulfil its growth mandate.

The experience of this CEO and organization is not unlike the experiences of many organizations in the private and public sectors. The competition has neutralized standard competitive advantages of operational excellence, product innovation and customer intimacy. The new competitive frontier has shifted to people—but not the over-simplified  view of people as the organization’s most important asset—which few really believed and even fewer acted on. Rather, the competitive frontier of people is specifically focused on leadership: what leaders do, how the organization fosters leadership talents and how organizations reinforce their leadership culture.

Leadership is the path to sustained competitive advantage because great leadership provides the vision to uncover each successive source of competitive advantage and the focus to realize the gains that will outpace the competition. Unfortunately, despite widespread investments companies have made to build leadership capacity, when all is said and done, the leadership gap still persists in many companies, and the next frontier in competitive advantage remains elusive.




EVIDENCE OF THE GAP 

Since publishing The Leadership Gap, we have made numerous presentations to organizations. Many times, we polled the audience to describe the severity of the leadership gap. The questions we asked are:• To what extent is the leadership gap in your organization a burning issue now?
• Five years from now, will the leadership gap be more, the same, or less of an issue for your organization? Please explain.



The responses to these questions have been consistent wherever we have traveled.

To what extent is leadership capacity a burning issue now?  80 percent of the respondents indicate it is a burning issue now.

 

Five years from now, will leadership capacity be more, or less, of an issue?

Approximately 50 percent indicate it will be more of a burning issue.

Approximately 20 percent indicate it will remain a burning issue as it is today.

Approximately 30 percent indicate it will be less of an issue—because we will fix it now.


Approximately 80 percent of respondents say that leadership capacity is currently a burning issue. Even with strong agreement that there is a leadership gap now, a large majority of the people we talk to believe that in five years their organizations will be no better off (and perhaps worse off) than they are today. They cite reasons for their pessimistic view such as the increasing complexity of their business environment, which will make it more difficult to find leadership talent, and that attempts to resolve issues related to the leadership gap will be unsuccessful. Some examples of their responses include:• Even more important! Delayering of organizational structure, decentralization, demographics, lack of institutional learning/sharing, globalization, mobilization of people globally to centers of excellence, pace of mergers and acquisitions all exploding—therefore, the one with the leadership wins. 
• Could be greater if we don’t begin to take greater steps (immediate and substantial effort) to address gaps; if we do not change gears on what leadership is in our company, we will be in a position where the leadership gap will increase. 
• Will get worse, i.e., change in demographics and the next generation will not want to take on leadership roles. It will be tougher if we do not build the capability to deal with it now. 



Approximately 30 percent of the people we ask believe that the leadership gap will be less of a burning issue in the next five years—primarily because they believe that their efforts to close the gap will be successful. Almost no respondents say that leadership capacity will be a non issue in five years.




WHY THE LEADERSHIP GAP PERSISTS 

In our book, The Leadership Gap,1 we described the nature of the leadership gap in some detail. Since writing that book, we’ve gained deeper insights into the dynamics perpetuating leadership gaps in organizations and the failure paths organizations sometimes take in implementing leadership solutions. We have found several reasons why organizations are struggling to close their leadership gaps.

Reasons the Leadership Gap Persists 1. Over-reliance on traditional views of leadership
2. No shared or well-defined view of leadership for the future
3. A void of leadership capacity metrics
4. Unclear accountability for leadership capacity
5. Fragmented solutions that are not sustained
6. Flat and lean organizations with fewer intermediate leadership positions
7. Poor supply of leaders




(1) Over-Reliance on Traditional Views of Leadership 

Two traditional views of leadership are contributing to the persistence of the leadership gap:

The first is charismatic leadership, which has become a widely accepted view of leadership—actually, a collective default. The charismatic view overemphasizes the role of individual personality in leadership. Consider the results:• Organizations become preoccupied with molding leaders into a prescribed style or having them emulate other successful leaders of the past. This is an approach that is seldom successful in changing leaders’ behaviors.
• Organizations spend too much time and money on a small group of highly visible leaders at the top of the hierarchy. This causes them to neglect leadership at other levels and to ignore the collective forms of leadership that emerge in teams.



The second traditional view is the belief that it is important to select leaders from specific areas of expertise within the company. Organizations that hold this view are often led by a highly capable technical expert who comes from the organization’s dominant function (e.g., consumer products companies that are led by brilliant marketers or professional service firms led by accountants). As organizations become increasingly complex, however, solutions cannot be found within a single perspective. Organizations with a strong legacy of hiring and promoting leaders based on  superb technical or functional expertise will need leaders with wider perspectives. They must be capable of rising above their specific expertise to lead the company as a whole.

