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PART | BLEADERSHIP IN MANAGEMENT STUDIES

1. WHAT IS LEADERSHIP?

Leadeship is one of the most popular subjects in business writing in the last decades. Its
popularity can be easily explained. Managers and CEOs realized that there bad and good sides
of leadership and that the quality of leadership directly and greatlymeftsean organizations
performance. It is said that Opeople are the most valuable asset of an organizationO, yet the
have to be led in a way that allows delivering most of what the company is producing or
allows having the best quality of the service tlhmmpany provides. Company bosses
understood that there is good and bad leadership and they started investing in trainings and
programs that raise awareness of positive leadership activities.

One could therefore say that leadership has become a producgtamsumption due to the

fact of its popularity. There is some truth in this, because bookstores are flooded with books
titled OPerfect Leader in One WeekO or OLeadership in a NutshellO. My experience so fai
shows that no one can become a leader in ashasit period of time. He can only lay some
groundwork for becoming a great leader in the future, but to understand leadership, to develop
the proper mindset and start delivering results to a business organization one needs a lot of
time and experience. VEtOs more, there is no one proper answer to the questions Ohow does
one become a leader?0 or Owhat is the best leadership style for a business organization?0

The authors and leadership gurus have their specific methods and they often believe these
methodsare the best because they led them to success in life or business. But if one has the
big picture, one can discover that leadership poses a lot of questions to which there is no clear
answer. Among these are the following:

Are leaders born or created?
Is it best to have one style of leadership or adjust them to the situation?

¥

¥

¥ Can anyone become a leader?

¥ What is the best style of leadership?
¥

What is charisma?



| will try to answer these questions in this thesis and | will also provide my views on one of
the leadership styleBservant leadership. This thesis will also focus on leadership in business
organization, on leadership as a tool for more productivity and faster growth. | will also
present my own 5COs model of leaderBhipelieve that courage, commioation, creativity,
consistency and competence are the five most important areas of traits that a leader needs tc

possess to be effective.

The essence of leadership cannot be easily grasped. It should not be expressed by words; it
should rather be express$ by actions. The essence also comes from widtaa with many
managerial topics, the topic of leadership deals a bit with business management and a bit with
psychology. In this thesis | will show both the business side of leadership consequences, but
also the selteaching (psychological?) side of the sources of leadershiptegeliing can

deal both with the soft side of leadership (changing oneOs mindset), but also with hard
analysis and frameworks (e.g. Myers Briggs Type Indicator as a tool fornieicmgwork

potential among employees).

Finally, one has to ask the question: Why do we actually talk about leadership so much? The
answer is very simpl®because it has a huge impact on the organization. Even Jim Collins in
his book OGood to GreatO trieddefine the factors which lead a company to over perform.
And even though in his preliminary studies he decided not to talk about leadership, he was not
able to write a book about companies going from good to great without mentioning leadership
as one bthe factorPyet he defined a new type of leadership, OLevel 5 LeadershipO, which is
very similar to servant leadership. Therefore it is true to say, that great companies often owe

their greatness to visionary and successful leadership.



2. DEFINITIONS OF LEADERSHIP

Leadership due to being very intangible can be defined in many different ways. Throughout
my studies | have encountered many different definitions. The best way to define leadership
seems to be defining it through quotes of past inspiratioadels. These quotes often grasp

the essence of leadership and provide people with a Ogut feelingO of what leadership is.
Academic definitions very often deal only partly with what leadershiplisan speak about

the best definitions | have encounteredt bone of them includedll the elements of what
leadership is. Therefore defining leadership is a very hard\télsat makes it even harder is

the fact that there are many different types of leadership depending on the envir@hment
business, politicalmilitary or in social organization. There is also something that can be
called Opersonal leadershipO and is related to leading oneQOs life in a manner consistent wit
oneOs valueli.was even once said Othat there are as many definitions of leadersfoplas p

who try to define ith

Let me start with a couple of quotes, which | believe grasp the idea of leadership very well:

¥ Chester Bernard:L®adership is the ability of a superior to influence the behavior of a
subordinate or group and persuade themoltofv a particular course of actio®

¥ U.S. Air Force:QLeadership is the art to of influencing and directing people in such a
way that will win their obedience, confidence, respect and loyal cooperation in
achieving common objectives

¥ Peter F. DruckerOManagement is doing things right; leadership is doing the right
things.O

Scholars have also defined leadership. These definitions focus more on the objectives and are
very pragmatic. They define the actions of leadership, the consequences and sources, but
often fail to highlight the inspirational part of leadershipmes A.F. Stoner in his famous
management textbooklefines business leadership as the Oprocess of managing and
influencing the actions of group members, focused on group objectives.O

! B.M. Bass StogdillOs Handbook of Leadership: A Survey of Theory and Rese@etPress, New York 1990,

p.7
2 James A.F. Stoneklanagement (Polish EditionPWE, Warszawa 1997, p. 453



Other defnitions focus on either defining the person behind leadeBthip leade® or focus
on the objective of leadership and show how leadership helps to accomplish the task of an
organization

¥ Alan Keith (Lucas Digital)OLeadership is ultimately about crewmtia way for people
to contribute to making something extraordinary happen.O

¥ Harry Truman: My definition of a leader . . . is a man who can persuade people to do
what they don't want to do, or do what they're too lazy to do, and like it.O

Most definitionsof leadership do have some common denominators. Grouped all together,
they would probably make for a perfect definition grasping all aspects of leadership,

regardless of the environment in which it is exercised:

¥ Leadership helps to attain the goals obaganization or a team.

¥ Leadership is different from management, although it cannot exist without
management.

¥ Leadership is exercised by a person who influences or persuades his subordinates and
is successful at doing that.

¥ Leaders have a certain set @its, from which | believe the most important ones to be
the three C@courage, communication skills and consistency.

¥ Leaders are extraordinary people, who, very often, put the needs of others before their
own.

¥ Leadership is art and cannot be graspethbthematical or numerical formulas.

Very often leadership is confused with great motivational skills. This is not true, because
motivation, similarly to management or administration, is just a part of leadership. A leader
can motivate his people, but if e not able to have the courage to do the right thing or he
compromises on the core values of a company to achievetshurtsuccess he will not
deliver longterm results and will therefore fail in leading an organization towards its long
term objectives Therefore motivating a team of people is one thing, but knowing where to
lead a wellmotivated and hardiorking team of people is another thing.

| personally believe that leadership is best defined by quotes and actions of former great
leaders. In this wrk | will not use any particular definition of leadership, but I wiltlstto

my personallydeveloped 60s model of leadership.



3. LEADERSHIP STYLES

Throughout history leadership has been classified by scholars into many different styles. It is
fairly easyfor all of us to define the basic differences between a leader who is authoritarian
and abuses his power and a leader who is democratic and looks for consensus and agreemen
before taking a decision. But there is more to that. In general different lepdstsdes can be

divided into two group® objectiveoriented and peopleriented.

It is also very important to notice that a perfect leader is the one who can be somewhat of a
chameleon. He or she will be able to adjust the leadership style to tkatcsituation. For
example during a normal project day at a business organization it is probably best to have a
democratic style of leadership, but during moments of crisis an authoritarian approach might
be more beneficial for the organization. Stylesdhakso to be adjusted to the environment

and to the type of organizatiddit is hard to imagine a military platoon with a democratic
style of leadership.

