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				Introduction: communicate to inspire

				Inspiring leaders make us want to achieve more. They persuade us to their cause, win our active support, help us to work better together and make us feel proud to be part of the communities they create. They communicate tirelessly, and it is their skill at listening and talking that keeps us passionately connected to their vision.

				If need be, great leaders get us to face ugly reality, and then they give us a new sense of direction and optimism. Along the way, they help us to see how what we do makes a difference. They listen to us and they respect us. We feel involved and committed. We watch them for cues, and we feel great when they recognize our efforts – and then we try even harder.

				We follow leaders because of how they make us feel.

				So, if we want to be better leaders ourselves, how do we communicate in a way that inspires? What do we need to think about when framing our own leadership communication? Is there a system that experienced leaders use, a framework for thinking? These were the questions I had in mind when I set out to interview people at the helm of many well-known organizations – leaders who had faced significant challenges and been through times of dramatic change.

				The idea for this book had been at the back of my mind for ages, born of the coaching work I do with leaders. One day, instead of just thinking about it, I started voicing the idea to friends and colleagues. In the main I wanted to concentrate on business leaders, not politicians or public sector leaders. My career has been in business communication, and it was there I wanted to focus. My colleagues thought it was a great idea, encouraged me to do it, and opened their contact books. Together with my own contacts, we soon had a dozen meetings in the diary, then two dozen, then three.

				By the time we closed off the interviews to start writing, I had been privileged to speak to 54 people who were chairmen and CEOs of businesses, charities and non-governmental organizations (NGOs), as well as three military generals, a former police commissioner, a university vice-chancellor and a rugby world cup-winning coach. The list of leaders involved is at the end of this introduction, and their biographies appear at the end of this book.

				Between them, these leaders are responsible for well over two million employees in a wide range of organizations, from airlines to water companies, from manufacturing businesses to service firms, from mining multinationals to global pharmaceutical companies, from banks to charities. The book includes views from the heads of huge global businesses and small local enterprises.

				Few leaders we approached for an interview turned us down. We achieved a 95 per cent strike rate with our requests. Why? Because all of the people interviewed were intrigued and keen to share their thinking on communication. For many, it was a subject they had not been grilled on before, and they all enjoyed the chance to articulate their views.

				Sir Richard Branson was one who got away. When I asked him for an interview, he looked dubious and said: ‘There are a lot of books on leadership. What will make yours any different?’ Clearly, my answer wasn’t compelling enough at the time, because I never got the interview. But it was a great question. It forced me to be crystal clear about my mission.

				To manage your expectations, let me be explicit: this is not a book on leadership in general, and there are many aspects of leadership that are not dealt with in these chapters. My spotlight is on leadership communication, and my mission is to help you become a better and more effective leader, by helping you to be a better, more inspiring communicator.

				Why is that important? Because good communication can make the difference between poor performance and great performance. Leaders who can inspire others to great things can do so much good. They create great places to work. They enable the people they work with to be better than they thought possible, to achieve more than they dreamed. They enable innovation. They help businesses to grow and prosper. They help to create the wealth of nations. They build better businesses, and better businesses are good for everyone.

				On the other hand, leaders who cannot communicate well, who lack the human touch, can create organizations which are toxic to work in, filled with turmoil and conflict, going nowhere, achieving little. In my career, spanning almost four decades now, I have worked with leaders who have been exceptional thinkers but somehow unable to persuade people to see the brilliance of their plans. Their ability to analyse a situation, quickly seize on the key issues and decide on the actions needed was breathtaking. But they lacked that vital skill that enabled them to relate to people in a way that created buy-in and, in the end, after a great deal of pain for all concerned, they failed. On the other hand, it has been amazing to work with leaders who are more empathetic, and better communicators, who had a positive impact quickly in even the most disrupted of organizations.

				‘There’s no point in having a vision or a strategy that you can’t implement,’ said one of the chairmen interviewed in this book. ‘When selecting leaders, you have to decide whether they have good judgement, are clear thinkers, and will be able to take their people with them. That’s all about communicating, communicating, communicating.’

				Just about every leader in these pages identified communication as a top-three skill of leadership, if not the second most important. The ability to think clearly and strategically was inevitably placed at number one. (Clarity of thinking was also closely linked to effective communication.) Always, they pointed out, the best strategy was useless if people could not be inspired to help deliver it.

				The Futures Company, which specializes in trends and future-facing research (and is part of the WPP Group), recently published the results of a poll that looked at the characteristics essential to being a good leader. ‘Being a good communicator’ ranked equal first with ‘being willing to take responsibility for good and bad decisions’. In third place was ‘identifying the most important actions needed by the business’.

				Followers expect their leaders to be good communicators, and rate it a number-one skill of leadership.

				Good communication, said the leaders in these pages, is about passion, empathy, simplicity, stories, conversations, great listening and compelling visions. It is about integrity and strong values, and a powerful sense of mission. It is about honesty. It is about building relationships, creating trust and enabling endeavour. Communication is what leaders do before, during and after decisions. It is what they do to achieve results. It is how they inspire us.

				In the past few years the world has changed and the need for effective communication has never been greater. We live in a time of radical transparency and great uncertainty. Expectations of good corporate behaviour have been ramped up and empowered consumers and communities have changed the very nature of leadership.

				The leaders in this book say the purpose of leadership communication is to influence and inspire in order to achieve great results. In that context, they talk about:

			
					•why trust is essential to leadership, why that means you have to be authentic and why you have to learn to be more passionate in your communication;

					•the need to articulate a mission that goes beyond profit as a motive;

					•how they create leaders throughout their organizations by relentlessly communicating a framework of values that enable action and decision making;

					•why they put into words a vision of the future which powers all their communication;

					•how they bring external views of their organization into the organization in order to drive change;

					•how they use conversations to engage and motivate people.

				
				They say that if you want to be a more effective communicator, you have to:

			
					•address the concerns of your audience before delivering your own messages;

					•learn to listen better and master the most difficult communication skill of all;

					•develop strong points of view on key issues;

					•use more stories to capture hearts and imprint messages on memories;

					•be aware of the power of unintended signals;

					•prepare properly when appearing on public platforms;

					•keep reviewing and honing your communication skills.

				
				In the following chapters I will explore each of these themes, and share the dozens of stories these leaders told me. And yes, there is a framework in what they say, which you will be able to use to guide your own leadership communication.