Traditional views of leadership lead to an overdependence on individuals and a narrow perspective of leadership. Organizations that continue to focus on these outdated models will not be able to build their leadership capacity quickly to stay ahead in today’s dynamic and complex business environment.


(2) No Shared and Well-Defined View of Leadership for the Future 

Although the following is a very specific example, it underscores the challenge faced by organizations that are trying to build leadership capacity without a shared and well-defined understanding of their leadership requirements for the future.

The VP of Marketing of a large manufacturing company was having an impromptu discussion with his CEO. That morning, they had each seen an article in the newspaper questioning whether organizations should be hiring MBAs or liberal arts graduates. The Marketing VP argued adamantly that the liberal arts grads didn’t have the kind of work experience or skills required to get up to speed quickly. Not only that, but he also felt they didn’t show the same confidence and self-assurance that was characteristic of the business students. Although the CEO agreed that those with a liberal arts background might need a little more training at the outset, he believed the key to success in their business was for leaders to be able to continually reframe the challenges facing the organization. He believed they must be comfortable with ambiguity and be flexible in finding creative solutions to challenges, which seemed to be the hallmark of a liberal arts education. He had had a few experiences that suggested MBAs were less comfortable in situations requiring these characteristics. Both sides had strong, valid arguments. The VP of Marketing shared his concern that the CEO was raising issues calling into question the basis of the leadership development program they were providing to their senior management group. In the end they agreed to get the rest of the team into the conversation and to come to a shared view.


Some of the factors that organizations like this one should consider in coming to a shared view of leadership for the future are:• The impact of future external forces on the business  These forces can cause future leadership requirements to shift. Unfortunately, many organizations are struggling to anticipate how current trends in the market will affect their future environment. As a result they are unable to predict how their organizations will need to change in response.
• The impact of future internal forces on the business  Internal forces are equally important. For example, if an organization evolves from early entrepreneurial stages or a new leader comes in and helps the organization emerge into a new era of growth, the leadership requirements will change.



Regardless of whether the forces for change come from outside or from within the organization, being successful requires the right type of leadership. Without a shared and well-defined view of leadership for the future, the organization is left with only generic leadership models and untailored programs that are less likely to resonate with leaders and much less likely to close the leadership gap.


(3) A Void of Leadership Capacity Metrics 

The following story illustrates another factor contributing to the persistent leadership gap: the void of leadership capacity metrics.

A company retained a consulting firm to help them address critical leadership gaps. As part of the initiative, the consultants interviewed executives. One of the questions the consultants thought would be the most mundane turned out to be the most intriguing: “How do you measure leadership capacity, and how will you know if it’s getting better?” The CEO at first struggled with his answer, and then went on to say, “This place would feel different. I would know by walking around and getting a different feel than I do now.” The CFO responded with precision by immediately listing measures from employee surveys, leader retention rates and the percentage of internal promotions into leadership roles. The VP of HR described similar measures, but he  struggled because he wanted to answer the question less tactically. The VP of Sales didn’t have any answers, but she shared her frustration that her fate hung on the results she produced every quarter, while the VP of HR was able to get away with hundreds of thousands of dollars of investments in programs for which he was not required to show the ROI. The other executives did not provide any other insights, other than agreeing unanimously that they expected HR to figure this out on behalf of the organization.


In research we conducted, we have found that in the future, line executives will place more and more emphasis on HR providing leadership capacity metrics—with leadership indicators becoming as important as turnover and employee engagement.2 Even with the increasing exposure of the leadership gap at the executive table, few organizations have put metrics in place or even developed a strategy to identify the metrics for leadership capacity.

Without metrics, decisions about where to invest limited resources are often not based on data. Spending decisions are imprecise and not targeted to the skills that are most in need of development or to the individuals and teams that will most benefit from the investment. Furthermore, without good measures of leadership capacity, development efforts cannot be evaluated, and the impact of programs cannot be weighed against the hard and soft costs of implementation. The organization is vulnerable to squandering large sums of money on ineffective programs.


(4) Unclear Accountability for Leadership Capacity 

As organizations have increased their awareness of the challenge of closing the leadership gap, boards and non-HR executives have become more accountable for owning leadership capacity within their organizations. More executives and board members are making the connection between strong leadership capacity and competitive advantage.