Among the most known styles of leadership are (dates indicate moment of first publication):

The buraucratic leader (1905)

The charismatic leader (1905)

The autocratic leader (1939)

The democratic leader (1939)

The laisse#aire ("let do") leader (1939)
The peopleoriented leader (1967)

The taskoriented leader (1967)

The servant leader (1977)

The transbrmation leader (Burns, 1978)

K K K K K K K K K K

The environment leader (2005)

All these styles have important differences. The bureaucratic leader will follow procedures
and will not encourage changat seems like a recipe for disaster for a business organization,

but notfor university or hospital. On the other side we have the transformation leader will
encourage change as long as it is beneficial for the cormipawgn if it surpasses the vision

of the company. The charismatic leader can be dangédasiace he can infience his



subordinates to the job very efficiently he or she needs to be very careful in expressing the
companyOs vision. It is easy to express views which are beneficial for the short, rather then
long-term sustainability. The Olet doO leader, who ddegivea lot of feedback nor does he
supervise his or her employees can be useful in organization where the employees are highly
experienced. Yet, this style often leads to bad service or failure to meet deadlines.
Environment leaders are using many inflae skills (NLP language) to achieve the result
they are looking for, but at the same time they are doing their best to develop new leaders in
all levels of the organization. It is a highly manipulative type, but very beneficial in the long

term.

Yet, my favorite style of leadership remains the one described by Robert K. Greenleaf in the
700® servant leadership. | will focus on it later on in my thesis, but it is fair to describe this
leader shortly by saying that a servant leader is an instrumenthanks of his employed>

he facilitates goal accomplishment and puts the needs of his employees before his own or her

own.



4. LEADERSHIP MODELS

Even though it is considered to be on the very Osoft sideO of management ideas, leadership it
business organizatis was modeled in a number of different ways. Leadership models
usually only show part of the truth about leadership and are, therefore, only partly relevant.
Yet, the whole concept of economics lies in understanding the underlying models, which, not
always hold an answer to every economic situation. Therefore | believe that understanding the
models of leadership can help in understanding leadership as a whole.

| will present in detail three leadership mod&she Functional Leadership Model, The
Leadershp Grid and The Four Framework Approach. A number of other models has been

developed but I will talk about them superficially.

THE FUNCTIONAL LEADERSHIP MODELS

A model proposed by John Adair (1973) argued that it is not who you are but what you do
which establishes you as a leader. A leader needs to balance the needs of the task, the teanr
and the individual, shown clearly in the diagram below in his 3 circle model. The effective
leader carries out the functions and demonstrates the behaviors appraptiatecircles,

varying the level according to the needs of the situation. The leader whilst balancing the three
circles, sits in his/her helicopter above the process, ensuring the best possible overview of

what is happenind.

% Wikipedia: The Functional Modlef Leadershiphttp:/en.wikipedia.org/wiki/Functional_leadership_model.
* Leadership Models and Theoridstp://www.stewarassociates.co.uk/leadershipdels.aspx

10



Task

Team Individual

These three areas are ded from John Adair's "three circles" model of leadership that has
been used with some success in the British military. It is considered to be too much of an over
simplification by many.

Leadership behaviors can be divided roughly into three types thatn@eds in the above
three areas:

¥ Substantive or behaviors directly relevant to performing the group's task, such as
proposing possible solutions or providing important information;

¥ Procedural, or behaviors that help direct the group's discussion, ssicleaeloping
group procedure or testing the degree of agreement among members; and

¥ Maintenance, or behaviors that improve the relationships among the members, such

as encouraging silent members or facilitating open discussion.

Any member can perform the®ehaviors, and so any member can participate in leadership. It
was once thought that members always specialized in one type or another, but while that can
happen it is not necessarily the case.

The functional leadership model places more emphasis orahawganization is being lead
rather than who has been formally assigned a leadership role. This allows the analysis to
spend less time looking at the person who has formally assigned authority and instead focus
on how the leadership function is actualiking place.

11



THE LEADERSHIP GRID

Robert Blake and Jane Mouton developed another theory called the Leadership Grid, focusing
on production/relationship orientations uncovered in the Ohio State and Michigan University
studies. They went a little furthey lzreating a grid based on LeadersO concern for people
(relationships) and production (tasks). It theory suggest there is a best way to lead people the

9,9 way.
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The Seven Managerial Grid Styles:

(9,1) BbAuthority-Compliance; Managers in this positibave great concern for production
and little concern for people. They desire tight control in order to get tasks done efficiently.

They consider creativity and human relations to be unnecessary.

| expect results and take control by clearly stating arse of action. | enforce rules that

sustain high results and do not permit deviation.

(1,9)bCountry Club Management; Managers in this position have great concern for people

and little concern for production. They try to avoid conflicts and concemtnabeing well

5 Ibidem.
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liked. To them the task is less important than good interpersonal relations. Their goal is to
keep people happy.

| support results that establish and reinforce harmony. | generate enthusiasm by focusing on
positive and pleasing aspectsvadrk.

(5,5)bOrganization Man Management; Often termed miadieheroad leadership. Leaders
in this position have medium concern for people and production. They attempt to balance

their concern for both people and production, but they are not cordmitte

| endorse results that are popular but caution against taking unnecessary risk. | test my
opinions with others involved to assure ongoing acceptability.

(1,1)BImpoverished Management; Leaders in this position have little concern for people or

productvity, avoid taking sides, and stay out of conflicts. They do just enough to get by.

| distance myself from taking active responsibility for results to avoid getting entangled in
problems. If forced, | take a passive or supportive position.

PAT DPPatternalistic [depending on situation it is either (1,1) or (9,9)p OFather Knows
BestO Management; A style in which reward is promised for compliance and punishment
threatened for nenompliance.

| provide leadership by defining initiatives for myself and othieoffer praise and
appreciation for support, and discourage challenges to my thinking.

OPP B Opportunistic (depending on situation it is one of the five styled)OWhatOs In It
For MeO Management; In which the style utilized depends on which styladie fieels will
return him or her the greatest skénefit.

| persuade others to support results that offer me private benefit. If they also benefit, thatOs
even better in gaining support. | rely on whatever approach is needed to secure an advantage.

(9,9) bTeam Management; This style of leadership is considered to be ideal. Such managers
have great concern for both people and production. They work to motivate employees to
reach their highest levels of accomplishment. They are flexible and respanshange, and

they understand the need to change.

13



| initiate team action in a way that invites involvement and commitment. | explore all facts

and alternative views to reach a shared understanding of the best sélution.

FOUR FRAMEWORK APPROACH

In the OBur Framework ApproachO Bolman and Deal (1991) suggest that leaders display
leadership behaviors in one of four types of frameworks: Structural, Human Resource,
Political, or Symbolic. The style can either be effective or ineffective, depending upon the

chosen behavior in certain situations.

Structural Framework

In an effective leadership situation, the leader is a social architect whose leadership style is
analysis and design. While in an ineffective leadership situation, the leader is a petty tyrant
whose leadership style is details. Structural Leaders focus on structure, strategy, environment,

implementation, experimentation, and adaptation.

Human Resource Framework

In an effective leadership situation, the leader is a catalyst and servant whoshipastge

is support, advocacy, and empowerment while in an ineffective leadership situation the leader
is a pushover, whose leadership style is abdication and fraud. Human Resource Leaders
believe in people and communicate that belief; they are visidl@ecessible; they empower,
increase participation, support, share information, and move decision making down into the

organization.

Political Framework

In an effective leadership situation, the leader is an advocate, whose leadership style is
coalitionand building. While in an ineffective leadership situation the leader is a hustler,
whose leadership style is manipulation. Political leaders clarify what they want and what they
can get; they assess the distribution of power and interests; they bualgdeto other

stakeholders, use persuasion first, and then use negotiation and coercion only if necessary.