				This book is for all leaders. It is for leaders of large businesses, divisions of those businesses, and small teams in those businesses. It is for people who aspire to be leaders in any organization, big or small.

				Dictionaries describe ‘language’ as ‘a system of communication used by a particular country or community’. This book, then, is about the system of communication used by leaders. It describes… The Language of Leaders.

				
				The leaders interviewed for this book

				
				
				Dame Helen Alexander, Chair, Port of London Authority and Incisive Media

				Ayman Asfari, Group Chief Executive, Petrofac International

				Beverley Aspinall, Managing Director, Fortnum & Mason

				Sir Anthony Bamford, Chairman and Managing Director, JCB

				Kevin Beeston, Chairman, Taylor Wimpey plc

				Phil Bentley, Managing Director, British Gas

				Nick Buckles, Chief Executive, G4S

				Damon Buffini, Founding Partner, Permira

				Simon Calver, Chief Executive, LOVEFiLM
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				John Connolly, Immediate past Senior Partner and CEO, Deloitte
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				Paul Drechsler, Chairman and Chief Executive, the Wates Group

				Tom Enders, Chief Executive, Airbus

				Dame Amelia Fawcett, Chairman, Guardian Media Group plc

				Sir Maurice Flanagan, Executive Vice-Chairman, Emirates Airline and Group

				Christopher Garnett, Member of the Board, Olympic Delivery Authority

				Rupert Gavin, Chief Executive, Odeon and UCI Cinemas Group

				Sir Christopher Gent, Chairman, GlaxoSmithKline plc

				John Gildersleeve, Deputy Chairman, The Carphone Warehouse Group plc

				Richard Gnodde, Co-Chief Executive, Goldman Sachs International

				Philip Green, Immediate past Chief Executive, United Utilities plc

				Moya Greene, Chief Executive, Royal Mail Group

				General The Lord Guthrie, Director, N M Rothschild & Sons Ltd

				John Heaps, Chairman and Partner, Eversheds LLP

				James Hogan, Chief Executive, Etihad Airways

				Baroness Sarah Hogg, Chairman, Financial Reporting Council

				Tom Hughes-Hallett, Chief Executive, Marie Curie Cancer Care

				General Sir Michael Jackson, Senior Adviser, PA Consulting Group

				Antony Jenkins, Chief Executive, Barclays Global Retail Banking

				Lady Barbara Judge, Immediate past Chair, UK Atomic Energy Authority

				Lord Peter Levene, Chairman, Lloyd’s

				Graham Mackay, Chief Executive, SABMiller plc

				Colin Matthews, Chief Executive, BAA Limited

				David Morley, Senior Partner, Allen & Overy LLP
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				David Nussbaum, Chief Executive, WWF-UK

				Sir Nick Partridge, Chief Executive, Terrence Higgins Trust

				Paul Polman, Global Chief Executive, Unilever

				Dame Fiona Reynolds, Director General, National Trust

				Sir Stuart Rose, Immediate past Chairman, Marks & Spencer Plc

				Ron Sandler, Chairman, Northern Rock plc and The Phoenix Group

				Chris Satterthwaite, Chief Executive, Chime Communications Plc

				Lord Colin Sharman, Chairman, Aviva Plc

				Lord John Stevens, Chairman, Monitor Quest

				Dame Barbara Stocking, Chief Executive, Oxfam GB

				Ian Thomas, Managing Director, Fluor Ltd

				Professor Nigel Thrift, Vice-Chancellor, University of Warwick

				Ben Verwaayen, Chief Executive, Alcatel-Lucent

				Fields Wicker-Miurin, Co-Founder and Partner, Leaders’ Quest

				Sir Frank Williams, Founder, Williams F1

				Sir Clive Woodward, Director of Sport, British Olympic Association

				Sir Nicholas Young, Chief Executive, British Red Cross

				With contributions from…

				Peter Horrocks, Director, BBC World Service

				Tony Manwaring, Chief Executive, Tomorrow’s Company

				Craig Tegel, President and Representative Director, Adobe, Japan

				Peter Cheese, Chairman, Institute of Leadership and Management
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				Napoleon’s leadership legacy

				Jena is a university city in central Germany, on the river Saale. Population: 103,000. It is home to Zeiss, a manufacturer of optical systems. The world’s first modern planetarium was built in Jena in 1926 by Zeiss, whose slogan is: ‘We make it visible.’ Being able to see clearly, and far, is a speciality of the city.

				Even so, the city is most famous for being the site of the Battle of Jena-Auerstedt, fought on 14 October 1806, a day when lack of visibility was the key issue. Hardly anyone knows that Jena actually has a much more important claim to fame, one that has relevance for all leaders everywhere.

				When the sun rose on the fields near the city that fateful October morning in 1806, a mist rolled in to obscure the vision of the 200,000 nervous soldiers lined up to do battle. However, the thick natural mist was nothing compared with the blinding fog of gun and cannon smoke that followed. On the one side, massed on the plateau west of the river Saale, were the forces of Napoleon Bonaparte of France. On the other side was the even mightier army of Frederick William III of Prussia. A little further north, near Auerstedt, thousands more soldiers of the two leaders were also preparing to attack.

				The battle of Jena-Auerstedt began tentatively that morning, with the crack of musket fire and the roar of French artillery. The day ended with two spectacular and bloody victories for Napoleon, whose forces were significantly outnumbered in both battles. The Prussians were routed. The decisive victory left King Frederick William III shattered. His kingdom was cut to half of its former size. He was subjugated to the French empire.

				The shots that echo through time

				You might, at this point, be wondering why I’m telling you all this. It is because the sounds of those shots at Jena still echo through time – in the form of a military command philosophy – a legacy left for all leaders by Napoleon. Lessons learned from that battle are still being used today by military leaders around the world – and an increasing number of business leaders.

				In 1810, the Generals Scharnhorst and Gneisenau, who fought in the battle, and Prussian military philosopher Carl von Clausewitz sat down to examine what went wrong at Jena. The crushing defeat led them to conclude that their armies needed to be organized and commanded differently in order to cope with ‘the fog of war’. Until then, soldiers were subject to a rigid command-and-control leadership philosophy. Nothing could be done without orders from the top.

				They observed that the commanders behind the battlefield were unable to see or understand what was happening at the front, in the chaos of combat. The people who really knew what was happening were the subordinate officers fighting in the middle of the gun and cannon smoke. Key opportunities were missed by the Prussian commanders. Small opportunities were exploited by Napoleon’s men, who were faster and more inventive on the battlefield. In the end, it was individual genius that had soundly beaten them. Why was that?