Still, we find a lack of clarity of what this accountability actually looks like. We have experienced a continuum of responses in client organizations. On the one extreme, we find what we refer to as the “Passionate CEO” who is often the sole driving force behind an organization’s efforts at building leadership capacity. Although it’s an important first step to have a CEO who understands the importance of leadership, we find there  is too much accountability resting with one individual, and as we have seen countless times, once the passionate CEO departs the organization, things begin to crumble.

At the opposite end of the continuum, we still find examples of senior leaders who struggle to understand their accountability for leadership capacity. Many feel that time spent trying to develop leadership might distract the organization from achieving business results. Others resist accountability for leadership because they recognize the amount of time and effort that is required to develop leadership capacity well. In most cases, the underlying reason for not assuming accountability for leadership capacity is that a strong, short-term orientation wins out over the need to address a long-term business challenge.

The Human Resources function is equally culpable in failing to create meaningful accountability for leadership. On the one hand, we have seen HR leaders shy away from their responsibility to build leadership capacity. Often they are mired in the more immediate requirements of the day-to-day HR function. On the other hand, we have seen HR leaders try to single-handedly take on the mantle of leadership capacity. In our experience, when HR attempts to do so, they detract from the message of leadership as a broad strategic business issue, thus marginalizing the executive accountability for the leadership gap. Ideally, Human Resource leaders must help the organization articulate its vision of leadership and provide many of the tools to reinforce that vision (e.g., recruiting principles, reward mechanisms and development programs). As such, they can facilitate the process of building leadership capacity while ensuring that accountability for leadership remains in the hands of the CEO and the executive team.

Another disturbing trend we are encountering is the view of boards of directors that their only accountability for leadership capacity is to ensure the succession for the CEO’s position. They create what we call the “In Case of Emergency, Break Glass” succession plan that at best turns one of the existing VPs into an interim manager until a legitimate search for a successor can be completed. Boards need to recognize that leadership capacity is an issue of risk mitigation for a corporation that extends beyond the role of the CEO. Just like boards have audit committees for financial issues, they now need to ensure the organization doesn’t put itself at risk because of significant leadership gaps.


(5) Fragmented Solutions That Are Not Sustained 

Many organizations attempt to implement a set of well-intended practices designed to close their leadership gap. Yet, we have found that often the practices do not complement one another. In the worst case scenario, the programs are actually in conflict because certain behaviors are encouraged by one program while being discouraged by another. Consider this example:

A global technology company believed it had the right set of solutions in place to close its leadership gaps. Upon closer examination, it became apparent that what they were thinking of as a leadership solution was merely a compilation of separate interventions. The key leadership programs had been designed by four different vendors over several years with little coordination between them. One firm was retained to do the assessment of leaders. Another firm was retained to build the succession planning process. A third firm was hired to build new leadership competencies and incorporate them into the performance management process. Finally, an Ivy League MBA school was retained to deliver a residential leadership program to all the company’s top one hundred leaders. Each program had its own branding, and each had its own messages and language about leadership. The uncoordinated approach sent conflicting messages to the organization, causing confusion and a lack of clarity around what was really required of leaders. Unfortunately, the executive team ignored the pleas from the VP of HR to stop some of the programs, arguing that they had been so costly to develop they didn’t want to abandon them.


Building sufficient momentum to change leadership behaviors is difficult in the best of times, but when the organization’s own programs send conflicting messages, it is very easy for leaders to just go about their business the way they always have.

Another common problem is that many organizations tend to place great emphasis on the launch of initiatives while ignoring the practices that will sustain their efforts over the long term. In many organizations, programs are professionally branded with binders and sweatshirts, but  after some time, the “buzz” begins to fade. As a result all the initial energy fails to take hold and truly build the leadership capacity required.

A VP of Leadership Development referred to this phenomenon in her organization as the “leadership graveyard.” She remarked, “Imagine a cemetery lined with tombstones, all with the titles of leadership programs of the past. Today they are only a faint memory in the mind of those participants.”

Failing to implement a coordinated leadership solution or to sustain that solution over the long term will prevent an organization from creating a lasting improvement in its leadership capacity. In today’s business environment, building leadership capacity is a long-term game. In fact, we believe it has emerged as a new organizational capability much like strategic planning and new product development have become core organizational capabilities. The organizations that are able to develop this capability the most quickly and sustain it will have an advantage over their competition.


(6) Flat and Lean Organizations with Fewer Intermediate Leadership Positions 

The lean organization came about largely due to the large-scale restructuring and downsizing that occurred during the 1980s and early 1990s. Today’s flatter and leaner organizations are more nimble and responsive. But for all the positive outcomes, one of the negative consequences of this delayering is that many intermediate leadership roles have been wiped out. In the past when organizations had more layers, leaders had many levels to climb up in their careers. Each level provided the opportunity for leaders to grow and expand their personal leadership capacity. Today, with fewer levels, the leaps in leadership roles can be quite sizeable. In some organizations, only four or five levels separate a first-line supervision role from an executive position.