® Grid International,http://www.gridinternational.com/gridtheory.html
" Concepts of Leadershihttp://www.nwlink.com/~donclark/leader/leadcon.html
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Symbolic Framework

In an effective leadership situation, the leader is a prophet, whose leadership style is
inspiration. While in an ineffective ldarship situation, the leader is a fanatic or fool, whose
leadership style is smoke and mirrors. Symbolic leaders view organizations as a stage or
theater to play certain roles and give impressions; these leaders use symbols to capture
attention; they tryo frame experience by providing plausible interpretations of experiences;

they discover and communicate a vision.

This model suggests that leaders can be put into one of these four categories and there are
times when one approach is appropriate and tiniesn it would not be. Any one of these
approaches alone would be inadequate, thus we should strive to be conscious of all four
approaches, and not just rely on one or two. For example, during a major organization change,
a structural leadership style mlag more effective than a visionary leadership style; while

during a period when strong growth is needed, the visionary approach may be better. We also
need to understand ourselves as each of us tends to have a preferred approach. We need to be
conscious othis at all time and be aware of the limitations of our favoring just one approach.

OTHER LEADERSHIP MODEL$

Theory X and Theory Y
FielderOs Contingency Model
PathGoal Theory

K K K K

The Leadership Diamonid

8 .

Ibidem.
® Peter Koestenbaurheadership The Inner Side of GreatnekssseyBass Publishers, San Francisco 1991, p.
83
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5. CAN ANYONE BECOME A LEADER?

Every businessperson kme a story of a person who over performs in daily tasks and delivers
more than is expected. After some time this person is promoted to a managerial position. In
one day he or she becomes a boss, suddenly has people to manage, to lead. And the mos
unexpeatd thing happenBthis person stops delivering and it is apparent that leadership is a
task that overwhelms this person. At the same time the opposite often happens. A person that
performs well, but simply meeting expectations one day becomes a bostunghds,

suddenly showing leadership potential that no one supposed he or she would have.

According to Daniel Goleman such situations can be explained by using the concept of
emotional intelligence. According to Goleman there are three categories|sf t&dhnical

skills (like accounting and business planning), cognitive abilities like analytical reasoning and
skills associated with emotional intelligence.

Goleman believes that emotional intelligence in respect to leadership in organizations can be
sea in five areas, five skills a leader can possess:

SelfAwareness
SeltRegulation
Motivation
Empathy

Social Skills

K K K K K

A great leader would have all of these and according to Goleman all of these can be learned.
Below you can find a description of what alltbése five traits exactly mean:

The Five Components of Emotional Intelligence at Work

Definition Hallmarks

SeltAwareness | The ability to recognize an ¥ Selfconfidence
understand your mood ¥ Realisic selfassessment
emotions, and drives, as well ¥ Self-deprecating sense

their effect on others humor

SeltRegulation | The ability to control or redireg ¥ Trustworthiness and integrity

16



disruptive impulses and moods ¥ Comfort with ambiguity
¥ Opennes$o change
The propensity to susper
judgment B to think before
acting

Motivation The passion to work for reaso ¥ Strong drive to achieve

that go beyond money or status ¥ Optimism, even in the face (
failure

A propensity to pursue goa ¥ Organizational commitment
with energy and persistence

Empathy The ability to understand thg¢ ¥ Expertise in building ang
emotional makeup of othe retaining talent
people ¥ Crosscultural sensitivity

Service to clients an
Skill in treating people accordin customers

to their emotional reactions

Social Skills Proficiency in managin ¥ Effectiveness in leadin
relationships  and building change
networks ¥ Persuasiveness

¥ Expertise in building ang
An ability to find common leading teams

ground and build rapport

Goleman highlights the important of all five traits, but at the same time hetlsgtyg is
possible to learn all five skills although perseverance and the desire to change are crucial.

This brings a partial answer to one of the hotly debated questions of lead2eshifeaders

born or created? There are definitely some genetiralitons which make it easier for some
people to be good leaders. One could say that looks (height?) sometimes help. At the same
time there experiences in life which also shape the way we think and act. The way in which
we were raised as children is vamgportant. Yet, even though some of us OstartO from a
better position, | believe that all of us can reach the same level of leadership skills. GolemanQOs
research seems to prove that, but there is also common sense. For example the simple aspec

of maturity b as people grow older, they become more-aeithre and experienced. This

17



contributes to them performing better at different tasks. Among those tasks is leadership. It is
by no coincidence that so much importance is devoted to seniority in Bgpeopletruly
believe that older people can be better leaders.

Therefore | would support a statement that people are born with different OlevelsO of
leadership insight, but | would also support the notion of people being able to become better
in leadership with the passing by. Therefore a person with no leadership skills, but a strong
desire to change might actually outperform a person who was said to become a great leader
one day while being a child.

What is very important while learning leadership and becomibgteer leader is absolute
selfawareness and the ability to criticize oneself. It is important to ask other people about
their feedback (I will talk about the importance of 360v4 feedback later) and to admit oneOs
weaknesses. A very strong desire to chaagdso importanbthis is very often triggered by
dramatic events in which a person realizes that his or her behavior over the years was wrong.
Goleman describes an example of a business executive who was one day faced with the
reality of his employeesot reporting to him bad news because they were afraid of the

executiveOs temper.

People who want to change their behavior in order to become better leaders have many tools
to use. | will describe them in the third part of my thesis, but the tools | nmeamsaally
psychological tests like the Enneagram, the MyerOs Briggs Type Indicator or DiSC. These
help in becoming more sedfware because they indicate the weaknesses and strengths of our
character.

What is also very important for future leaders to ustderd is the importance of leadership in

an organization. With great leaders teams over perform and tasks are finished faster. Even
though many leadership ideas seem to be more associated with psychology than business
management, investing in leadershipmsers, raising awareness and devoting time to
changing oneOs behavior are tasks that ultimately benefit the company. And it is great to know
that leadership can be learned.

18



6. WHAT IS CHARISMA?

Whenever speaking about leadership the term OcharismaO issefler\ctually, in the past

years it has been very overused and according to a noted leadership scholar Bernard Pass O
has] come to mean anything ranging from chutzpah to Pied Piperism, from celebrity to
superman status. It has become an overworketzZlfor strong attractive and inspiring
personality.&

Usually when thinking about charisma we see a leader who delivers a flaming speech and
inspiring the masses. But is charisma solely about public speaking? Probably not. Among the
definitions of charisra is one which defines it as extreme charm and OmagneticO quality. In
general studies have shown that people who are considered to be charismatic are simply more
animated than other people. They will be more likely to touch someone while talking, they
will speak louder, clearer and will establish a much better rapport than more people.

If we define charismatic people as simply energetic people in the most positive of ways than |
am not sure if it a great trait for a leader. We like to follow energetic @ebpt the simple

fact of them being energetic does not imply that they are good leaders, that they are
committed to integrity and that they care about their employees. Therefore energetic people
who do not possess leadership skills might be a huge profderan organization. If
employees start following them it might be disastrous for the company.

Because of this fact it is very important for a company to ensure that they hire people who

possess leadership skills, not solely the enthusiasm and energy.

E.L. Deci with R. Flasta/Vhy We Do What We Do: Understand®eltMotivation Penguin Books, New
York, 1995
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7.

EXAMPLES OF LEADERSHIP

When it comes to leadership there is one issue most scholar and leadership practitioners agree

on. And that is the fact that in leadership actions are much more important than words.