				They concluded that the French leaders on the battlefield were reacting much faster to the situation at hand and took the initiative independently and without consulting high command. Thus they could quickly exploit any unexpected favourable situation or respond immediately to an unfavourable development.

				‘Create leaders everywhere!’

				The Prussians knew they had to find a new system of command – one that would enable them to deliver the same degree of flexibility. It had to be a far cry from the rigid and hierarchical command philosophy of the time. What they birthed was Auftragstaktik: tactics focused on accomplishing the mission.

				This new line of thinking was based on the premise that strict rules and rigid plans had no place on the field of battle. It was blindingly stupid to have to wait for orders at times when no orders could be given. It was better that commanders in the field should be able to act independently, but within the framework of a senior commander’s intent. Auftragstaktik encouraged commanders to exhibit initiative, flexibility and improvisation, and actually enabled them to disobey orders so long as the overall intent of the commander was maintained. Competitive advantage could only be maintained if you did not have to run decisions up and down the chain of command. Once the commander’s intent was understood, decisions had to be devolved to the lowest possible level to allow front-line soldiers to exploit situations as they developed.

				Auftragstaktik was not only about more effective delegation; it also required a comprehensive reorganization and retraining of the Prussian army. It meant that military leaders would have to ensure that all ranks – from top to bottom – were always completely clear about the objective of any mission. The lowest ranks would have to be trained in how to lead. Senior commanders would have to make sure they gave no more orders than were absolutely essential. To do this they had to be extremely succinct in their articulation of commands. The objective was to create capable leaders everywhere; if they could do that, victories would follow.

				They succeeded. The new command philosophy was perfected by Helmuth von Moltke the Elder, a German Field Marshall who, in the 19th century, embedded auftragstaktik deeply into the organization of the German Army.

				After the Second World War, American and British military analysts began to ask the question: Why were the Germans able to move with such speed and flexibility in the early stages of the war? What they discovered was that ‘initiative, flexibility and mobility’ were the essential aspects of German tactics. They studied the German leadership philosophy, and both the American and British Armies adopted the concept of mission-oriented planning, which they still practise today.

				The importance of understanding the commander’s intent

				In the course of my interviews for this book, I was lucky enough to be able to speak with three former British army generals. I also spoke to Tom Enders, chief executive of global aircraft manufacturer Airbus, himself a major in the German army reservists.

				Each of them referred to the concept of commander’s intent, and mission-oriented command, and related it to the needs of modern management. They made the point that in today’s transparent world, where the business environment is more turbulent, fast and unpredictable, and more like the conditions faced in battle, long-term strategic plans are inadequate. Success depends on how quickly leaders throughout the organization are able to deal with difficult and unforeseen circumstances. They have to be able to take the initiative, while all the time mindful of the key strategic goal of the organization.

				But what makes this possible? Using commander’s intent, leaders focus on defining with crystal clarity the problem to be solved and the manner in which it needs to be solved. They then empower others to determine how. Empowering people throughout the organization to make decisions and trusting them to do the right thing require an extraordinary focus on communication.

				‘Mission command’ is the name given to the leadership philosophy adopted by the army. ‘Commander’s intent’ is the articulation of the mission’s key goal. Everyone in the organization needs to understand the commander’s intent and know exactly where they are going and why. Absolute attention has to be paid to articulating and communicating the why and what, while resisting the temptation to dictate the how. Teams must determine for themselves what they need to do to help the commander achieve his goal. Trust is a key ingredient in enabling this concept to work. The entire team needs to understand how those above them, below them and alongside them are going to behave and operate. And above all, they need to have a very good view of what is happening around them. All of this requires communication, communication, communication.

				Communication is the glue that binds strategy and delivery together

				General Richard Dannatt, the Baron Dannatt, is a former senior British army officer and former Chief of the General Staff, the professional head of the army. He has now been appointed to the ceremonial position of Constable of the Tower of London. He says: ‘A leader doesn’t just operate in a vacuum. A leader is leading something, some project, some enterprise, some mission. So the first thing the leader has to do is think through very carefully for himself or herself what it is that they’re trying to do, what they’re trying to achieve. The next thing they have to do is communicate that to those who are going to achieve it. In the military, we talk in terms of mission command.’

				‘Mission command has three elements. Thinking through what it is you need to achieve and setting out your Intent. That’s Intent with a capital I. The second is then delegating tasks to subordinates. Third, it is supervising appropriately. The most important part is the communication of the Intent. A leader must discipline himself to set down his Intent and make it as clear and unambiguous as possible. People must know how they fit in the big picture. This is why, throughout their careers, officers are given so much training in communication. It is the glue that binds strategy and delivery together.’

				Then, says Lord Dannatt, it comes down to the personality of the leader, and that is all about character and integrity. ‘Success in the enterprise will be defined by the followers, the workers, the foot soldiers, who will look at the leader and decide whether this is the kind of person that they’re attracted to, whether they’re the kind of person that they want to follow. Their understanding of that person’s integrity will actually determine the degree of enthusiasm with which they follow that person. Is that person to be trusted? Is that a person who’s got their best interests at heart or is he or she only interested in short-term success or getting the right figures on the bottom line? So communication and character are both really important.’

				Lord Dannatt is clear that, in addition to communication and character, courage is something a leader needs more today than ever. ‘Courage is a word that everyone understands. Physical courage is tackling the guy who’s about to score the try that’s going to win the match, or charging into a machine gun nest. But that’s physical courage. Moral courage – knowing what the right thing to do is and doing it even though it will be unpopular and lead to a great deal of criticism – is almost more important than physical courage.’

				‘The great thing is that people’s stock of physical courage is a finite asset. But the more often you dig into your own reserves of moral courage, the greater the reserve in the bank is and the easier it is to do next time. Moral courage is born out of honesty and truthfulness, allied to self-belief, and means you will stand up for what you think is right even though that might be uncomfortable.’

				‘When you do that, followers will have a greater degree of trust in you as a leader and more confidence in the direction of travel. So the leader must put in front of his followers the things he thinks important and why. It’s part of explaining what makes you as a leader tick – and you might as well understand that, folks, because the more you understand that, the more you’re going to be able to predict how I’m going to react to a certain situation.’