As a result, leaders might take on fairly senior leadership roles without the proper experience. One CEO said, “We have many VPs in this company who don’t even have the basics of Management 101.”

Another unfortunate side effect of leaner organizations is that leaders have been forced to take on more of their own job responsibilities and have become working managers. Regardless of the leadership level, leaders are saddled with large mandates, pressing short-term demands, and  often a more operational focus. This means leaders have no time, or very limited time, to coach and mentor their direct reports—never mind addressing their own development.

The risk to an organization is that there is little time or opportunity to lead the workforce effectively—let alone to build leadership capacity for the future. Leaders feel “permanently stretched” and feel they cannot afford any distractions or time away from their jobs to engage in their own development or to support the development of others.


(7) Poor Supply of Leaders 

As the following story illustrates, organizations are being faced with a smaller pool of individuals for leadership positions:

The VP of Marketing and a young brand manager were having a career development discussion. The VP of Marketing told the young brand manager that she was planning to retire in the next year or two and that the executive team had asked her to play a role in grooming her successor. The VP told the brand manager how impressed she had been with her work—in particular, the leadership she had been displaying in her role. The VP believed the brand manager had what it took to be a senior leader in the company and strongly recommended she consider the career option. The young manager waited, and with a smile, replied, “I see how hard you work. The 94 weeks you work. The sacrifices you make in your personal life because of this job. Well, you know that isn’t for me. I value my life balance too much to sacrifice everything for my job. I really appreciate your vote of confidence, but I’d like to continue to add value in my current role and am not interested in moving up the organization.” The VP of Marketing was left confused and perplexed. She could not understand why the young brand manager would pass up such a great opportunity.


This story is a good example of the two forces contributing to the poor supply of leaders for the future. First, as the baby boomer generation begins to reach their sixties, organizations will face an unprecedented rate of retirements from the leadership ranks. Second, not only are there fewer Generation X employees to take their places, but many of these Gen Xers might be unwilling to accept the mantle of leadership.

One of the most intriguing developments we have been witnessing consistently in organizations is the large number of what we refer to as “next generation” leaders who in fact are not interested in taking on senior leadership roles. In most cases these young individuals are motivated by a different set of values, which places greater emphasis on work-life balance.

Consider the example of a global technology company. It had undergone a rigorous process to identify 30 high-potential candidates. Each candidate was informed of the “honor.” Each reacted in a lukewarm manner. The organization wanted to involve them in an accelerated leadership development program but found a lot of resistance. Once the organization probed a little deeper, they found that the thirty individuals did not want or desire the “high-potential” label. They did not see being chosen for leadership development as an honor but rather as a burden. Most saw it merely as extra work. The organization recognized they could not move ahead with the program until they first convinced the 30 individuals of the merits and benefits of being identified as high potentials.

Another variable to consider is that the next generation employees have more employment choices available to them than in the past. For example, the traditional career path, entering a company and slugging one’s way to the top, isn’t the only career path available today. If they choose, individuals can now set up their own businesses and become instant CEOs of their own organizations. Whereas past generations saw big corporations as providing job security, today’s generation sees years of downsizing and terminations. This situation has left many people feeling that self-employment provides a more predictable future because it gives them the opportunity to be in control of their careers.




CLOSING THE LEADERSHIP GAP: THE FAILURE PATHS 

Closing current leadership gaps and building the leadership capacity required for the future success of an organization is a critical business imperative. At times, the challenge can be so great for organizations that it appears overwhelming. In many cases this may lead organizations to respond by going down certain failure paths. On the surface each path appears to have merit, but we have discovered that each is likely to waste time, energy and limited resources. We have found three specific leadership  solutions failure paths that prevent organizations from effectively closing the leadership gap.

Leadership Gap Failure Paths

Failure Path 1: Trying to Do It All

Failure Path 2: Over Reliance on Best Practices

Failure Path 3: The Quick Fix “Do It Now” Approach



Failure Path 1: Trying to Do It All 

In many cases the complexity of building leadership capacity overwhelms organizations. They try to address issues of succession management, accelerated development, targeted programs for high potentials, etc. They believe they must do it all—and all at once.

In some cases they appoint one person in the company as the VP of Leadership Development or Chief Leadership Officer and give that individual sole accountability for leadership development. This approach fails because it does not recognize that all functions in the organization have accountability for leadership—or the reality that “it takes a village” to build leadership capacity in today’s organizations.