Therefore | have gathered information about fiveders from four different environments

representing five different leadership ideas. All of them are renowned leaders from American

history. After presenting a brief background of a leader, | will present a leadership idea he

was devoted to and the conseqaes of his devotion.

a)

b)

Political Leade®Ronald Reaga® Leadership shown in: Communication

Ronald Reagan was the"#8merican President in the years 198389. Elected from

the Republican Party he gathered bipartisan support from both aisles of thresSong
Many did not believe Reagan would be competent enough to lead a nation, but he has
proven to be one of the greatest presidents in American history. He is mostly known
for taking down the Soviet Union, which he named the OEvil EmpireO. When leaving
office he had unprecedented huge support which was growing from the first day in
office. During the 1984 presidential elections there was only one state that would not
vote for Reagan.

How did Reagan gather this massive public support? And why is he a Higymg-

praised and missed even today? Most scholars believe this was the case because of
ReaganOs fantastic communication skills. While in office he earned the nickname of
OThe Great CommunicatorO. In times of crisis he would address the nation and delive
hope. His negotiations and relations with other world leaders, especially Gorbatschov,
lead to the dismantling of the Soviet Union. His candor also earned him a lot of
supportersb during the National Air ControllersO strike ReaganOs communication
skills helped him in dealing with a crisis and with assuring the national that everything

is alright.

Military LeaderbJohn McCairbLeadership shown in: Integrity

John McCain is known today mostly for being the Presidential candidate in the 2008
elections. Buthis biography is not only political related; he had a huge military

20



d)

background. During the Vietnam War McCain was a pilot and was shot down during a

mission over Hanoi. He was then captured and tortured for nearly five years.

McCainOs leadership duringthime was shown in his amazing integrity and devotion

to the country. Since he was the son of an American admiral he was given the
possibility of leaving the POW camp earlier, before others. Based on a code of honor,
which said that the first soldiers keave the camp are the ones who entered it first, he
would refuse to obey, even though he knew he would regret his decision later. He did
P he was tortured, but even then he would not change his mind and he firmly stood to
his principles. If it were notdf integrity, McCain would simply leave the camp and
probably no one would ever hear about him again.

Religious/Social LeadddMartin Luther King JrbLeadership shown in: Courage

The United States had to deal with slavery for many years and eventaftas i
abolished racism was widespread and it was very hard to eliminate it. In that time
many great leaders, leading the civil right movement, weretbamong them Martin
Luther King Junior, who is very well known for his Ol have a dreamO speech. The
speech was given one year before the Congress has passes the Civil Rights Act of
1964.

During the 600s and 700s racism was common and Martin Luther King Jr. knew that
his actions were a lot of opposition. He was also aware that this opposition might be
lethal one day in the form of racists from Ku Klux Klan for example. King received
numerous death threats, but he still kept on doing what he believed was right to do. In
1968, one day before his assassination he said that he is not scared of anyone and he
believes that the United States will not face racism in the future anymore. His courage
gave hope to many people.

Business LeadddJack WelctbLeadership shown in: Empowerment

For many business management students around the world Jack Welch is an idol and
Onanagement celebrityO. Jack Welch was the CEO of General Electric between 1981
and 2001. He was a highhegarded figure because of his innovative management
ideas and an amazing leadership style. General Electric under his leadership became
one of the besAmerican companies.
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Welch wrote a lot of books about leadership and he continues to write about
management and leadership for OBusiness Week (U.S. Edition)O. His leadership was
shown in many areas, but he was most ‘kedwn for empowerment. Thanks to
effective delegation and sharing power he was a great motivator and the people he
lead respected him a lot and enjoyed their work at the same time.
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8. LEADERSHIP TRAITS & THE 5C MODEL

During any leadership seminar, workshop or lecture dealing with the suitbget common
exercise to place people in groups and try to come up with as many traits of a good leader as
possible. Usually these exercises bring an impressive number of traits and it is actually very
hard to distinguish the ones that are most impar@nmaybe there is no one important trait?

| personally believe that most of the leaders, regardless of their environtyeeiit political,
business or militar®will have a few traits common to all of them. It is important to note that

| am talking abut exercising successful leadership, because there are leaders who are simply
bad at their job.

Distinguishing leadership traits is hard because many traits are simply deriving from other
behavior. For example being visionary can be a product of besagj\ver and thinking boldly.
What is more some traits are very beneficial to the organization, while some might actually
undermine its development. Everything depends on context.

| will deliver a list of traits in accordance to my own, persond#éyelopeddC model and |
will also present the results of a study conducted by James Kouzes and Barry Posner.

My 5C model is based on grouping most traits of great leaders into four groups:

¥ Consistencypvery often called OintegrityQ, it is the ability to say whatthinks and
do what one says. It is also related to keeping oneOs promises and having values to
which one sticks.

¥ Couragebthe courage to break ranks with oneOs own team; the courage to do what is
not widely accepted or is, even, widely opposed.

¥ Communcation b exceptional communication skills which allow communicating the
vision, to express oneOs views on different situations.

¥ Creativity D it allows creating a vision and also lets a leader think that nothing is
impossible and anything can be achieved.

¥ Competenceéd has the knowledge of what he is doing, has the tools to do it, knows
what and how to do it, is intelligent and havdrking

| believe that all four of these are interconnected and have a relation with each other. Let me
present you thereforehat | would call the mind of a leader:
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Consistency

Courage

Communication

Creativity

Competence

Consistency

Courage

Being  honest

and keeping

values at all

times

Communication

Keeping oneQ
word and not
flip-flopping on

issues

Saying wilat is
right to say and
being

straightforward

Creativity

Coming up with
non-standard

solutions which
are within our

values

The ability to
think bold

Being able to
communicate

with everyone

Competence

hard

and delivering

Working

results above

expectations.

Being able to
tell other people

that they are

doing a bad job.

Explaining the
subject at matte

with ease

to
the

Being able
relate
problem at hang

to other areas

Below is a list of traits grouped in the 5COs order:

CONSISTENCY

Honest

Loyal

K K K K K K

COURAGE

K K K K

Trustful

Integrity (Consistency)
Fair-minded

Self-confident

Courageous
Straightforward
Decisive
Unselfish

COMMUNICATION

¥ Communication skills
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Inspiring
Persuasive
Tactful
Emotionally stable
Empathetic

K K K K K K

Enthusiastic
CREATIVITY

Visionary
Creative
Imagindive
Broadminded
Bold in thinking

K K K K K

COMPETENCE

Competent
Intelligent
Hard-working
Judgment
Credible

K K K K K

There is also the question of modesty. According to Jim Collins it is something that differs
good leaders from great leaders.

James Kouzes and Barry Posnawd also created a survey among 700 people around six
continents asking them to name 7 traits of a leader. They repeated the study thr&artimes
1987, 1995 and 2002. Their study concluded that only four traits received at least 50% of the
votes in all hree editions. These were honesty, forwautiook, competency and the ability

to inspire.

Percentage of Respondents Selecting That Characteristic
Characteristic 2002 Edition 1995 Edition 1987 Edition
Honest 88 88 83
Forwardlooking 71 75 62
Competen 66 63 67
Inspiring 65 68 58
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Intelligent 47 40 43

Fair-minded 42 49 40
Broadminded 40 40 37
Supportive 35 41 32
Straightforward 34 33 34
Dependable 33 32 33
Cooperative 28 28 25
Determined 24 17 17
Imaginative 23 28 34
Ambitious 21 13 21
Courageous 20 29 27
Caring 20 23 26
Mature 17 13 23
Loyal 14 11 11
Selt-Controlled 8 5 13
Independent 6 5 10

To conclude it is also necessary to notice that people change their beliefs about what is an
essential leadership trait in accordance to theeatirews. For example after the Enron
scandal many people would note that OhonestyO is a leadership trait while aft&rahe 11
September terrorist attacks they would call OcourageO as one of the most important traits.