				Keep it simple

				General Charles Guthrie, the Baron Guthrie of Craigiebank, was Chief of the Defence Staff between 1997 and 2001 and Chief of the General Staff between 1994 and 1997. For 10 years he was a non-executive director of N M Rothschild & Sons, a private investment bank with 50 offices around the world, and is now a director of Cold Defence and Petropavlovsk.

				Speaking on the subject of a need for single-minded intent, he said: ‘I remember when Michael Howard, then the Home Secretary, was trying to find a general to do a review of the Prison Service. The wretched prison service had 19 objectives! Well, how can you actually do that, how do you get that message across? The idea of having 19 objectives seems absolutely mad. You have to keep it very simple and have a mission, a clear statement of what you plan to do. To produce the best medium-sized helicopters in the world, that’s a mission.’

				‘It must be very simple. I remember observing a young officer giving out his orders to attack something and he said: “We will capture hill so-and-so.” And then he spoilt it all by saying: “We will then have a nine-phase operation.” Well, in my experience, when you attack something it always goes wrong after the first phase and it’s probably better not to have the debris of a plan that is not going to work cluttering your mind. You can overdo this sort of planning, I think.’

				‘A leader must have a mission. Then you must delegate as much as you possibly can by working out with people what their job is, then let them get on with it. How they do it, providing they operate within an agreed framework, is really their problem, as long as they deliver. Don’t constantly interfere. I think a boss who is constantly trying to run everybody else’s job is going to fail.’

				Free people up with a tight framework

				General Sir Michael Jackson is a retired British army officer and one of the most high-profile generals since the Second World War. He was appointed Chief of the General Staff in 2003, a month before the start of the Iraq War. He was succeeded as Chief of the General Staff by General The Lord Dannatt in 2006, and retired from the army after serving for almost 45 years.

				‘People respond to being given delegated responsibilities, there’s no two ways about that. You’ve got to give real clarity about what you want to do to those whom you delegate to; you have to help them to be clear about their own objectives; you’ve got to give them the means and you’ve got to give them the operating envelope.’

				General Jackson says that an ‘operating envelope’ (the manner in which things must be done) and a commander’s intent give followers a handrail, which helps most when ‘the great plan gets a bit wobbly, as they do’.

				Tom Enders is CEO of Airbus, makers of the modern icon of the skies, the giant A380, as well as a range of other civil and military aircraft. Airbus employs 52,000 people around the world and recently sold its 10,000th aircraft. He says: ‘Values are critical in business today, but I think it’s not enough to be aligned only on values; you also need to be aligned on the mission of the company. Everyone needs to know what the mission is and it needs to be very clear and very simple. In our case, we defined it as: Make the greatest aircraft in the world.’

				‘You have to communicate the mission and values all the time and keep people focused on them. Does doing a particular project help achieve our mission? If not, why are we even considering it? This takes courage and persistence and character.’

				Tom says: ‘Character, competence and courage are the essential ingredients of leadership.’ Then, in the middle of the interview, he leaps up to collect a framed set of words from a cupboard in his office. He shows me that the words ‘character, competence and courage’ are those of Major Dick Winters, Commander and leader of Second World War 506 Parachute Infantry Regiment, 101st Airborne Division, a man immortalized in the television series Band of Brothers.

				Stand up for what you believe in

				Tom says that leaders must stand up and speak out about things that really matter. This is what will give them credibility. It takes courage. ‘You have to lead from the front. If you really want to motivate people, you have to give them your trust. In a book about the power of trust in organizations, I found a quote that pretty much captures the way I try to operate: I’d rather trust and be occasionally disappointed, than not trust and be occasionally right. It doesn’t mean blind trust, obviously, but you have to give trust to unleash the enormous creativity in your company.

				‘When you delegate responsibility, when you truly trust people to do a job, they are wonderfully motivated. As Major Winters says, people can’t do a good job if they don’t have a chance to use their imagination and creativity. It takes courage to give your followers that freedom. Of course you have to be confident in the competence of people to whom you delegate that they behave responsibly. For that to work, you have to give them the bigger picture, they have to understand the mission of the company and the strategic objectives you try to achieve. There is also a strong correlation between lean organizations and trust. Lean cannot be deployed and flourish in a climate of micro-management.’

				After hearing about Auftragstaktik, I started researching more about this command philosophy. I discovered many consultancies, particularly in the USA, offering their services to business leaders, promising to bring the discipline of this leadership philosophy into their enterprises.

				The reason is clear. As nearly every leader I spoke to said: ‘Above all, the modern world requires speed and agility.’ At the same time, a single careless sentence or thoughtless act can lead to the destruction of your reputation. In these circumstances, ensuring that every person who represents your company has absolute clarity about your own sense of true north, your mission and your values, assumes ever greater importance.

				Several important imperatives emerge from the military’s leadership philosophy.

				First, you have to be crystal clear about the mission, and you have to communicate it to everyone in the organization.

				Second, people throughout the organization have to be able to lead; the more leaders you create, the greater your chances of success.

				Third, those leaders must not only be clear about what the overall goal is, they must also be clear about their own goals, and how the achievement of their goal contributes to the overall goal. They must also be clear on the means at their disposal to get the job done, and the values they must apply to decision making. Leaders must articulate the values that matter, and live and breathe those values to help people understand the way things must be done. Those leaders, wherever they are, need to be encouraged to make their own plans.

				Fourth, all leaders need to know what those above them, below them and alongside them are going to do. As the plan unfolds, they have to have a very good understanding of how things are developing, and what they must do to improve performance, or help others.

				Fifth, leaders have to show courage and character to earn the right to lead, and must stand up for the things they truly believe. Equally, leaders must learn to show their character and their personal values, if they really want to inspire others.

				Time after time, in the other interviews I conducted, I heard leaders talking about one or other of the concepts that are outlined in the military’s leadership philosophy. But they also talked about other concepts as well. Running a business is very different from running an organization with employees who have little choice but to follow orders. Running a business or charity or any group of people in modern society requires more, and more nuanced, communications.

				Let’s examine why this is so in the next chapter…
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				KEY POINTS FROM CHAPTER 1

			
					•Articulate your mission with crystal clarity.

					•Take time and care to ensure it is easily understood, memorable, motivating and unambiguous.

					•Values are crucial – they are the way you want things achieved. You need to articulate these, share these, live these.

					•Your operating framework of values, combined with your goal, enables your followers to take action, and act with speed and creativity in pursuit of the goal. Ensure that everybody understands them.

