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THE LEADER’S KEY QUESTION: 

AM I RAISING UP 
POTENTIAL LEADERS?

One night, after working quite late, I grabbed a copy of Sports Illustrated, hoping its pages would lull me to sleep. It had the opposite effect. On the back cover was an advertisement that caught my eye and got my emotional juices flowing. It featured a picture of John Wooden, the coach who led the UCLA Bruins for many years. The caption beneath his picture read, “The guy who puts the ball through the hoop has ten hands.”

John Wooden was a great basketball coach. Called “the Wizard of Westwood,” he brought ten national basketball championships to UCLA in a span of twelve years. Two back-to-back championships are almost unheard of in the world of competitive sports, but he led the Bruins to seven titles in a row. It took a consistent level of superior play, good coaching, and hard practice. But the key to the Bruins’s success was Coach Wooden’s unyielding dedication to his concept of teamwork.

He knew that if you oversee people and you wish to develop leaders, you are responsible to: (1) appreciate them for who they are; (2) believe that they will do their very best; (3) praise their accomplishments; and (4) accept your personal responsibility to them as their leader.

Coach Bear Bryant expressed this same sentiment when he said: 

I’m just a plowhand from Arkansas, but I have learned how to hold a team together—how to lift some men up, how to calm others down, until finally they’ve got one heartbeat together as a team. There’s always just three things I say: “If anything goes bad, I did it. If anything goes semi-good, then we did it. If anything goes real good, they did it.” That’s all it takes to get people to win.

Bear Bryant won people and games. Until a few years ago, he held the title of the winningest coach in the history of college football with 323 victories.

Great leaders—the truly successful ones who are in the top 1 percent—all have one thing in common. They know that acquiring and keeping good people is a leader’s most important task. An organization cannot increase its productivity—but people can! The asset that truly appreciates within any organization is people. Systems become dated. Buildings deteriorate. Machinery wears. But people can grow, develop, and become more effective if they have a leader who understands their potential value.

The bottom line—and the essential message of this book—is that you can’t do it alone. If you really want to be a successful leader, you must develop other leaders around you. You must establish a team. You must find a way to get your vision seen, implemented, and contributed to by others. The leader sees the big picture, but he needs other leaders to help make his mental picture a reality.

Acquiring and 
keeping good people 
is a leader’s most 
important task.

Most leaders have followers around them. They believe the key to leadership is gaining more followers. Few leaders surround themselves with other leaders, but the ones who do bring great value to their organizations. And not only is their burden lightened, but their vision is also carried on and enlarged.

WHY LEADERS NEED TO REPRODUCE LEADERS

The key to surrounding yourself with other leaders is to find the best people you can, then develop them into the best leaders they can be. Great leaders produce other leaders. Let me tell you why:

THOSE CLOSEST TO THE LEADER WILL DETERMINE THE SUCCESS LEVEL OF THAT LEADER

The greatest leadership principle that I have learned in more than thirty years of leadership is that those closest to the leader will determine the success level of that leader. A negative reading of this statement is also true: Those closest to the leader will determine the level of failure for that leader. In other words, the people close to me “make me or break me.” The determination of a positive or negative outcome in my leadership depends upon my ability as a leader to develop those closest to me. It also depends upon my ability to recognize the value that others bring to my organization. My goal is not to draw a following that results in a crowd. My goal is to develop leaders who become a movement.

Stop for a moment and think of the five or six people closest to you in your organization. Are you developing them? Do you have a game plan for them? Are they growing? Have they been able to lift your load?

Within my organizations leadership development is continually emphasized. In their first training session, I give new leaders this principle: As a potential leader you are either an asset or a liability to the organization. I illustrate this truth by saying, “When there’s a problem, a ‘fire’ in the organization, you as a leader are often the first to arrive at the scene. You have in your hands two buckets. One contains water and the other contains gasoline. The ‘spark’ before you will either become a greater problem because you pour the gasoline on it, or it will be extinguished because you use the bucket of water.”

Every person within your organization also carries two buckets. The question a leader needs to ask is, “Am I training them to use the gasoline or the water?”

AN ORGANIZATION’S GROWTH POTENTIAL IS DIRECTLY RELATED TO ITS PERSONNEL POTENTIAL

When conducting leadership conferences, I often make the statement, “Grow a leader—grow the organization.” A company cannot grow without until its leaders grow within.

Grow a leader—
grow the 
organization.

I am often amazed at the amount of money, energy, and marketing focus organizations spend on areas that will not produce growth. Why advertise that the customer is number one when the personnel have not been trained in customer service? When customers arrive, they will know the difference between an employee who has been trained to give service and one who hasn’t. Slick brochures and catchy slogans will never overcome incompetent leadership.