It is very important to understanidough that leadership often depends on the coatekthat
OchameleonsO who can adapt their style to every situation are a very rare occurrence. What i
more, in some situations some leadership traits are great while in others they might pose a
threat © an organization. Therefore leadership always has to be analyzed contextually.
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9. RECOGNIZING A LEADER

¥ Physical appearance
¥ Empathy

When talking about recognizing leaders among us, in the workplace, the essential question
needs to be asked: Why would anyomant to recognize or find people with leadership
potential? There are two possible answers. An employee of the company might want to do it
because he is looking for people with leadership potential in order to mentor them so that they
might become bettdeaders in the future. Or it might work the other vi&ag person might

look for a mentor to become his or hers apprentice.

| believe that finding leaders among us is very difficult. It is much easier to recognize the
leadership potential in someone whaliseady in a high positioBit is also easier to see such

a personOs mistakes. But it is very difficult to recognize leadership potential among our peers,
who are given dayo-day tasks. Even though it is difficult it can be accomplished.

In accordance tthe 5C leadership model that | have developed it is quite easy to recognize
leaders. | have introduced questions which might be helpful in this process under each of the
5COs components. If one can say that the person we are examining is possessirifpenost o
5COs traits then the company has found a candidate with a probably high leadership potential.

¥ CONSISTENCY
o Is the person doing what he said?

o Is the person keeping his word?

o Does he talk about values and their importance?

o Do you believe he has any vakithat he follows?

o s the person caring about the companyOs values?

o Is the person feeling bad about breaking his word or promises?
o Do you trust this person?

o Is he honest?

¥ COURAGE
o Does she always speak her mind?

27



o Is she willing to have an opposing pointvidw if it can damage her career?
o Is she putting other peopleOs needs before her own?

o Is she a yesnan?

o Does she give into peer pressure?

o Would she try to accomplish something that other think is impossible?

¥ COMMUNICATION
o Is he always easy to understand?

o Do | feel he is listening to me?

o Is he asking questions during the conversation?
o Is he a good public speaker?

o Can he influence other people?

o Can he make his point easily?

o Is he appropriate?

o Does he listen to advice?

o Is he candid?

¥ CREATIVITY

o Does she laput a vision of how the company should look like?

o Does she have a lot of ideas?

o A lot of good ideas?

o Does she often look for a Othird wayO during negotiations and problem
solving?

o Does she have a bgcture or is she rather detaitiented?

o Is she bringig a fresh outlook on processes realized in the old way?

¥ COMPETENCE
o Is he a good manager?

o Can | ask him for advice?

o Does he know what he is doing?

o Is he helpful in my work?

o Do I treat him as an expert in his field?
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There are the essential questions tha# aeeds to himself or herself when searching for
leaders. Empathy is also very import&we need to understand that different people behave

in different ways and someone who is not candid might still be a great leader and there is a
rational reason fohnim or her not being candid. Also one should not give into the feeling that
someone is leader because of his appearance or because of the first impression. Unfortunately,
human beings are programmed in a way which makes the first impression very imgortant.
also makes physical appearance seem impofiaiar example taller people are usually
regarded to be better leaderdf anyone feels he or she is giving into such feelings it is
probably best to think of Napoleon and his Gleanership postureO.

" Robert CialdiniJnfluence: The Psychology of Persuasi@ollins Business, New York 2006
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10. DIFFERENCES BETWEEN MANAGERS AND LEADERS

When big corporations were first formed and a new corporate world became reality the need
to lead it in some way was developed. This need was addressed by creating what is known
today as Othe managerO. Managersaders of companies on all its levBlsve hear about
CEOs, who are higlkevel managers, we hear about filedel managers and managers at
lower levels. Some of them deal with people; some of them deal with specific tasks. Managers
are therefore responsibier leading the company. But are they really leaders?

| believe that every manager is a leader, but not necessarily a good one. There are two
conclusions which | draw from that statement. First of all, not every good manager can be a
great leader. Seconydlevery great leader is also a very good manager. Both managers and
leaders view the opposite as a tool. Managers view leadership as a tool for influencing other
people to realize the tasks at hand faster and more effectively. Leaders view management as a
set of tools which need to be handled in a specific way, which enhances the individualOs work
and through the passion of working helps in achieving the goals of an organization.

The differences between effective leadership and effective management saenbgery

often. They actually seem like a debate between idealism and pragmatism. Where
management is focused on effectiveness and being as practical as possible, leadership will
rather focus on the idea and vision and sticking to principles. Therefbsdielve that
management is a way to achieve slterin objectives of the companies, while leadership
looks at the Obig pictureO and tries to addresgdomgconcerns of a company.

Yet, both kinds of people cannot live without each other. Leaders laytheuwision,
communicate it and ask others to follow them in their attempt to change the business reality.
Managers are crucial for the vision to be reali2¢dey are hardcore executives who do what
they are told to do. And even though they might notzeat, they are usually following the
vision through doing their taskthey might not realize the Obig pictureO, the background of
their work. Therefore both leaders and managers need eaclbathemight say that leaders

are the brains of the orgaaitmns while managers are its body.
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Differences between managers and leaders have been studied by many scholars. Among therr
is Abraham Zaleznik who, in his famous Harvard Business Review &titdéd out the
differences between the two. He was one of find scholars to describe managers as
pragmatic planners and leaders as inspirational visionaries. Warren Bennis in 1989 also laid
out some differences and he described them in twelve gdints:

Managers administer, leaders innovate;

Managers ask how andhen, leaders ask what and why;

Managers focus on systems, leaders focus on people;

Managers do things right, leaders do the right things;

Managers maintain, leaders develop;

Managers rely on control, leaders inspire trust;

Managers have a shddrm perspetive, leaders have a longerm perspective;
Managers accept the staiypso, leaders challenge the statum;

© © N o g s~ wDdhdPRE

Managers have an eye on the bottom line, leaders have an eye on the horizon;
10.Managers imitate, leaders originate;

11.Managers emulate the clasgmod soldier, leaders are their own person,;
12.Managers copy, leaders show originality.

What is very interesting is the fact that many leadership styles (or management styles) are
simply a mix of both leadership and management. Therefore while talking abdets and
managers one cannot talk in absolutes, for every person involved in business activities is both
a manager and a leader to some degree. It is also in a companyOs interest to develop leadel
out of people who are great managers, so that theyecpromoted and in the future they can

lead the company with a vision, not only managerial skills.

2 Abraham ZaleznikHarvard Business Review on The Mind of a Leader (Article: OManagers and Leaders: Are
They Differat?), Harvard Business School Press, Boston 2005, p. 73
13 Bennis, W.On Becoming a LeadeAddison Wesley, New York 1989
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11. POWER AND LEADERSHIP

Very often when talking of leadership and leaders the person involved will have an image of
Othe one in charg@2he person that hasdpower over others. This can bring an image of a
leader who leads thanks to formal power, not managerial skills or empathy. In order to deal
with this problem one needs to understand what power is. One of the definitions states that
power O(E) has been dimed in several different ways. It can be defined as potential
influence or as enacted influence. Power may be viewed as influence over the attitudes and
behavior of people or as influence over evefitsierefore it seems that power is related to
influence. Yet one needs to understand that influence can be exercised in both a positive and a
negative way. WhatOs more influence is the product of power, rarely is it the other way round.