In other cases, organizations in “trying to do it all,” take a cross-functional, integrated, systemic view of leadership and try to change everything in the organization all at once. These organizations fail because the resources required to change everything all at once are too great. Either the initiative gains traction and distracts the organization from the actual work of the business (a sure path to failure) or the business wins out and leaders react to the overwhelming amount of change by ignoring the initiative. Consider the following example:

An organization launched a complex high-potential program lasting two years. It involved intensive learning sessions at an executive MBA program, one-on-one coaching and a significant action-learning project. In total, the investment was close to $1 million in hard costs alone. The investment was also considerable for the participants, as their involvement in the program took up to 30 percent of their time. During this period leaders in the program were also expected to maintain their job performance. After a year the program was cancelled  because almost all the leaders failed to achieve their personal business goals and objectives. The program was so large and intensive that it detracted from, rather than supported, the leaders’ ability to hit their performance targets.


The implications of the “doing it all” path are numerous. First, most organizations do not have the resources necessary to do it all. Second, this approach can also distract leaders from delivering on current performance expectations. Third, this approach can breed cynicism from the line leaders who see the declining business performance that occurs while leaders change their behavior wholesale. The line leaders may have a growing sense that the organization does not understand the demands of their business or lacks enough focus on driving results.


Failure Path 2: Over-Reliance on Best Practices 

Some organizations respond to the challenge of closing their leadership gaps by first conducting extensive best-practices research. The underlying belief is that the elusive solution exists “out there,” and the organization merely needs to find it and implement it. Consider the following example:

A new VP of HR had joined an organization with the primary mandate of closing the company’s leadership gap. As she met with her team to review what they had been doing in this area, she learned the former VP had insisted that the first place to start was to put together an internal team to conduct best practices research. The executive team had disagreed, but the former VP of HR was a “purist” and pushed through his idea. An internal “away team” was put in place and was not seen or heard from again for several months. They spent weeks researching companies, contacting them and arranging for invitations to meet with them. It took several more weeks to visit the best-practice companies and even longer to consolidate and make sense of the reams of information they had collected. Almost nine months passed by, and nothing was done within the organization to address pressing leadership capacity issues. Once the team finally completed their report, it consisted of a series of practices and interventions that,  though suitable for large, multi-national corporations, would not fit their organization. The former VP of HR lost all credibility with the executive team and was finally asked to leave. The CEO hired the new VP to develop a more effective approach.


Not only is best-practice research a very time-consuming process, but having done it, you are also likely to know more about the challenges facing someone else’s organization than you are about those facing your own organization. In the worst case, this external focus results in team members who are enamored with the best-practice organizations and feel disheartened by the thought of returning to their organization to begin the overwhelming task of applying what they have learned.

We’re not saying that best-practice research is not helpful. There are pockets of success and good ideas. Often, the organizations considered to have best practices had a wonderful time and place, an era with a great leader or the right conditions to grow leaders. More often than not, that era was not sustained as the leader moved on or the market conditions changed. In other instances, we’ve discovered that organizations who are contacted because they are seen as being best-practice organizations are quite surprised by the label.

Another challenge with best-practice research is that it deludes organizations into thinking they can close their leadership gap by simply implementing someone else’s leadership solution. It is possible that you will find the “best practices,” but simply lifting those practices and applying them in another organization won’t work. Although leadership policies and practices can be copied, leadership culture and individual leaders cannot. As we will discuss in later chapters, the culture and the leader behaviors are just as important as (or more important than) the policies and practices themselves.

Best practices represent a snapshot in time. Although they may provide some valuable insights, rarely is there a complete solution that can be implemented from one organization to another. Rarely will a viable solution to building leadership capacity come from outside the organization. Use best-practice research to seek insights rather than solutions.


Failure Path 3: The Quick-Fix “Do It Now” Approach 

When organizations need to change their leadership behaviors, they are often tempted to jump too quickly to solutions and to start “doing something” to address the serious organizational challenge. Organizations that embark on this third failure path believe that a “quick fix” solution will be enough to close their leadership gaps. Consider the following example:

Over 40 percent of the company’s leaders were in a position to retire over the next three years. In addition, many future leaders were exiting the company and joining competitor organizations, causing the supply of future leaders to dwindle. The company also had not made the necessary investments in leadership development, and it was now living with the consequences of that shortsightedness. The executives were worried. The CEO articulated the challenge by saying, “We’re fighting a race against time.” In response, a newly appointed Director of Talent Management needed to act fast. He partnered with a leading business school to develop a weeklong customized leadership development program. He thought this was a safe option and that even if this didn’t work out, at least participants would get a diploma from the prestigious business school—something to put on their resume. Going against the recommendation of the business school, he decided against conducting a pilot session. They ran the first program with 30 leaders. The program received fairly negative feedback. It was seen as too academic, and although the business school was supposed to customize content, it became clear that it hadn’t happened.