In 1981 I became Senior Pastor of Skyline Wesleyan Church in San Diego, California. This congregation averaged 1,000 in attendance from 1969 to 1981, and it was on an obvious plateau. When I assumed leadership responsibilities, the first question I asked was, “Why has the growth stopped?” I needed to find an answer, so I called my first staff meeting and gave a lecture titled The Leadership Line. My thesis was, “Leaders determine the level of an organization.” I drew a line across a marker board and wrote the number “1,000.” I shared with the staff that for thirteen years the average attendance at Skyline was 1,000. I knew the staff could lead 1,000 people effectively. What I did not know was whether they could lead 2,000 people. So I drew a dotted line and wrote the number 2,000, and I placed a question mark between the two lines. I then drew an arrow from the bottom 1,000 to the top 2,000 line and wrote the word “change.”It would be my responsibility to train them and help them make the necessary changes to reach our new goal. When the leaders changed positively, I knew the growth would become automatic. Now, I had to help them change themselves, or I knew I would literally have to change them by hiring others to take their place.
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From 1981 to 1995 I gave this lecture at Skyline on three occasions. The last time, the number 4,000 was placed on the top line. As I discovered, the numbers changed, but the lecture didn’t. The strength of any organization is a direct result of the strength of its leaders. Weak leaders equal weak organizations. Strong leaders equal strong organizations. Everything rises and falls on leadership.

Everything rises and 
falls on leadership.

POTENTIAL LEADERS HELP CARRY THE LOAD

Businessman Rolland Young said, “I am a self-made man, but I think if I had it to do over again, I would call in someone else!” Usually leaders fail to develop other leaders either because they lack training or because they possess wrong attitudes about allowing and encouraging others to come alongside them. Often, leaders wrongly believe that they must compete with the people close to them instead of working with them. Great leaders have a different mind-set. In Profiles in Courage, President John F. Kennedy wrote, “The best way to go along is to get along with others.” This kind of positive interaction can happen only if the leader has an attitude of interdependency with others and is committed to win-win relationships.

Take a look at differences between the two views leaders possess about people:

	WINNING BY COMPETITIVENESS	WINNING BY COOPERATION
	Look at others as enemies	thers as friends
	Concentrate on yourself	Concentrate on others
	Become suspicious of others	Become supportive of others
	Win only if you are good	Win if you or others are good
	Winning determined by your skills	Winning determined by the skills of many
	Small victory	Large victory
	Some joy	Much joy
	There are winners and losers	There are only winners

Peter Drucker was correct when he said, “No executive has ever suffered because his people were strong and effective.” The leaders around me lift my load in many ways. Here are two of the most important ones:

1. They become a sounding board for me. As a leader, I sometimes hear counsel that I don’t want to hear but need to hear. That’s the advantage of having leaders around you—having people who know how to make decisions. Followers tell you what you want to hear. Leaders tell you what you need to hear.

I have always encouraged those closest to me to give me advice on the front end. In other words, an opinion before a decision has potential value. An opinion after the decision has been made is worthless. Alex Agase, a college football coach, once said, “If you really want to give me advice, do it on Saturday afternoon between one and four o’clock, when you’ve got twenty-five seconds to do it, between plays. Don’t give me advice on Monday. I know the right thing to do on Monday.”

2. They possess a leadership mind-set. Fellow leaders do more than work with the leader, they think like the leader. It gives them the power to lighten the load. This becomes invaluable in areas such as decision making, brainstorming, and providing security and direction to others.

A majority of my time is spent away from the office speaking at conferences and events. Therefore, it is essential that I have leaders in my organizations who can carry on effectively while I am gone. And they do. It happens because I have spent my life finding and developing potential leaders. The results are very gratifying.

This leadership mind-set of sharing the load is wonderfully demonstrated by, of all things, geese, as illustrated by Tom Worsham:

When you see geese heading south for the winter flying along in a “V” formation, you might be interested in knowing that science has discovered why they fly that way. Research has revealed that as each bird flaps its wings, it creates an uplift for the bird immediately behind it. By flying in a “V” formation, the whole flock adds at least 71 percent greater flying range than if each bird flew on its own. (People who share a common direction and sense of community get where they are going more quickly and easily because they are traveling on one another’s thrust.)

Whenever a goose falls out of formation, it suddenly feels the drag and resistance of trying to go it alone. It quickly gets back into formation to take advantage of the lifting power of the bird immediately in front. (If we as people have as much sense as a goose, we will stay in formation and so will those who are headed the same way we are.) When the lead goose gets tired, he rotates back in the “V” and another goose flies the point. (It pays to take turns doing hard jobs.)

The geese honk from behind to encourage those up front to keep up their speed. (What do we say when we honk from behind? )

And finally, when a goose gets sick, or is wounded by gunfire and falls out, two other geese fall out of formation and follow it down to help and protect it. They stay with the goose until it is either able to fly again or dead, and then they launch out on their own or with another formation to catch up with their group. (If we have the sense of a goose, we will stand by each other like that. )

Whoever was the first to call another person a “silly goose” didn’t know enough about geese!1

LEADERS ATTRACT POTENTIAL LEADERS

Birds of a feather really do flock together. I really believe that it takes a leader to know a leader, grow a leader, and show a leader. I have also found that it takes a leader to attract a leader.