It also has to be stated here that there are two main types of Pdovaral and informal. By

formal power one can understand the power given to a manager in a hierarchical organization,
like the army. A general has power over a lieutenant only because he is higher in the ranks,
not because he has more people willing to ¢ingr lives for the generalOs cause. This type of
power often facilitates leadership, because in some organizations orders need to be followed
no matter what. In the military it is a model which is necessary for thebewlly of the
organization. Yet, irsome organizations hierarchical structures and formal power can be very
toxic. Formal power can be easily abused in business organizations where playing office
politics can be a daily routine. Formal power can also be a product of cronyism or politics, not
effectiveness and results.

The other type of power is informal power which is more related to leadership then its formal
counterpart. Where formal power seems to be a sort of title, informal power is simply the trust
and belief of the subordinates thgberson can do his task better than others, that a person is
capable of leading others. It often happens during teamwork projects, especially in schools.
Leaders are almost never defined upfront, but if you ask the team members, after the project is
finished, who was the leader they usually point at the same person. Such a person does not
have any title, but was willingly given the Oinformal powerO to lead, because of his or her
skills and the ability to persuade others.

14 Aoife Brennan, Patricia Ferris, Stephanie Paquet, and Theresa RiiméJse and Abuse of Power in
LeadershipUniversity of Calgaryp. 4
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Such power comes from different soescit depends on the environm&for example in the

army even though some people are naturally given informal power, they cannot really
exercise it in military structures. Whereas during teamwork projects in business schools
students easily use the infioal power to lead their team to a success. Even though many
people will receive informal power because of their leadership skills they might not be able to

use it because of the environment.

Therefore formal power is a tool for a leader, while infornealgr is simply the product of a
leaderOs potential. Both can be used in positive or negative ways. | already talked about the
fact that it is often very hard to discover leadership potential in individuals. Very often people
who are outspoken will not beagt leaders; they will be selfish and will not care about the
people whom they are leading. Yet, they will be given informal power because of their
outspokenness. This work vice versa. People who seem quiet and isolated might actually care
a lot about otars and might thrive as leaders, but because of their personality they might not
receive informal power. Still, at the moment they are promoted and receive formal leadership
they can gain the trust of others easily. Power therefore is a riskybtotan elevate
incompetent managers to leadership positions, but on the other hand it might be a way to find
leadership stars in a team.

This also brings us to the conclusion that some leaders need power. Great leaders, who have
not yet been spotted, probablyedein the beginning of their careers in order to gain other
peopleOs trust and to start striving as leaders. When trust is gained and a reputation is formec
they do not need the formal power and informal power comes as a result of their actions. It
might dso be said that informal power is always necessary for successful leadership because
it is nothing else but the trust of the people that are being led.

There also seems to be a correlation between the feeling of powerlessness and a dictatorship
style of kadership. Powerlessness can be defined as the lack of the feeling that a person is in
control of his or her life. Dictatorship and authority facilitates the feeling of control. This is
why the idea of empowerment on all levels of a corporate structuverys important.
Empowerment is the idea of giving power to others; it is about delegating tasks to
subordinates. Many managers have huge problems with learning how to delegate tasks and
because of that fact their subordinates are not able to strive ngamzation. What is a very
interesting paradox is the fact that by giving more power to subordinates a leader gains more

33



power himself® it is not a zeresum game where one person loses and another wins, it is

actually exactly the opposite.

Yet, one hasaremember that there will always be managers who will feel powerless and will
not delegate their authority. This brings me to another conclusion. For young leaders-on entry
level positions in business organizations, or for-feicel managers dealing witheir bosses

it is important to stand up to ObulliesO and to be a whistleblower. Whenever a leader can see
that his or she boss is not competent and does not exercise effective leadership, or that he or
she abuses power, it is necessary to report thisn@egs to remember that people rarely quit
companies; they usually quit managddsbecause of lack of empowerment and poor

leadership.
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PART Il BSERVICE MODEL OF LEADERSHIP

1. WHAT IS SERVANT LEADERSHIP?

Servant Leadership, also known as the service mddehdership, is a leadership style first
described in the 19700s by Robert K. Greenleaf. According to Greenleaf servant leadership
begins Owith the natural desire to seRie&rvant leadership is about serving communities
and serving the people in ordier make a positive impact on the lives of others. It is about
putting the needs of other people before our own and having a leadership style which
facilitates achieving that goal.

This leadership style is very wédhown to mankind. It might never have hesalled Oservant
leadershipO, but it is deeply embedded in our cultures and reliGionstian faith was based

upon its leader, Jesus Christ, who was known to have said that he did not come to be served,
but to serve. Mother Teresa said Othere is jinairscending self to serve othersO. The Jewish
Talmud says Oall men are responsible for one anotherQ. An Islamic text from the Hadith of
Bukhari states that Othe best of men are those who are useful to dtherslassic Taoist

text, the OTao Te Ching€ys that Othe way to Heaven is to benefit others and not to injureO.
Thw whole concept of Buddhism was based on the purpose of doing good or at least not
harming others. Other great thinkers, who shared the idea that serving others is beneficial not
only for the society, but also for us, were Aristotle, Cicero, Albert Schweitzer or Martin
Luther King Jr.

Therefore we can say that serving others has been highly valued for thousands d@utears.
why do we talk about leadership in this context? One couyldhst leadership is the very
opposite of serving. Not exactlyin servant leadership serving is the primary objective and
leadership is just a tool we use to facilitate serving others. Servant leaders will most likely use
their skills and knowledge to befit others. And in the process they will do everything to help
those in need, among them the ones they lead.

Robert K. Greenleaf defined two types of leaders: seifushtand leadefirst leaders. The
latter are focused on material aspects of lifefasne, power drive and material possessions.

15Kent M. Keith, The Case For Servant Leadershigulic Press Inc., New York 1991, p. 10

35



Serving others is just a mean to acquire a position or wealth. Sérgalgaders, on the other

hand, see serving others as a goal itSgliey will not be interested in material possessions

and many people W describe them as very humble. The best test for a leader to check if he
or she is a servant leader is to ask him or herself whether the people who are served are
growing as a person. Therefore, in the simplest of wbr@servant leader is a leaderonib

focused on serving others.

Servant leaders can be government officials, business executives, academic administrators,
non-profit leaders, military commanders, coaches, but also friends and neighbors. What
distinguishes these leaders from other peaptbe fact that they are focused on the needs of

others, not their own.

It is imperativeto answerthe questiorhow servant leaders can be recognized in business
organizations. How do we place servant leadership in a business context? Actually, it has
already been said by many management theorists that putting the needs of others first is the
foremost important trait of a great leader. Jim Collins, the author of OGood to GreatO defined
it as Level 5 Leadership and said that great companies have had adefts lthroughout
history. Jack Welch, the former CEO of General Electriggte in one of his books that
Obefore you are a leader, success is all about growing yourself. When you become a leader,
success is all about growing others.O

Examples of servant éelership in business organizations can involve helping your friends
with huge workload during times of cris&sno matter whether they are your boss or your
subordinate. It is also definitely about empowerment, letting other peoplebpynuativating
peopleis easy for servant leaders, because people follow them naturally for the sake of having
a growth opportunity. Employees know that the bossOs actions not only have a profit
objective, but also deliver personal growth opportunities for the emplogen.though it

seems to be a bad business decigddn care more about the development of others than
profit b it has profound longerm effects on the company. Declining skerm profit

opportunities will deliver loyalty and motivation in the lotegm.

36



2. EXAMPLES OF SERVANT LEADERS

There are many examples of servant leaders in daily life. The literature which | use for the
purpose of this thesis brings many examples, but | would like to focus only on examples from
business life. Therefore | have selectete¢hexamples from Kent KeithOs OThe Case for
Servant LeadershipO and Jim CollinOs OGood to GreatO, where he describes Level
Leadershiwhich is nothing else but servant leadership under a different name.