					•Converse with your followers to help them set their own goals. This will enable you to delegate with confidence, sure that they are clear about what you want achieved and how you want it achieved.

					•This will free you to lead, rather than manage, and keep an eye on whether you are advancing to your goal.

					•As a leader you must stand up for and speak out on what you believe in – it requires courage, but it shows your followers that you have a moral compass and are worthy of their trust. It gives them the confidence to follow you.

					•You have to learn to show your character – people must know what you care about and what your beliefs are. This will make you more predictable, and inspire them to follow your beliefs.

					•You must spend time helping teams to communicate with each other, so that everyone knows what their role is, and what other people will be doing in support of reaching the end goal.
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				Leadership transformed – life in the fishbowl

				In some ways, the modern world of commerce is a little like a battlefield, but this is a misleading analogy. Yes, often employees (the troops) have to operate in difficult, fast-changing circumstances where they are cut off from their commanders. And yes, they absolutely have to know what the organization’s mission is, and deliver their services and products in the right way, and within the operating envelope given to them by their leaders.

				But their lives do not depend on them going that extra mile; employees retain a level of effort and commitment which they give at their own discretion, only if they are inspired to do so. That discretionary effort, however, can be the difference between an adequate performance and a great performance – and can be the difference between success and failure for a leader.

				The task of a leader is to inspire others to achieve great results. It sounds simple, but leaders today are operating in an incredibly demanding environment. It is ironic, then, that so few leaders are taught the critical communication skills that enable them to be inspiring. How do you capture hearts and minds when life is moving at the speed of light? When there is no time for carefully crafting messages and scripts? When you can only rely on a personal sense of true north to help navigate a perfect storm of change?

				The radical transparency of the modern world has, I believe, radically changed leadership. Let’s have a look at a modern leader who is a prime example of someone having to lead while under the constant glare of scrutiny and public criticism…

				Perpetual communication

				Phil Bentley has been managing director of British Gas since 2007. British Gas is Britain’s largest domestic energy supplier, with around 15 million gas and electricity customers, employing nearly 30,000 people in 30 different locations around the UK. Phil is proud of what he has achieved since joining the company, though you just know that it has not been without pain.

				He says: ‘When I took over, we were being voted worst for service, we were losing one million customers a year and the most profit that we’d ever made was £300 million. Today, we are regarded as best in service (despite what the media say), we’re winning customers every day and we’ve quadrupled the profits of a mature, large business. We’ve won awards for best online website, best European call centre, great place to work and best brand turnaround, among others. These are all external recognition of a huge turnaround in British Gas.’

				But, he admits, it hasn’t been easy. Perpetual communication has been a feature of his job. ‘It starts with the fact that we have 28,000 people in British Gas, so I do a huge amount of communicating internally. And, like it or not, British Gas requires a significant amount of external communication as well.’

				At six o’clock every morning, Phil receives a text message informing him of the overnight media coverage of British Gas and the energy sector as a whole. This message could foreshadow a hectic day full of media interviews, including television and radio. It could also involve answering e-mails from dozens of irate customers, which he does personally. And it will involve communicating with staff to make sure that they’re being kept abreast of developing news stories. Even if he has a day that doesn’t involve dealing with the media, he will be out and about in the business, meeting staff and listening to what they have to say – always visibly taking notes, ‘so that they know I am listening and I’m going to do something about what they’re telling me’.

				He adds: ‘One of the most important things I can do is encourage people to bring me bad news and make them feel I will respect their views and take action where it is appropriate. That’s what builds trust and commitment.’

				When you look at that kind of day, it seems that communicating is the day job! Communicating, he says, is all about getting your message over and inspiring trust and belief. And, to do that, you have to be authentic.

				‘We used to read a story to the kids about an animal that was trying to be something different. The moral of the story was that you had to play the game you play. For me, there’s no point in trying to be somebody I’m not, so I play the game I play, which is that I’m basically a hard-working northerner trying to do the best for my customers and my people in a difficult job. I try to talk plainly and avoid management speak. I hate sounding too formal and indifferent. And, at all times, I try to show my passion for customer care.’

				Phil is acutely aware of the scrutiny he is under. Whether it is inside or outside the company, he knows his every move and statement is being watched and debated. ‘We live in an age of 24/7 news, bloggers, social media and e-mail, and that makes it a pretty transparent environment. I think that’s a great thing, which aids leadership rather than inhibits it.’

				Aids it? How so? ‘Well, for example, I put my e-mail out on national radio last week saying that if anyone had a problem paying their bill, they should e-mail me at Phil.Bentley@BritishGas.co.uk. I had a lot of people e-mailing to say that they were betting I would never reply. They got a message back straight away, along with a commitment to sort out the problem. I am of the view that people don’t wake up in the morning and perversely decide they feel like complaining – they are compelled to complain because of something we’ve done to them. I love getting those e-mails, because it’s how I find out what needs fixing in the business.

				‘Our business is built up brick by brick, conversation by conversation, winning over customers one by one. I want them all to feel that we will listen and we will follow up.’

				The questions that really matter

				Phil has driven a huge sense of urgency into the business and often personally oversees solutions for individual customer complaints. ‘You have to lead by example and you have to send some powerful signals into the business.’

				One such signal is a specialist team in his office dedicated to sorting out customer problems. He knows that he can call them at any time of the day or night and they will take the problem and find a solution. Any problem that comes into his office never leaves his office – it has to be sorted out by his team as quickly as possible.

				‘Sometimes customers will e-mail me and say that they have had a problem going on for 18 months, which has never been sorted out. They might even e-mail me on a Saturday night after a few drinks. They are staggered that by Monday the problem is sorted. They then write back and say why was that – how come it could in fact be done so quickly? That’s a really good question. I then ask that question inside the organization – why were we able to sort out a problem in 24 hours that the organization as a whole has failed to deal with in 18 months?

				‘Those questions are really useful because they help us to understand how we can drive the same level of responsiveness across 30,000 people and not just the 10 skilled people outside my office.’

				Phil recounts a recent interview on BBC when he was being grilled about price increases. The interviewer said that he had received an e-mail from a Mr Lowe, who was sitting under a duvet in his house because he couldn’t afford to pay his bill. What advice would Mr Bentley give Mr Lowe?