Attraction is the obvious first step, yet I find many people in leadership positions who are unable to accomplish this task. True leaders are able to attract potential leaders because:


[image: Bullet] Leaders think like them.
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[image: Bullet] Leaders create an environment that attracts potential leaders. 

[image: Bullet] Leaders are not threatened by people with great potential.

For example, a person in a leadership position who is a “5” on a scale of 1 to 10 will not attract a leader who is a “9.” Why? Because leaders naturally size up any crowd and migrate to other leaders who are at the same or higher level.

It takes a leader to 
know a leader, grow 
a leader, and 
show a leader.

Any leader who has only followers around him will be called upon to continually draw on his own resources to get things done. Without other leaders to carry the load, he will become fatigued and burnt out. Have you asked yourself lately, “Am I tired?” If the answer is yes, you may have a good reason for it, as this humorous story illustrates:

Somewhere in the world there is a country with a population of 220 million. Eighty-four million are over sixty years of age, which leaves 136 million to do the work. People under twenty years of age total 95 million, which leaves 41 million to do the work.

There are 22 million employed by the government, which leaves 19 million to do the work. Four million are in the Armed Forces, which leaves 15 million to do the work. Deduct 14,800,000, the number in state and city offices, and that leaves 200,000 to do the work. There are 188,000 in hospitals or insane asylums, so that leaves 12,000 to do the work.

It is of interest to note that in this country 11,998 people are in jail, so that leaves just two people to carry the load. That’s you and me—and brother, I’m getting tired of doing everything myself!

Unless you want to carry the whole load yourself, you need to be developing leaders.

LEADERS WHO MENTOR POTENTIAL LEADERS MULTIPLY THEIR EFFECTIVENESS

Not long ago, at a conference where management expert Peter Drucker was speaking, thirty of my leaders and I were continually challenged to produce and mentor other leaders. Peter asked us, “Who will take your place?” He kept emphasizing, “There is no success without a successor.”

I left that meeting with one resolve: I was going to produce leaders who could produce other leaders. No longer was it enough to grow by adding leaders. Now, my focus was upon multiplying those leaders. To accomplish this, I began to train my leaders to learn the fine art of setting parameters and priorities. I wanted them to gain a deep understand of our goals and then go out into our organization and train others to someday replace them or help carry the load.

There is no success 
without a successor. 

At that time, the board of my organization became my focus for developing leaders. In 1989 one-half of my board members were brand new, and the group faced major decisions on a $35 million relocation project. I was concerned. Could decisions of such magnitude be made by rookies? However, my fears subsided at the next board retreat when I discovered that every new board member had been mentored by former, experienced members. The old board had heard me and implemented my teachings, and the new board was now benefiting. The new members had come into their positions already running with the rest of us. It was then that I realized an important lesson: Leaders create and inspire new leaders by instilling faith in their leadership abilities and helping them develop and hone leadership skills they don’t know they possess.

My experience with the board shows what happens when people work together—side by side. When people work for a common cause, they no longer add to their growth potential. Their unity multiplies their strength. The following anecdote further illustrates my point:

At a Midwestern fair, many spectators gathered for an old-fashioned horse pull (an event where various weights are put on a horse-drawn sled and pulled along the ground). The grand-champion horse pulled a sled with 4,500 pounds on it. The runner-up was close, with a 4,400-pound pull. Some of the men wondered what the two horses could pull if hitched together. Separately they totaled nearly 9,000 pounds, but when hitched and working together as a team, they pulled over 12,000 pounds.

DEVELOPED LEADERS EXPAND AND ENHANCE THE FUTURE OF THE ORGANIZATION

I was once asked to speak at a conference on the subject, How to Structure Your Organization for Growth. I politely refused. I am convinced that structure can aid growth but not give it. Pollster George Barna said, “Great organizations may have great leaders and a poor structure, but I’ve never seen a great organization that had a great structure and a poor leader.” Structure can mean the difference between a bad organization and a good one. But the difference between a good organization and a great one is leadership.

Henry Ford knew this. He said, “You can take my factories, burn up my buildings, but give me my people, and I’ll bring my business right back again.” What did Henry Ford know that so many other people in leadership positions don’t know? He knew that buildings and bureaucracy are not essential to growth. A company must organize around what it is trying to accomplish, not around what is being done. I have seen people in an organization do things a particular way simply because the bureaucracy states it must be done that way, even when it hinders what the organization is trying to accomplish. Organize around tasks, not functions.

Too often we are like the community that built a new bridge:

The residents of a small town built a new bridge. Then they decided that, if they had a new bridge, they’d better hire a watchman to keep an eye on it. So they did. Someone noted that the watchman needed a salary, so they hired an accountant. He in turn pointed out the need for a treasurer. With a watchman, an accountant, and a treasurer, they had to have an administrator, so residents appointed one. Congress then voted a cut in funding, and personnel had to be cut back. So, they fired the watchman!