Eiichi Shibusawa was a Japanese industrialisi ied from 1840 to 19B Shibusawa was

born into peasant ats. At the age of 27 he visited Europe, and came to understand the
importance of industrial and economic developm&hen the Meiji Restoration began, he
became a member of the elite MinistfyFanance. He left the ministry to become president of
JapanOs first modern bank. Using the bank as his base, he began building the economy o
Japan by establishing businesses of all kinds. During his lifetime he founded and developed
more than 600 indusél companies, creating tens of thousands of }Bbs.

ShibusawaOs focus was on maximizing tdetéveloping human capital. He believed that
good ethics and business should go together. He served as an unofficial management
counselor, helping hundreds of/itiservants, businessmen, and managers. He also organized
training programs, supported higher education for women, and engaged in projects to promote
social welfare. One of his legacies was the establishment of a famous university of
economics. Shibusawaas a servareader, focused on building his nation by creating

opportunities for his fellow countryméh.

Individuals make a difference. For example Will Hartzell (E) learned that each year
contaminated drinking water causes the death of millions of peamolund the world. He

made a deep personal commitment to change that. He developed solar water pasteurizers tha
are a simple, loveost, longterm solution to the problem. In spite of all the OnaysayersO who
told him it could not be done, he launched ¢dospany, Solar Water Systems in 1997. Since
then Will and his colleagues have installed 2,500 solar water pasteurizers in 56 countries. The
result is that 200,000 people in those countries no longer risk illness or death because of
contaminated water. Willartzell is a servarleader who saves lives every day.

18 |bidem, p. 14
7 lbidem
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Servant leaders are very well describer in Jim CollinsO OGood to GreatO. Let me present :
small exempt from the book:

Oln contrast to the vercentric style of [other] leaders, we were struck bw libe gooeto-

great leaders didnOt talk about themselves. During interviews with théoggredt leaders,

theyOd talk about the company and the contributions of other executives as long as weOd like
but would deflect discussion about their own contrimgi When pressed to talk about
themselves, theyOd say things like, Ol hope 10m not sounding like a big shot.O Or, Olf the boa
hadnOt picked such great successors, you probably wouldnOt be talking with me today.O O
ODid | have a lot to do with it? Olhat sounds so se$ferving. | donOt think | can take much
credit. We were blessed with marvelous people.O Or, OThere are plenty of people in this
company who could do my job better than | do.O It wasnOt just false modesty. Those who
worked with or wrote atut the gooeto-great leaders continually used words like quiet,
humble, modest, reserved, shy, gracious, s-m&hnered, sekéffacing, understated, did not
believe his own clippings; and so forth.

18 Jim Collins,Good to GreatHarperCollins Publishers, New York 2001, p. 27
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3. DIFFERENCE BETWEEN THE SERVICE AND POWER MODELS
OF LEAD ERSHIP

In his definition of the servadéader, Greenleaf distinguished between the sefirahtand
the leadefirst. The servanfirst lives the service model of leadership. The ledulst lives
the power model of leadership. The power model is neit@ral nor effective, while the
service model Is both moral and effective.

According to the power model, leadership is about how to accumulate and wield power, how
to make people do things, how to attack and win. It is about clever strategies, applying
pressure, and manipulating people to get what you want. A word that is often used is
realpolitik. It means politics and the exercise of power with no reference to morality or

ethics®®

It is often the case that people focus not on using power, but on ogtdinivhen they have

the power they become wary of losing it and start ineffective leadership, based on fear and
terror. This leads to another big problem with the power model of leadeBstipromotes

power as success. For servant leaders successeld basesult and merit, while power is

only a tool to obtain the results. Since power seems to be most important in other leadership
styles they often promote toxic conflict between groups. The, often unfair, rivalry focuses on
obtaining more power than ehother group. Leaders who believe in the power model of
leadership also become irrelevant in their actions. Their focus is on their, not the companyOs
well-being. Such people will always want more and more. This leads to corrdpboth
organizational ad personal.

What seems to very sad about the power model of leadership is the fact, that it has been
promoted in literature throughout ages. The first person to write about it was Machiavelli in
his book OThe PrinceO, first published in the XVth cenBinge that time many people
started believing that the key to success lies in being brutal and using posvearynway
possible. This belief is changing slowly in our present time. Yet still, there is a belief that a
leader who listens, who bases his dieeis on other peopleOs opinions and who is modest will
not be effective. Fortunately, more and more examples show that this is not true.

9Kent M. Keith, The Case For Servant LeadershigulicPress Inc., New York 1991, p. 19
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Servant leaders have a different approach towards power. They believe that power is just a
tool to achieve results argliccess. They also consider power to be a gift and therefore are
willing to share it (empowerment) or even give it up. One of the most often cited examples of
a leader giving up power is President George Washington who decided not to run for
president bythe end of his second term in office. Even though the U.S. Constitution did not
specify the maximum number of terms for a president every other commasateef (until

Franklin Delano Roosevelt) followed George WashingtonOs principle.

Such an approach mes a leader more trustworthy and honest. People like to follow such
leaders. In the most simple of words servant leaders help people do things, while power
leaders make people do things. The power model also adopts the pyramid as a basis for the
organizaibns structureb the higher you are in the pyramid the more power you have. The
pyramid does not exist in the service model, because every employee is empowered.
ThereforeDthe power model is about grabbing, while the service model is about §iving.

2 |bidem, p. 30
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4. THE KEY PRACTICES OF SERVANT LEADERS

Servant leadership is a way of life, but it is also a great tool for managers in leading
organizationsb public, private or noprofit, it does not matter. Practitioners of servant
leadership defined seven key practicesearivant leaders. | will name them and describe them

in a few words:

1. Sel-Awareness

Self-awareness is important for all leaders. Knowing your strengths and weaknesses
helps in better development and in keeping your calm. Since servant leadership is
based $ build on the idea of helping others, one needs to understand himself first in
order to help others understand themselves-&eireness is also part of emotional
intelligence.

2. Listening
Even though it sounds trivial it is not. Listening to other pedpgeskill that needs to
be developed and is particularly essential for servant leaders, who need to understand
the problems of other peopl&ctive listening is a skill that needs to be trained.

3. Changing the Pyramid

Servant leaders will often change theyanizationOs structure in order to empower
other people and to break with the traditional power model of leadership. In a normal
pyramid the employees at the top have OmoreO power than others do. In a servant
leaderOs pyramid the people at the bottontharenost important ones in a company,
because they deal with the diyday realities of the business.

4. Developing Your Colleagues

True leaders understand that developing themselves is less important than developing
the ones that follow them. Servant leadeill sacrifice their efforts and often well
being for the welbeing of other people.

5. Coaching, Not Controlling

Many leaders believe that d&gy-day activities can be simply managed, noted down
and then analyzed. OManagement By Walking AroundO becaragy gpopular
concept, but the truth is that walking around is not enough. Servant leaders will walk
among the employees of the company and they will give advice ranging from different
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topics, mostly personal development in the workplace and pieces of advitev to
do the job better. But most importantly they will focus on the people, not the task.

6. Unleashing the Energy and Intelligence of Others

Many leaders have what is called OcharismaO and thanks to it they are able to motivate
the companyOs employeBst not all of them are able to unleash the full potential of
other people. Some do not do it because they are afraid that other people will diminish
their position. Servant leaders do not have such thodghkitey will be more than
happy to see other pgle thriving and using the skills at their best.

7. Foresight
Servant leaders also care about the vision, just like other leaders. The small difference
is that a servant leaderOs vision will usually focus on the social part of business, on
helping other peopl and on having a company which is great to work for. It will be
different than a vision defined by financial and material redilts.