Organizations tend to jump too quickly to the potential solutions to change their leadership culture and behaviors. They don’t take the time to understand their own strengths and weaknesses. Often, the result is less than desired or an out-and-out failure. This is because the quick fix is likely to try to repair something that wasn’t broken or worse yet, to break something that was actually working. In the race to be seen taking action, organizations often skip the diagnostic phase and, in the end, get the lackluster results you might expect from any quick fix.

We have seen many different training courses and programs touted as the solution to the leadership gap. Regardless of the quality of a training  curriculum, a new set of leadership competencies or a revised performance management system, no single solution will be able to change leadership behaviors over the long haul.

Quick-fix solutions have several negative outcomes. Adopting a quick-fix solution is usually exceedingly expensive, both in the cost to develop and deliver programs and in the time invested to roll the programs out to the organization’s leaders. Quick-fix solutions fill everyone’s calendar with various leadership development activities, which can often create a false sense of security that something is being done to address the leadership gap. Unfortunately, when the changes in behavior aren’t sustained, quick-fix solutions contribute to a growing cynicism in the organization about the value of leadership development initiatives—making it that much harder to create traction for the next initiative, even if it has the necessary metrics and forethought to back it up.




CONCLUDING COMMENTS 

Imagine for a moment that you are preparing for your annual general meeting of investors. Answer the following question: How confident would investors be in the future success of the company if they knew that a critical mass of the company’s leaders believed in the importance of leadership and was working diligently to build the leadership capacity throughout the organization? They would probably feel fairly confident. They would know the company was well on its way to delivering real value for its customers and shareholders. They might be confident enough to buy more of the company’s stock.

Now imagine the exact opposite. What if they knew the company was in the dark about its leadership capacity—with no way of measuring or knowing where it stood? What if the lack of a clear vision for the future had caused the organization to implement a series of disconnected programs that never became embedded in the organization? What impact would this have on the company’s ability to achieve its vision? At this stage, investors might be feeling fairly uncertain, even nervous, about their investment.

Let’s play out the worst possible scenario for a moment. The functional mindset is so strongly ingrained that the leaders are unable to resolve conflicts between different parts of the organization. With no clear accountability for leadership, executives are spending considerable  time focusing internally to deal with leader resistance, instead of being externally focused on delivering value to customers. With such a dismal track record of infighting at the top, high-potential young employees are not interested in taking on leadership roles. How confident would investors feel now? They probably would be thinking about calling their brokers to sell the stock.

Fortunately (or unfortunately), investors are only starting to appreciate the importance of leadership as a key to creating and sustaining value. Had they been paying attention earlier, they might have been discouraged by the many early failed attempts to overcome the leadership gap.

We need a new leadership solution. We need a successful pathway to a sustainable leadership solution that will achieve business transformation through leadership, and that is precisely what this book intends to achieve. So read on!
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Element of Holistc Leadership

Organizational Practices

Culture & Values Leadership

a

Do your organizational practices shape the culture
and values?

Does the organization colect and respond to feed-
backfrom employees?

Does the organization have an employment brand
thatis aligned with the business brand and does
the employment brand atract and retain talent?

Organizational Leadership

a

s the organizational structure designed to promote.
eross-functional planning, collaboration and com
munication?

Does the change management approach give as
much attention to the peaple-transition aspects

of change as it does to the business aspects of

change?

Has the organization leveraged succession man
agement so thatts a key organizational practice
to de-risk the organization and to develop future.
leadership?

Team Leadership

Ave teams aligned around common and agreed
upon goals that supportthe overall business
strategy?

Does the organization provide tools (.. team as-
sessments, development, and coaching) to promote
effective team dynamics?

Ave crossfunctional teams used o bring together
divergent groups from within the organization?

Personal Leadership

Do leaders have access to mentors and coaches?

Ave formalized leadership programs delivering the
intended valus and building the leadsrship capacity
required for future success?

Does your organization foster diversty in leaders?
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ABOUT KNIGHTSBRIDGE
.

Knightsbridge is Canada's fastest growing Human Capital Soutions organization. Vie
create nnovative solutions to complex human capital challenges. Our growing reputation
for excellence is a testament to our success.