				‘I said, well, Mr Lowe, we will contact you and will sort this out, and by the time I’d come out of the BBC, we had found out who the customer was and we had rung him to help and he was in tears (of gratitude). Quite often the elderly don’t realize that they are entitled to far more than they claim. Everything I do is designed to demonstrate that every person has a voice and that we will listen.

				‘For example, we constantly monitor Twitter. If somebody tweets that their “bloody boiler has broken again and I’m once again waiting for British Gas”, then we will ring them and say, can we help? It’s the same for blogs. We monitor and respond.’

				This focus on relentless customer care, constant improvement, perpetual communication and a willingness to receive and respond to criticism and bad news have been some of the primary drivers of change in the business, says Phil.

				‘Everything I say and everything I do communicates,’ he says. ‘My job is to make sure that I’m sending the right message and that everyone is receiving it and that those messages are inspiring trust in us as a business.’

				I’m sure that Phil would not want me to represent him as the perfect example of a great leader. He is far too modest and decent for that. I start with the story of Phil Bentley because I think his story illustrates so many of the issues that have been raised by all the leaders I spoke to, and it is worth pausing for a moment to consider what insights his story gives us.

				What can we learn from the way Phil communicates and leads in British Gas?

				Leadership today is a product of our times, and the first observation is that Phil has embraced digital communications and the ability to interact directly with his customers with huge enthusiasm. Many other leaders I spoke to felt inhibited by the constant scrutiny and put off by the sheer volume of interactions required in a world that is so transparent and open. Somehow, they felt this put constraints on what they could do and say. Not Phil; he leaps at the chance to be directly in touch and to engage in conversation with his audiences. The business, he says, is built brick by brick, conversation by conversation.

				He recognizes that he has to be visible and that he has to show up to defend British Gas even in the face of inevitable hostility and anger. It was crucial to ensure that he was delivering his company’s point of view, no matter how uncomfortable. But he has to be visible inside the company too, constantly sending verbal and non-verbal signals into the organization.

				He recognizes the need to be authentic and play the game he plays. He understands the power of listening and is passionate about getting feedback, both negative and positive. He uses the outside (customer problems) to drive change on the inside, and has created an environment where people can bring him bad news, secure in the knowledge that he will listen and respond.

				He understands the need for speed, in a world where people’s expectations are much higher – they expect better corporate behaviour, better service and faster and more responsive communication. He uses this relentlessly to drive people inside British Gas and wants and expects his staff to be as responsive as he is. His energy sends signals of urgency and his drive for change demands greater agility from everyone inside the organization.

				He uses stories all the time to get people to focus on what needs to be done and he peppers his conversation with a string of anecdotes that all focus on customer problems and how they were solved. His passion for customer care is clear to everyone, not because he says it’s important, but because he constantly shows that he thinks it is vital.

				In one or other way, every leader I interviewed dealt with these subjects: they talked about a new world of transparency and scrutiny; that the job was about perpetual communication; they focused on the increasing need for a distinct point of view; they stressed the essential need for authenticity and passion; they all emphasized the crucial need to be a good listener; they spoke of the need to create an environment of trust, where negative feedback is an organizational asset; they underlined the need for speed and agility, and the need to create leaders throughout the organization as passionate as the leader of the organization, absolutely clear about what they were trying to achieve; they spoke about the need to be visible as a leader, showing up even when you are most uncomfortable; they highlighted that real leaders are accessible; but most of all, they worried about and unanimously recognized that reputation is today the single most important asset if you are to survive and thrive.

				I believe that these communication demands on leadership are, in part, caused by a growing partnership between journalists and the public, which has forged a completely new dynamic in business. It is blindingly obvious that consumers and citizens everywhere have been empowered by the internet and digital communications. It is perhaps not quite so obvious that, just as Phil Bentley has embraced the accessibility he now has with consumers, so too have journalists.

				The new partnership driving transparency

				Few people understand how a modern newsroom really works, yet the changes in the way journalists operate have had a profound effect on modern leadership. Consumers, citizens and journalists now collaborate at lightning speed to provide news and commentary in a world which has become far more transparent. At the same time, it is also more complex, uncertain, volatile and ambiguous.

				Under these conditions, being a leader is a demanding, intense and risky role. Everyone I spoke to is very conscious of constantly walking on the edge, just one step or one thoughtless word away from a crisis that could damage their reputation and possibly even the future of the business they lead.

				Mostly, they recognize the need for speed and the increased risk of having to operate in a world moving at such a pace. Leaders who employ tens of thousands of people around the world know that every single one of those people could make a crucial mistake that could result in a catastrophe. More than half of the people I interviewed volunteered the saga of Tony Hayward and BP’s Deepwater Horizon Gulf of Mexico oil spill crisis as an example of how even the biggest organization can be brought to its knees first by an accident and then by mishandled communications (see Chapter 14).

				Perhaps none of them had stopped to think about what was behind a faster world, and what was really driving greater transparency and scrutiny. I have a view that it is this alliance between the public and the media, aided by the ubiquity of the internet, which has made speed the new currency of business. This, in turn, has forced on leaders the need to revolutionize their organizations in order to try to deliver far greater agility within them. And this has placed a huge emphasis on more, and more effective, communication.

				Consider the following:

			
					•the sheer speed of modern communication, on a global scale;

					•the staggering increase in channels of communication, especially digital;

					•shifting patterns of influence, and the rise of citizen and consumer power;

					•the elevated expectations of all stakeholders, especially for speedy response;

					•new and rapidly changing communities of interest, enabled by digital technologies and a new sense of empowerment;

					•increased regulation and the consequent communications requirements;

					•the aggressive pursuit of information by journalists, and the ‘tabloidization’ of business reporting;

					•declining levels of trust in business, accelerated by the financial crisis and recession.

				
				All of these issues weigh heavily on a modern leader’s mind and have a striking impact on the way they think about communication.

				First, let’s look at how modern audiences forced a revolution on newsrooms. Peter Horrocks, now the director of the BBC’s World Service, was the man who managed the revolution at the BBC – transforming 21 different news platforms into one of the biggest multimedia newsrooms in the world – all because audiences around the world have changed, radically, in the way they consume news. As he walked me around the BBC’s newsroom, he told me that many people today use a combination of radio, TV, online news sites and social media platforms to find out what is going on. In response, the BBC has transformed its whole approach to news gathering and news delivery. Prior to the transformation, the BBC Newsroom operated through separate, discrete newsrooms across TV and radio, News 24, online and BBC World. Not only were they separate, but rarely did they collaborate on stories.