Don’t let the machinations or trappings of your organization make you lose sight of what’s to be accomplished.

One of the things my father taught me was the importance of people above all other elements in an organization. He was the president of a college for sixteen years. One day, as we sat on a campus bench, he explained that the most expensive workers on campus were not the highest paid. The most expensive ones were the people who were nonproductive. He explained that developing leaders took time and cost money. You usually had to pay leaders more. But such people were an invaluable asset. They attracted a higher quality of person; they were more productive; and they continued to add value to the organization. He closed the conversation by saying, “Most people produce only when they feel like it. Leaders produce even when they don’t feel like it.”

THE MORE PEOPLE YOU LEAD, THE MORE LEADERS YOU NEED

Moses was the greatest leader in the Old Testament. How would you like to relocate one-and-a-half million complaining people? It was hard . . . and tiring. And as his nation grew, Moses became more tired, and the people’s needs went unmet.

The problem? Moses was trying to do it all himself. His Disorganization Chart looked like the diagram on page 14.

A leader’s success 
can be defined as the 
maximum utilization 
of the abilities of 
those under him.

Jethro, the father-in-law of Moses, suggested that he find, recruit, and train other leaders to assist him in his leadership responsibilities. Moses followed that advice, and soon he had other leaders helping him carry the load. The result? This needed change gave added strength to Moses and enabled all the needs of the people to be met.
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Zig Ziglar says, “Success is the maximum utilization of the ability that you have.” I believe a leader’s success can be defined as the maximum utilization of the abilities of those under him. Andrew Carnegie explained it like this: “I wish to have as my epitaph: ‘Here lies a man who was wise enough to bring into his service men who knew more than he.’” It is my desire that the following pages help you do exactly that.






TWO
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THE LEADER’S TOUGHEST CHALLENGE:

CREATING A CLIMATE FOR POTENTIAL LEADERS

Those who believe in our abilities do more than stimulate us—they create an atmosphere in which it becomes easier for us to succeed. Creating an environment that will attract leaders is vital to any organization. Doing that is the job of leaders. They must be active; they must generate activity that is productive; and they must encourage, create, and command changes in the organization. They must create a climate in which potential leaders will thrive.

LEADERS MUST BE
	ENVIRONMENTAL CHANGE AGENTS

The leaders in any organization must be the environmental change agents. They must be more like thermostats than thermometers. At first glance, a person could confuse these instruments. Both are capable of measuring heat. However, they are really quite different. A thermometer is passive. It records the temperature of its environment but can do nothing to change that environment. A thermostat is an active instrument. It determines what the environment will be. It effects change in order to create a climate.

The attitude of the leader, coupled with a positive atmosphere in the organization, can encourage people to accomplish great things. And consistent accomplishment generates momentum. Many times momentum is the only difference between a winning, positive growth climate and a losing, negative growth climate.

Leaders cannot afford to overlook the importance of momentum: 

	With momentum,	 	Leaders look better than they actually are.
	With momentum,	 	Followers increase their performance.
	With momentum,	 	Leaders look worse than they actually are.
	With momentum,	 	Followers decrease their performance.

Momentum is the greatest of all change agents. More than 90 percent of the successful changes we’ve instituted in our organization have been the result of creating momentum before asking people to change.

To maximize the value of momentum, leaders must: (1) develop an appreciation for it early; (2) know the key ingredients of it immediately; and (3) pour resources into it always.

The next time you find it difficult to adjust the environment in your company, keep in mind this simple fact from the laws of physics: Water boils at 212 degrees, but at 211 degrees,
it is still just hot water. One extra degree, an
increase of less than one-half of one percent,
can make the difference between a pot of languishing
liquid and a bubbling caldron of
power. One degree can create a full head of
steam-enough power to move a train weighing tons. That one degree
is usually momentum.

Momentum is 
the greatest of all 
change agents.

Leaders in some organizations don’t recognize the importance of creating a climate conducive to building potential leaders. They don’t understand how it works. Advertising executive William Bernbach, who understands the difference it makes, once stated, “I’m always amused when other agencies try to hire my people away. They’d have to ‘hire’ the whole environment. For a flower to blossom, you need the right soil as well as the right seed.” Until the leaders in an organization realize this, they will not succeed, regardless of the talented individuals they bring into the firm. The right atmosphere allows potential leaders to bloom and grow. That is why the atmosphere needs to be valued and developed first. Even when a leader from an organization with a poor climate steals away a potential leader who is beginning to bloom from the rich “greenhouse” environment of a healthy organization, the potential leader will not continue to grow and bloom. Unless, of course, the leader has already converted the environment of his or her own organization from “arctic” to “tropical.”