Knightsbridge delivers challenging new thinking and hlistic strategies talored specifically
for each cient. We combine our depth of expertse in each key disciline to deliver
powerful and Integrated solutons. We are highly skiled In implementation - we collabo-
ate with our clents to positon them to remain competitve n the marketplace and drive
business results.

Vinether its assessment and coaching, talent atraction, orgarizational and leadership
development, or career management and transiton, ook to Krightsbridae for 2 strategic
partner who works with you to ensure your company Is aiways thinking moves anead.

Knightsbridge has offces in 14 Canadian cites where our team of almost 200 consultants.
and associates are waltng to parter with you.

# Knightsbridge

Thinking moves ahead
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“The lsadership culture of this
organization,

Disagreo

Neither
Agreeor
Disagree

Agree.

Strongly
Agres

1. creates the expectation that
leaders will tay informed about
the current and future needs of
the external customer

2| drives creativity and innova:
tion thatis focused on creating
value for customers

3. | reinforces the importance of
getting new products and
services to the market quickly
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LEADERSHIP SOLUTIONS

The Pathway to Bridge the Leadership Gap

DR. DAVID S. WEISS
DR. VINCE MOLINARO
DR. LIANE DAVEY

...........

John Wiley & Sons Canada, Ltd.
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Implemenin

s to the Holisic Le Element

Customer Leadership

Bring new approaches to the market in a way that
best meets the needs of the customer.

Business Strategy Leadership

Effectively cascade stategy into increasingly more.
specific and relevant operational plans and mobilize
the organization to achieve s prioites.

Culture & Values Leadership

Setthe structures and processes that can be used
to transform culture and insttutionalize a now set of
behaviours.

Organizational Leadership

Bring together diverse groups to work toward a
common goal.

Team Leadership

Build clear expectations and accountabilty and use
feedback and coaching to enhance results.

Personal Leadership

Exhibit strong initiative and use various techniques (o
preserve energy and sustain performance.






OEBPS/weis_9780470675625_oeb_009_r1.gif
Sueunood To0B GOw00 | S10meqaq parsap.
ueisns pue K60 e piemoryiom o1 | au szeuo
ua sy ansasasd soaborsdnosb | o1 siana) asayy
Bugoyajqesipus | sasn pue sueyd jeuoneiado | siaur1saq 1oy
16 usomiaq | - wiojsues o) pasn [ uensjos pue ayoad Rom e unyieu
apiowut ABuseasou o o1 sayoeoid
o jo aseme's| ABojes sapease) o mou sbuug | Bunuswsjduy
sassa201d
Bedur sompoalqo aarens | oeded jeusany
iy pue i | ayy sabuey Ajed a1 yuaa way uBy e 34 UOND u
194 Bunenjena ur | -tueukp pue suon pue saakojduia aejsies iowoisnd
annsajjor-yossi | -enys 19 0} sa91n18S
e suonoe say | samonns weay Wow0a ferow pue sonpoid
ppSI Kem ayt saquasaq | -uonnus o spuodsay buneaiy
Tatoue
o aney weay
auyjo s1oquiaus | “uonezueio o
1oy 108dun ay) | sue nezweBio
pue epd 10 531 | a0 Aoy asneoag i jo sowueukp
-weukpwear | somdadsiadiua | oo ssavareme
soe oraiqe st paney oy | aumse ue sey pue
e e sioyo josuomsod | soakojdwa ayy nquasayp | oy o1 uevoduy
oy jo aseme s| aysowaiddy | uwmouksusi | peukworpounnes) | stieymswouy | Busuog
fsapea] Wsiepea] Tsiopea] siopen
Jeuosiog jeuonezuehig | sonjepyeming | ABoens ssoussng sowosng






OEBPS/weis_9780470675625_oeb_006_tab.gif
Holistc Lead:

Customer Leadership

Present the needs and the values of the customer
and convince individuals to make decisions based on
the bestinterest of the customer.

Business Strategy Leadership

Ensure that strategic alignment i a key criterion for
alldecision making in the arganization.

Culture & Values Leadership

Effectively lobby others to consider the cultural
implications of business decisions and to ensu
programs and policies are aligned with the desired
culture of the organization

Organizational Leadership

Encourage integrative thinking and encourage
decision-making that integrates cross-functional
opportunities and issues.

Team Leadership

Build the credibilty of the team and gamer resources
that support the team's activtes.

Personal Leadership

Communicate ones desires and expectations and
crediblyariculte one's vlue to the organizaton.
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Customer Leadership.

Develop the right products and services to ensure
customer satisfaction.