				The competition was also very different then; ITN was the key competitor, whereas now there is a growing set of media – from broadcast to online newspaper sites, mobile news, news aggregators such as Google News and social media, including Facebook, Twitter and YouTube. This list will continue to grow and is driven by younger audiences who have a different approach to news consumption, where they prefer rapid browsing and have a far greater reliance on social networking and word of mouth for their news. These audience trends are reflected in the statistics: TV still has the lion’s share of audience but is declining; BBC radio news is static; the two growth areas are online and mobile.

				So how did BBC News transform itself across its 21 news platforms to become one of the biggest multimedia newsrooms in the world, delivering 24/7 news services, with 120 hours of output daily and 500 daily web pages? It involved radical and highly disruptive change requiring investment as well as staff reductions. Essentially, the corporation:

			
					•changed the physical space, which was rebuilt to bring all channels together;

					•restructured the editorial and newsroom teams to deliver much closer integration;

					•used technology to be able to monitor audience behaviours and be in touch with audiences;

					•put a new visual branding across all news services.

				
				‘The impact of all this change on BBC News and on our understanding of all our audiences is substantial,’ says Peter Horrocks. ‘Taking a multimedia approach means that news is highly networked, very much in real time, and stories move on at an amazing pace – what happened in a week in a newsroom now happens in a day.’

				Within the BBC Newsroom there is hour-by-hour monitoring of top stories and analysis of the interaction and commentary from the audiences. Also, stories have to be adapted to the different channels:

			
					•on mobile devices, stories need to be simpler and shorter;

					•TV has to deliver visual impact;

					•radio is more thoughtful and conceptual;

					•online stories can go deeper but have to grab attention – average time on a site is two to three seconds.

				
				Stories evolve at an incredible pace

				Journalists have changed how they gather their news and develop their stories. The interaction and engagement journalists get from online forums and also from the power of blogging cannot be overestimated. By getting constant and voluminous feedback, their stories develop and change according to the needs of the audience, in real time. So, in the course of the day – because of this engagement with their audience – journalists can evolve a story or change direction at an incredibly rapid pace. All of this makes a modern newsroom a voraciously hungry news machine.

				It also means that stories have a distinct life cycle and are often being adapted for the different channels in a particular rhythm. For example: radio peaks in the mornings and at drive time; mobile peaks during commuting times; online is strong at the start of the working day and then peaks at lunchtime; and TV peaks in the evening.

				One of the most impressive things I saw on my tour of the newsroom was a team of people scouring the social websites for potential new stories. They were looking for angles that would be interesting and could be developed into good copy. No longer did they have to wait for someone to bring the idea to them.

				The meaning for a CEO is clear. One disgruntled customer with a grudge and the motivation to go online with their views can reach directly potentially millions of other consumers on the web and attract the attention of one of the mightiest news-gathering machines in the world – within minutes of uploading their views. This is how small incidents or service breakdowns become major global stories.

				Imagine the frustration of an airline which had not responded well to a complaint about a broken guitar by a journeyman country and western singer. The singer had spent a year trying in vain to get compensation but to no avail. He wrote a song chronicling his saga, which became a YouTube sensation and gave the singer the biggest hit of his career. The song was laced with humour and scathing criticism and packaged in a catchy tune and soon became a global media story. It cost the airline so much more than the price of a repair to a single guitar. United Airlines saw its share price tumble and could have avoided the whole issue if it had followed its own policy on customer service: ‘In the air and on the ground, online and on the telephone, our customers have the right to expect – to demand – respect, courtesy, fairness and honesty from the airline they have selected for travel.’

				A Virgin Atlantic passenger who was on a flight back to the UK from India did not enjoy his meal and took photographs of it. He then sent the photos plus a letter to Virgin, as well as sending it to newspapers and blogs. It had the merit of being a funny, but nevertheless accurate, complaint letter. The story soon took off, forcing Richard Branson himself to ring the passenger and thank him for his constructive if tongue-in-cheek e-mail, and thus defuse a story that could have stayed airborne for quite some time.

				Internal e-mails can be very public

				Even internal e-mails can become the subject of news – especially when disgruntled employees leak the e-mails to the media. Sir Andrew Cahn, who was then head of the government body UK Trade and Investment (UKTI), told colleagues just before the end of the year that the Foreign Office, which funds the organization, was ‘heading for an underspend’ and urged them to come up with ways of spending the cash.

				His e-mail was leaked to the media and it triggered outrage that the department appeared to be fabricating ways to spend money unnecessarily while the rest of the country faced mass spending cuts. The Treasury reacted by saying it would dock the Foreign Office’s budget by £20 million – a fine to set an example to the rest of Whitehall and warn all ministers and the civil service that any unspent funds should be returned to the Exchequer. That was a pretty expensive e-mail.

				Most leadership communication is not fit for purpose

				Dame Amelia Fawcett, chair of the Guardian Media Group, one of the UK’s leading media organizations, says this new environment makes leadership much harder. ‘Most communications are just not fit for purpose in the Facebook, Twitter, blog and 24/7 news world. News is now being produced by professionals and non-professionals working together – in what we call the mutualization of news. One correspondent on the Guardian has a following on her blog of 750,000 people. The Guardian has a circulation of 365,000. If you know how to engage with that sort of network it can be very powerful.’

				This is why many leaders feel that they are operating much closer to the precipice. Reputation has always been important but today, they say, you can lose your reputation in seconds. Lord Mervyn Davies (Baron Davies of Abersoch), former chairman of Standard Chartered plc and a former government minister, argues that communication has assumed crucial importance in a world ‘where news travels so fast; where bad and good news can move across continents in milliseconds. This has changed the nature of politics and changed the nature of business.

				‘It means that whatever you’re doing, wherever you are, there is a chance that because of CCTV, YouTube, cameras on mobile phones, somebody is watching you. We live in a world where a small action can cause a big result.’

				Kevin Beeston, who is chairman of Taylor Wimpey, one of the largest British housebuilding companies, and a former chairman of global support services group Serco, says: ‘These days, everybody’s got a camera with them. Everybody’s got a mobile phone with a voice recording system or a video camera, so you cannot drop your guard. Make one mistake and you will not get away with it.

				‘But,’ he adds, ‘the opposite is also true – if you manage this environment well you have more ways of getting your message over and building your brand. And a strong brand is probably one of the most significant competitive advantages a company can have. So if you manage it effectively, it could be a big driver of shareholder value.’