To see the relationship between environment and growth, look at nature. An observation was made by a man who dives for exotic fish for aquariums. According to him, one of the most popular aquarium fish is the shark. The reason for this is that sharks adapt to their environment. If you catch a small shark and confine it, it will stay a size proportionate to the aquarium in which it lives. Sharks can be six inches long and fully mature. But turn them loose in the ocean and they grow to their normal size.

The same is true of potential leaders. Some are put into an organization when they are still small, and the confining environment ensures that they stay small and underdeveloped. Only leaders can control the environment of their organization. They can be the change agents who create a climate conducive to growth.

MODEL THE DESIRED STYLE OF LEADERSHIP

According to noted medical missionary Albert Schweitzer, “Example is not the main thing in influencing others . . . it is the only thing.” Part of creating an appealing climate is modeling leadership. People emulate what they see modeled. Positive model—positive response. Negative model—negative response. What leaders do, potential leaders around them do. What they value, their people value. The leaders’ goals become their goals. Leaders set the tone. As Lee Iacocca suggests, “The speed of the boss is the speed of the team.” A leader cannot demand of others what he does not demand of himself. 

As you and I grow and improve as leaders, so will those we lead. We need to remember that when people follow us, they can only go as far as we go. If our growth stops, our ability to lead will stop along with it. Neither personality nor methodology can substitute for personal growth. We cannot model what we do not possess. Begin learning and growing today, and watch those around you begin to grow. As a leader, I am primarily a follower of great principles and other great leaders.

FOCUS ON THE POTENTIAL OF THE LEADER AND THE ORGANIZATION

As stated before, those who believe in our abilities do more than stimulate us. They create an atmosphere in which it becomes easier to succeed. The opposite is also true. When a leader does not believe in us, success is very difficult for us to achieve. It becomes nearly impossible. As leaders, we cannot allow this to happen to those we lead if we expect our organizations to succeed.

To ensure success, identify the potential in each future leader and cultivate it in light of the needs of the organization. It produces a win-win situation. The mentoring leader wins because of the rising star working beneath him or her who can perform and produce. The organization wins because its mission is being fulfilled. The potential leader wins because he is being developed and improved. His future looks bright.

One of the best applications of this idea is expressed in what I call the 101 percent principle: Find the one thing that you believe is the potential leader’s greatest asset, and then give 101 percent encouragement in that area. Focusing on a person’s strengths promotes positive growth, confidence, and success as a potential leader.

FOCUS ON THE POTENTIAL LEADER’S NEEDS (DESIRES)

People often associate great achievement with a number of things: luck, timing, circumstance, or natural talent. The secret to a person’s success often appears to be an elusive quality. The University of Chicago did a five-year study of leading artists, athletes, and scholars to determine what made them successful. Conducted by Dr. Benjamin Bloom, the research was based on anonymous interviews with the top twenty performers in various fields. Included were a variety of professionals such as concert pianists, Olympic swimmers, tennis players, sculptors, mathematicians, and neurologists. Bloom and his team of researchers probed for clues as to how these high achievers developed. For a more complete picture, they also interviewed their families and teachers. The report stated conclusively that drive, determination, and desire, not great natural talent, led to the extraordinary success of these individuals.

Great leaders know the desires of the people they lead. As much as potential leaders respect the knowledge and ability of their leaders, these are secondary matters to them. They don’t care how much their leaders know until they know how much their leaders care . . . about their needs, their dreams, their desires. Once a leader is genuinely interested in the well-being of those around him, the determination and drive of the people in that group are activated in a remarkable way. The starting point of all achievement is drive, determination, and desire.

It takes a leader 
with vision to see 
the future leader 
within the person.


Napoleon Bonaparte is known as one of history’s greatest leaders. One of his leadership secrets was knowing the needs of his men. He first determined what his men wanted most. Then he did everything possible to help them get it. He knew this was a key to successful motivation. Most leaders do the opposite. They first decide what they want. Then they try to persuade others to want the same thing as much as they do.

LOOK FOR THE LEADER WITHIN THE PERSON

There is no future in any job. The future lies in the person who holds the job. It takes a leader with vision to see the future leader within the person. Michelangelo, when questioned about his masterpiece David, answered that the sculpture had always existed within the stone. He had simply chiseled away the rock around it. Leaders must have the same kind of vision when viewing potential leaders. Some of the qualities to look for in a person include the following:

	Positiveness:	the ability to work with and see
people and situations in a
positive way
	Servanthood:	the willingness to submit, play
team ball, and follow the leader
	Growth potential:	a hunger for personal growth
and development; the ability to
keep growing as the job expands
	Follow-through:	the determination to get the job
done completely and with
consistency
	Loyalty:	the willingness to always put the
leader and the organization
above personal desires
	Resiliency:	the ability to bounce back when
problems arise
	Integrity:	trustworthiness and solid
character; consistent words
and walk
	“Big picture” mind-set:	the ability to see the whole
organization and all of its needs
	Discipline:	the willingness to do what is
required regardless of personal
mood
	Gratitude:	an attitude of thankfulness that
becomes a way of life

When searching for these traits within a person, the leader should emulate gold prospectors. They are always on the lookout for potential gold mines. Every mountain is a possible opportunity to strike it rich. When they find traces of ore, they assume there is a vein and begin digging. The same is true in every organization. If you as a leader look for and find traces of gold in your people, start digging. You will uncover the mother lode!