Business Strategy Leadership

Develop a strategy that optimizes the use of the
organization's resources to succeed in the business
environment,

Culture & Values Leadership

Describe the culure in a way that will engage
employees and align them with the organization’s
strategic objectivs.

Organizational Leadership

Design the right structure and processes o support
strategy execution

Team Leadership

Compose diferent team structures for diferent
situations.

Personal Leadership

Envision the type of eader they would like to be and
the path that will take thern there.
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Customer Leadersh

This section covers the extent to which this person drives the organization to focus
on creating value forthe external customer It comprises the behaviars that create a
customer-focused environmentto ensure successful customer/consumer outcomes.
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ctices Impact Leade

Element of Holistc Leadership

Organizational Practices

Customer Leadership

‘Are customer data distributed widely among lead.
ers and employees?

Does the organization clearly communicate cus-
tomer “touch points” o all employees?

Does the organization make alldecisions with an
understanding of customer impact?

Do customer metics drive organizational changes/
process improvements o increase customer value?

Business Strategy Leadership

E)

Does strategic planning help to build the trategic.
and financial acumen of leaders?

Are all objectives aligned fram the top of the
organization to each indviduals performance
objectives?

Does the planning process for enabling functions
(e.g, Finance, IT,HR) support the business units?
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Personal Leadership

Q Ave al leaders clear about what leadership means.
and what expectations the organization has of them
in their roles?

Q0 Do leaders take accountabilty not only for their
own development but also for the development of
their colleagues?

2 Do leaders have the courage to give each other
candid and constructive feedback and help other
leaders address issues that may derail them in thir
careers?

QDo leaders demonstrate a high degree of personal
maturity?
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ites to the Holistic Leader:

Customer Leadership

Build genuine dialogue with customers, earn their
trust and influence their expectations.

Business Strategy Leadership

Develop shared gaals and engage people across the
organization in activites that are mutually beneficial

Culture & Values Leadership

Model the behaviors o the desired culure and
values i interactions.

Organizational Leadership

Earn the trust of thers and bengfit from a strang
network within the organization.

Team Leadership

Gamer the respect of team members and use that
position of st to open up communication about
shared expectations.

Personal Leadership

Live up to commitments, ask for support from others
‘and provide support o others when needed.
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Customer Leadership

Define what s important o the customer.

Business Strategy Leadership

Stay attuned to the myriad of different business
drivers and know what business tends will have the
most significant impact over time.

Culture & Values Leadership

Remain insync with what is important in the
organization and with a broad cross-section of the
organization’s employees.

Organizational Leadership

Appreciate the different perspectives of athers from
different parts of the organization.

Team Leadership

Perceive the individual and team dynamics at play.
‘and the impact that members of the team have on
ane another.

Personal Leadership

‘Show an awareness of styles o others and aler your
own style to suit diferent individuals and situations.
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Seven Organizational Practices That Can Be Leveraged to Build
Leadership Capacity
1. Customer Senvice and Sales Management
2. Business Planning
3. Innovation Processes
4. Organizational Design
5. Performance Management
6. Metrics and Rewards
7. Budgeting and Financial Management
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The Characteristic

c Leadership Culture

Customer Leadership

s the customer the focal point o the culture—is.
there relentless attention to customer value?

Do leaders have clarity about who the customer is
and what the customer values?

s the customer continualy discussed in
conversations among leaders and employees?

Business Strategy Leadership

Ave leaders continually striving to create new,
sources of competitve advantage?

Ave leaders aligned and engaged around the
company’s business strategy? Do they have the
comman drive to execute and implement it?

Do leaders see leadership capacity as a strategic
source of competitive advantage and invest in it
during both the ups and the downs of the business
cycle?

Culure & Values Leadership

Does the leadership culture promote a genuine:
“community of leaders™ where poliics is keptto @
minimum and the culture is supportve (rather than
a“sink or swin” environmentl?

Do leaders model and demonstrate the values in
how they behave and in how they make decisions?

Do employees across the organization have a
consistent experience (being led by leaders
who share a common set of expectations abaut
Teadership)?

Organizational Leadership

‘Are leaders inthe org:
idea of “one company”?

Do they demonstrate an awareness of the whole
organization and is parts?

Ave leaders free of “unwritten rules” that prevent
them from working oross-functionally?

zation committed t the

Team Leadership

Do team leaders promote the goal of everaging the
talents of team members for the betterment of the
team and the organization”

Does the organization encourage the use of
enterprise-wide teams?

Do team members lead in the iterest of the whole
organization, rather than solely for the success of
their specific team?
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