				Businesses are like open democracies

				Graham Mackay, chief executive of SABMiller, one of the world’s largest brewers, with brewing interests and distribution agreements across six continents, says that the modern world places much greater demands on leaders. ‘Businesses are much more like open democracies. People expect to be communicated to much more and see themselves as part of a democracy where they consent to being led. As well as the need to communicate more with employees, there is increased regulatory scrutiny, the rise of global NGOs and 24/7 media. You have to represent yourself and explain your company and your actions all the time.’

				Under such constant scrutiny, and criticism, leaders are only too well aware that business needs to be seen as a force for good and not just for profit. They have to have a much higher purpose than the simple profit motive.

				Paul Drechsler, chairman and chief executive of the Wates Group, a family-owned enterprise which is one of the UK’s largest construction services companies, says: ‘A decade ago I would have talked about the business in terms of sales, profit, market share and competitors. When I stand up to talk about this business now, I talk about how many jobs we have created, what we are doing to reduce our carbon footprint and what positive effect we are having on society. We have had to broaden our storyline substantially. You’ve got to learn to tell your story in a way that will attract customers, attract employees and attract investment.

				‘It isn’t that trust and reputation are more important today than they were before – it is that they are more vulnerable in today’s world. I say to my colleagues in Wates that my number one concern is that, through their actions and behaviours, a brand and reputation that took 114 years to build up could be destroyed in an instant.’

				Rupert Gavin is CEO of Odeon and UCI Cinemas, the largest chain of cinemas outside the Americas. Rupert believes that you cannot be a good business leader without also being a good leader in the community in which you live and operate. ‘You cannot have a healthy business in a bankrupt society. In this regard the demands on the CEO are much more complicated than they were 10 years ago.’

				Leaders must create leaders

				Traditional command-and-control methods of management are simply not appropriate in this world. Leaders cannot leave themselves exposed to situations where employees are unable to make decisions because they cannot get hold of you. They have to be empowered to do the right thing when the critical moment arrives, and an angry customer needs to be placated or a mistake rectified. Leaders have to know what the minimum standards of behaviour are.

				I regularly heard CEOs talking about the need to create leaders throughout their organizations, in order to be able to operate in this world. This thought resonated strongly with the military idea of creating leaders throughout the army. In fact, the idea that leaders must create leaders was among the strongest themes emerging from all of the interviews.

				Key to creating leaders is creating a framework of well-understood values within which leaders can operate. The objective is to ensure that people throughout a company understand what the company expects of them, not only in terms of what they need to do, but how they should do it. Leaders need to spend a great deal of time trying to ensure that everyone understands what ‘doing the right thing’ really means.

				Radical transparency needs radical thinking

				Jeremy Darroch, CEO of BSkyB, the largest pay-TV broadcaster in the United Kingdom, with more than 10 million subscribers, believes you have to go further than simply embracing life in the fishbowl. You should invite people into the fishbowl with you.

				‘Everything is so transparent, you might as well invite people in to see what you do. Say: “We’d like you to come and have a look.” This is because trust is going to be one of the great themes of business over the next decade and those companies that aspire to long-term success have to make building and maintaining trust an important part of their agenda. To trust you, people have to know you. They have to get a sense of who you are and what you stand for and what you believe in – inside and outside the company.’

				Jeremy believes that this world of radical transparency has placed a burden on business to communicate more. Business has to get itself on the front foot and lay out the case for why business is good for society, in a much more compelling way. Winning trust isn’t just a single-company issue, it is an issue for all businesses. And, he says, every leader must realize they are simply a steward of the organization they lead, destined to move on at some point. With that in mind, the job is to improve the long-term viability of the organization – to leave it in an even better state than it was when they inherited it.

				Unanimous agreement, then, from the 60 leaders I interviewed: leadership has been transformed.

				They said some of the same things that military leaders said, agreeing on the need for a clear mission and values, and about the need to ensure everyone knows what they are. They talk similarly about the importance of mission and values in creating leaders everywhere, and the need to drive speed and agility into the organizations they lead. But they also talk about a world in which there is an even more pressing need to inspire people, to lift employees to greater achievement through powers of persuasion. This is because people believe they work in an open democracy where their discretionary effort is their choice to give. In this environment, where trust and relationships are the engines of success, there is an increased demand for excellence in communication.

				In addition, leaders today have little choice but to embrace transparency and work with the raised communication expectations of a digital age. It means they have to put reputation management at the top of their agenda, right up there with the need to build relationships of trust. To do that, leaders must communicate more clearly, more often and with the idea firmly embedded that communication, today, is about rapidly evolving stories and conversations.

				Leadership is now more complex, demanding and stressful, but more rewarding and more meaningful if you can get it right. Leaders increasingly feel that they are only stewards of the businesses they lead, and have to make sure that those businesses are improved while they are in charge, and have an even better future ahead of them when they leave. This means thinking longer term about building a sustainable business, part of the communities in which they operate.

				The communication demand on leaders is far greater today, requiring them to address a wider array of audiences and use an even wider array of channels. But, as Kevin Beeston says, if you manage this environment well, you have more ways of getting your message over and building a great business where everybody wins.

				[image: ]

				KEY POINTS FROM CHAPTER 2

			
					•Radical transparency has radically changed leadership.

					•Consumers, citizens and journalists are in a partnership where news and views travel the world in seconds.

					•The sheer speed of modern communications, on a global scale, combined with the staggering increase in channels of communication and rapidly shifting patterns of influence, means that leaders have to build much more agile and speedy organizations in order to cope.

					•Leaders must create leaders in order to build more agile organizations.

					•Organizations are now much more like open democracies.

					•People expect to be communicated to much more and see themselves as part of a democracy where they consent to being led.

					•As well as the need to communicate more with employees, there is increased regulatory scrutiny, the rise of global NGOs and 24/7 media. You have to represent yourself and explain your company and your actions all the time.

					•Every enterprise needs an articulation of a higher purpose than profit.

					•Sustainability is the watchword. It applies to the organization’s longevity as well as the social and physical environments within which a leader operates.

					•Leaders must make trust a strategic goal.

					•People want leaders that they can believe in.

					•Life in the fishbowl requires leaders to speak to their beliefs and have a clear point of view.

					•The scrutiny is intense. It won’t go away. Learn to live with it.

					•Leaders must embrace the digital age of transparency. The risks are higher, but the rewards are greater.
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