PLACE AN EMPHASIS ON PRODUCTION,
 NOT POSITION AND TITLE

Organizations that place great emphasis on titles and position are teaching their employees to do the same. Employees in that type of environment can often become preoccupied with moving up the ladder to the next position or with receiving a more important-sounding title. When it comes down to it, titles are worth little. A lofty title doesn’t help a poor producer. A lowly title doesn’t hinder a super producer. Position, like a title, doesn’t make a leader either.

In Developing the Leader Within You, I describe the five levels of leadership: position, permission, production, personnel development, and personhood. Position is the lowest level. A person who stands on his position will never have influence beyond his or her job description. 

Seniority also provides little in and of itself. A survey was conducted by Accountemps, a temporary personnel service and placement organization. Executives and personnel directors were asked for the most influential factors in evaluating an employee for promotion. The results: 66 percent named specific accomplishments, 47 percent named general work habits and performance, and only 4 percent cited seniority as being important. Time on the job is no substitute for production in the job.

In an organization emphasizing production, attention and energy are devoted to doing the job and doing it well. There is a team atmosphere, with accomplishing the mission of the organization as the goal.
That is the kind of climate where leaders emerge. As Charles Wilson,
the former president of General Electric, said, “No matter what size
the bottle, the cream always came to the top.”

PROVIDE GROWTH OPPORTUNITIES

There is a story of a tourist who paused for a rest in a small town in the mountains. He went over to an old man sitting on a bench in front of the only store in town and inquired, “Friend, can you tell me something this town is noted for?” “Well,” replied the old man, “I don’t rightly know except that it’s the starting point to the world. You can start here and go anywhere you want.”

All people do not view their current location as the starting point to wherever they want to go in the world. We as leaders must encourage those around us to see themselves in such a place. Creating an environment for personal growth is critical. However, if the people around you are unaware they are in such an environment, they may not take advantage of it. That is one reason why it is important to create opportunities for growth. Another reason is that established leaders are in a position to know what opportunities a potential leader needs. 

In order to create the right opportunities, we must look at the potential leaders around us and ask, “What does this person need in order to grow?” A generic formula will not work. If we don’t fit the opportunity to the potential leader, we may find ourselves in the position of offering things that our people don’t need.

Ernest Campbell, a faculty member at Union Theological Seminary, tells an enlightening story:

A woman went to a pet store and purchased a parrot to keep her company. She took her new pet home but returned the next day to report, “That parrot hasn’t said a word yet!”

“Does it have a mirror?” asked the storekeeper. “Parrots like to be able to look at themselves in the mirror.” So she bought the mirror and returned home.

The next day she was back, announcing that the bird still wasn’t speaking.

“What about a ladder?” the storekeeper said. “Parrots enjoy walking up and down a ladder.” So she bought a ladder and returned home.

Sure enough, the next day she was back with the same story—still no talk.

“Does the parrot have a swing? Birds enjoy relaxing on a swing.” She bought the swing and went home.

The next day she returned to the store to announce the bird had died.

“I’m terribly sorry to hear that,” said the storekeeper. “Did the bird ever say anything before it died?”

“Yes,” the lady replied. “It said, ‘Don’t they sell any food down there?’”

Many leaders are like the lady in the story. They want their people to produce. When the people don’t, the leaders provide them with all the things some expert says they are supposed to like. However, the leaders themselves never look at their people to see what they really need.

As you examine potential leaders and determine what each needs, keep in mind these ideas for growth opportunities:

[image: Bullet] Expose the potential leader to people successful in his field.

[image: Bullet] Provide a secure environment where the potential leader is free to take risks.

[image: Bullet] Provide the potential leader with an experienced mentor.

[image: Bullet] Provide the potential leader with the tools and resources she needs.

[image: Bullet] Spend the time and money to train the potential leader in his areas of need.

The idea of building potential leaders through growth opportunities can be summed up in this poem by Edwin Markham:

We are blind until we see
 That in the human plan
 Nothing is worth the making
 If it does not make the man.

Why build these cities glorious
 If man unbuilded goes?
 In vain we build the world
 Unless the builder also grows.1

LEAD (DON’T ANAGE) WITH VISION

An important part of leadership involves casting vision. Some leaders forget to cast vision because they get caught up in managing. True leaders recognize a difference between leaders and managers. Managers are maintainers, tending to rely on systems and controls. Leaders are innovators and creators who rely on people. Creative ideas become reality when people who are in a position to act catch the vision of their innovative leader.

An effective vision provides guidance. It gives direction for an organization . . . direction that cannot effectively result from rules and regulations, policy manuals, or organizational charts. True direction for an organization is born with a vision. It begins when the leader accepts it. It gains acceptance when the leader models it. And it becomes reality when the people respond to it.

DO BIG THINGS

Nearly everything a leader does hinges on the type of vision he has. If his vision is small, so will be his results and his followers. A high-ranking French official who understood this concept once expressed it thus when addressing Winston Churchill: “If you are doing big things, you attract big men. If you are doing little things, you attract little men. Little men usually cause trouble.” An effective vision attracts winners.

Too often people limit their own potential. They think small. They are afraid of risk. People no longer willing to stretch are no longer able to grow. As author Henry Drummond says, “Unless a man undertakes more than he possibly can do, he will never do all he can do.”

SPEND MORE EFFORT ON THE “FARM TEAM” THAN ON
 THE FREE AGENTS

Once a leader has a vision, he needs to build a team to carry it out. Where does he find winners? It’s not easy. In fact, most winners are made, not found. In major league baseball, teams generally recruit players in one of two ways. They either bring players up from their own minor league farm teams or go outside the organization in search of free agents. Time after time, baseball fans have seen their teams bring in expensive free agents with the expectation of winning a World Series. Time after time they are disappointed.

The “farm team” method involves bringing in the best undeveloped players who can be found and allowing them to start with the organization at their own level. They are coached and developed. Their managers and coaches discover their strengths and weaknesses and find the right positions for them. The players gain experience and have an opportunity to bring up their level of play. If their performance is good enough, they get promoted to the major league team.

The vast majority of the leadership in our organization is recruited and promoted from within. It has not always been easy, but there are tremendous advantages in using the farm-team method. The first is that you already know the individual’s character and attitude. When you interview somebody on the outside, you take a risk. You have to base a hiring decision on what the potential employee and the recommendations tell you. Job descriptions on a resume address skills, not character. Most employers agree that character and attitude are the most important factors in hiring a new employee. Skills can be taught.

The second advantage is that a person promoted from within already knows the organization and its people. A successful employee who is considered for promotion has already caught the leader’s vision. He shares the philosophy of the organization. He has spent time building relationships with the people. A person brought in from outside must spend time learning these things. Once hired, he may even be unwilling or unable to assimilate. When you hire people from within, they hit the ground running.

The third advantage is that a person brought up from the farm team is a proven performer. You have already seen his gifts and impact. You know he can hit the ball in your park. As a result, the risk is relatively small. With a free agent, you have had limited opportunity to observe him firsthand. It is possible that he may not be able to hit the ball in your park, because the conditions are different. Developing the talent on your farm team will require strategic action and a particular attitude from the team’s leader. The leader must:

[image: Bullet] Invest time and money in his potential leaders.

[image: Bullet] Commit to promoting from within.

[image: Bullet] Show his people that personal and professional growth within the organization are not only possible but also actual.

MAKE DIFFICULT DECISIONS

Willard C. Butch, chairman of the Chase Manhattan Corporation, was once given some advice by Marion Folsom, then a top Eastman Kodak Company executive: “Bill, you re going to find that 95 percent of all the decisions you’ll ever make in your career could be made as well by a reasonably intelligent high school sophomore. But they’ll pay you for the other five percent.”

Some of the toughest decisions a leader faces concern poor performers. Great leaders make smart choices concerning them. A leader who does not effectively handle them will hurt:

[image: Bullet] the organization’s ability to achieve its purpose

[image: Bullet] the morale of top performers

[image: Bullet] his own credibility

[image: Bullet] the low performers’ self-image and potential effectiveness

To discover the proper course concerning a poor performer, a leader needs to ask himself, “Should this person be trained, transferred, or terminated?” The answer will determine the appropriate course of action.

If low performance is due to poor or undeveloped skills, it calls for training. Likewise, training can often benefit an employee needing to be taught the organization’s philosophy or vision. Training is often the most positive of solutions, because it invests in the employee. It is also more economical to improve a current employee than start a new person from scratch.

Sometimes an employee is a low performer because he is expected to perform a job that does not match his gifts and abilities. If the employee has a good attitude and a desire to succeed, he can be transferred to a position matching his gifts. There he may flourish.

Terminating an employee is by far the most difficult of the tough decisions a leader faces. It is also one of the most important decisions he may make. In fact, removing poor performers from an organization is as important as finding good ones. Terminating a poor performer benefits the organization and everyone in it. It also gives the former employee the opportunity to reevaluate his or her potential and find the place and position where he or she can be a winner.

PAY THE PRICE THAT ATTRACTS LEADERS

Success always comes at a price. That is a lesson I learned a long time ago. My father taught me that a person can pay now and play later, or he can play now and pay later. Either way, he is going to pay.

A person can pay 
now and play later, 
or he can play now 
and pay later.


Creating a climate for potential leaders also requires a leader to pay a price. It begins with personal growth. The leader must examine himself, ask himself the hard questions, and then determine to do the right thing regardless of atmosphere or mood. There are few ideal and leisurely settings for the disciplines of growth. Most of the significant things done in the world were done by persons who were either too busy or too sick to do them. Emotion-based companies allow the atmosphere to determine the action. Character-based companies allow the action to determine the atmosphere.

 Successful leaders recognize that personal growth and the development of leadership skills are lifetime pursuits. Warren Bennis and Burt Nanus, in Leaders: The Strategies for Taking Charge, did a study of ninety top leaders in all fields. They found that “it is the capacity to develop and improve their skills that distinguishes leaders from their followers.” They came to the conclusion that “leaders are perpetual learners.”

Commitment to provide a climate where potential leaders may grow must start with the leader’s commitment to personal growth. Answer the following questions to determine your current commitment level.

QUESTIONS ON COMMITMENT TO
 PERSONAL GROWTH

1. Do I have a game plan for personal growth?

Yes No

2. Am I the leader of that plan?

Yes No

3. Am I willing to change to keep growing, even if it means giving up my current position, if I am not experiencing growth?

Yes No

4. Is my life an example for others to follow?:

Yes No

5. Am I willing to pay the price to become a great leader?

Yes No

A no on any of these questions should cause a leader to examine his plan and commitment to personal growth. A lack of commitment on the part of a leader makes it difficult for potential leaders around him to be developed. If you as a leader have not made this commitment, your future is limited, and you will never become a great leader. Now is the time to change.

The environment in which you work will influence you and those you lead. Answer the following questions to help determine your organization’s dedication to developing leaders and providing a climate that promotes organizational and personal growth.

QUESTIONS TO ASK CONCERNING
 ORGANIZATIONAL GROWTH

1. Has the organization made a specific commitment to grow and develop people?

Seldom Sometimes Usually

2. Is the organization willing to spend money to develop employees’ growth?

Seldom Sometimes Usually

3. Is the organization willing to make changes to keep itself and its people growing?

Seldom Sometimes Usually

4. Does the organization support leaders willing to make the difficult decisions necessary for people’s personal growth and the growth of the organization?

Seldom Sometimes Usually

5. Does the organization place an emphasis on production rather than position or title?

Seldom Sometimes Usually

6. Does the organization provide growth opportunities for its people?

Seldom Sometimes Usually

7. Do organizational leaders have vision and share it with their people?

Seldom Sometimes Usually

8. Does the organization think big?

Seldom Sometimes Usually

9. Does the organization promote from within?

Seldom Sometimes Usually

10. Are there other leaders in the organization willing to pay the price of personal sacrifice to ensure their growth and the growth of others?

Seldom Sometimes Usually

If the majority of the answers to these questions is Seldom or Sometimes, a change is in order. If the organization is controlled by you, begin changing now. If you head a department in the organization, then you are in a position to make positive changes. Do as many things as your organization will allow to create a positive climate for potential leaders. If you are in a position only to make changes for yourself, try to find someone in the organization who will develop you—or change your job. Great leaders share themselves and what they have learned with the learners who will become tomorrow’s leaders. A person can impress potential leaders from a distance, but only from up close can he impact them.

Great leaders share 
themselves and what 
they have learned.


Here are a few closing thoughts on creating a climate for potential leaders. Sports records provide tangible evidence of the positive changes that can occur when the right climate has been established. One Olympic athlete, Parry O’Brien, won a gold medal at the 1952 Olympics by throwing a 16-pound shot 57 feet. In 1953 he set a new world record by throwing the shot 59 feet, 3/4 inch. Experts at the time said O’Brien, the best in the world, might beat his record by a few inches if he practiced, but they were certain that no one would ever be able to break the 60-foot barrier.

Luckily, O’Brien didn’t think like an expert. As an athlete he was determined to continue improving himself. He began experimenting with different styles and invented a new technique for his event, which would become the universal style of putting the shot until the mid1970s.

 In 1956 O’Brien won at the Olympics again—not by a few inches, but by a few feet. He also broke the unbreakable barrier by tossing the shot 60 feet, 11 inches. O’Brien set his final record in 1959 when he threw the shot 63 feet, 4 inches. From that time on, every competitive shot-putter has tossed the shot beyond that length. Today, the record is over 75 feet.

The same is true of the four-minute mile. No one, the experts said, would ever be able to run the mile in less than four minutes. Then, in 1954, a young medical student named Roger Bannister did the impossible by breaking that barrier. Today, every world-class runner can run the mile in less than four minutes. Why? Because one man decided to keep improving. One man decided to pay the price of personal growth. He was willing to lead. As a result, he created a climate for those achievers who followed him. Are you the type of leader who is willing to pay the price and create a climate in which your people can follow you and emerge as the leaders of tomorrow?
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