2 |bidem, p. 31
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5. THE PARADOXICAL COMMANDMENTS OF LEADERSHIP

Leaders during their lives will often encounter situation which can be datiéécultO. It is

often the case that a nasty person, thinking about atenortgain, will speak unfavorably of

what we are doing. Or, even more, will try to destroy our efforts. But this does not mean that a
leader should stop doing good, just becass®meone behaved inappropriately. Kent Keith
mentions ten Oparadoxical commandmentsO, which guide leaders through such situations:

People are illogical, unreasonable, and-selitered. Love them anyway.

If you do good, people will accuse you of selfistetibr motives. Do good anyway.

If you are successful, you will win false friends and true enemies. Succeed anyway.
The good you do today will be forgotten tomorrow. Do good anyway.

Honesty and frankness make you vulnerable. Be honest and frank anyway.

o a0k w N PE

The biggest men and women with the biggest ideas can be shot down by the smallest
men and women with the smallest minds. Think big anyway.

7. People favor underdogs but follow only top dogs. Fight for a few underdogs anyway.

8. What you spend years building maydestroyed overnight. Build anyway.

9. People really need help but may attack you if you do help them. Help people anyway.
10.Give the world the best you have and youOll get kicked in the teeth. Give the world the

best you have anyway.

The paradoxical commandmenare about finding meaning in the face of adversity. The
paradox is very simpl®even when the world is illogical and irrational a leader can still see
the sense of his activities and can remain happy. Even though there is a lot of factors which
cannotbe controlled by leaders (external growth, terrorist attack etc.) they can do their best
with what they have at a given moment. That is what guides the best leaders in theif4actions.

2 |bidem, p. 60
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6. RELATIONS BETWEEN SERVANT LEADERSHIP AND
BUDDHISM

It might be surprigig that a paper about leadership deals with a spiritual matter. What is more
it is not just a religion, but it is Buddhism, a type of OreligionO which is found to be very
exotic in Western societies. Yet Buddhism appears to have very similar principties to
principles of servant leadership.

In order to understand those similarities, a few words need to be said about Buddhism itself.
Buddhism is not religion as we know it. It is more a type of spiritual practice, somewhat a
mind practicebits main focuss to develop a peculiar mindset which should end with what is
called OenlightenmentO. By achieving enlightenment Buddhism practitioners lose all of their
attachment to material worlfl they are no longer dependent on whatever happens on Earth
and feel no bnding with material goods. It is believed that losing attachment can be achieved
by training your mind in a specific way, usually through meditation. Yet, the idea of losing
attachment does not mean nihilism, because Buddhist practitioners have a exctigeofyr

their existence on Earthdoing well to other people, or if it is not possible, not harming them.
The basic ideas of Buddhism are based on reincarnatimafter death. After a person dies

his future life will be determined by the deedsf previous life and they will also determine

the OcreationO under which a person will be reborn. While talking about the principles and
ideas it is also good to talk about some statif®idspending on the source, it is said that there
between 230 andd® million Buddhism practitioners around the world.

Although it might sound very impractical and it seems as if these beliefs have absolutely no
use for modern business, many similarities between Buddhism and leadership concepts can be
found. Leadership igery often based on the idea of knowing yourself before you start leading
other peopleb understanding oneself is also a principle concept of Buddhism. Buddhist
practitioners usually try to do that through meditation, which might also be a good idea for
leaders, who need to think in calm about the activities of the company and Omentally sum upO
what is going on. Leaders also use constructive criticism and feeBlmutk towards others

and themselves. This is something that is very promoted in Buddhissniniportant to be

critical of oneself so that we can understand our weaknesses and strengths. And it is great to
give feedback to others so that they can develop themselves, but it is important to give
feedback in a polite way so that no one is offended.
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Buddhism also has particular similarities with servant leadership. First of all, Buddhism
values above all the idea of putting the good of others in front of our own. This is what great
leaders ddthey care about their people more than about thems&uesit is an absolutely
essential component of servant leadership. Servant leadership also values honesty @nd virtue
being modest is described as OLevel 5 LeadershipO, the best leadership style possible
Buddhism also promotes modesty and dishonestpnsidered to be a very bad deed. The
paradoxical commandments would also apply to Buddhist principles as they promote doing
good despite of being told not to do it. What is more, Buddhism is exactly not about achieving
power and grabbing B therefore itis exactly not the power model of leadership, so different

from the service model.

Buddhists are usually thought to be Asians, but there are more and more people using these
principles in Europe and North America. With the rise of China and India inlabaliged

world one might expect a generation of great leaders in the XXIst century coming from these
two countrieslt is yet to see, but if | am right about the close proximity of Buddhist and
leadership principles than what the world is facing is amagxample of how religion and

spirituality can affect economic development.
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7. SERVANT LEADERSHIP AS A TOOL FOR MANAGERS

Servant leadership is a great concept in itself, but business leader who want to start using this
style will keep asking: What is in for the company? Is it really effective? Servant leaders

will argue that these questions are irrelevant, because it is not the companyOs but the
employeesO good that we should care about. But it is logical and perfectly normal that people
start asking qué®ns in the beginning. Therefohow can the service model of leadership

help managers in their daily activities?

First of all, letOs address how a servant leader would behave differently from normal bosses /
leaders in companies. He would probably hefgom empowering his employees and giving
them more trust than they are used to. Delegation is not a threat; it is an opportunity for
servant leaders. They would also probably start asking questions, start challenging the status
quo, but always in accordee to the mission of the company and social justice combined with
moral valuesP this is because the Obig pictureO is most important for servant leaders. The
moment an organization becomes flooded with servant leaders it will probably grow in moral
standad; it will become more peopleriented; it will probably adapt CSR principles in its
strategy. The employees of the company will also feel better and they should become much

more motivated.

All of this shows that servant leadership increases the efficiehmanagement. Managing
through values becomes more and more important in todayOs world, where CSR plays a
greater role and people become more aware not only of the products, but the companiesC
profiles. The management is also easier, because servdetsiem not Oplay dirtyO and they

do not play politics in the compar®) frankness and honesty eliminate immoral behavior.
What is probably most important for CEOs is the fact that servant leaders are focused on the
long-term strategy, not on realizing shterm benefits. Therefore they will stick to the
companyOs strategy at all times.

Servant leadership is always about the people and, as many have already said, people are the
most important asset of a company. If so than the company should be interdbtedvelt

being of its employees. Servant leader make people feel respected and empowered. These twc
factors are essential for abestandard motivation. This leadership style is also great during
change periods. When change occurs, servant leaderssiill eonvince others that the idea
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is for their own good and not only will the company get better, but also the companyOs
employees. Why is it so? Mainlgecaus®f their personalitiegpeople trust servant leaders.

What is most important is the fact trservant leadership really brings results. Jim Collins, in
OGood to GreatO, described many companies which were lead by a Level 5 Leader and
benefited from his leadership beating the market in financial terms by hundreds of.percent
Among these is KimbeylClark (lead by Darwin Smith), Gillette (lead by Colman Mockler)

and Fannie Mae (David Maxwefj.

% Jim Collins,Good to GreatHarperCollins Publishers, New York 2001, p. 17
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PART Il B UNDERSTANDING ONESELF AS A BASIS FOR
PRACTICING SERVANT LEADERSHIP

1. WHY IS IT SO IMPORTANT TO UNDERSTAND ONESELF?

One of the most known quoteslgadership and, probably, life is L-dauds sentence saying

that OMastering others is strength. Mastering yourself is true power.O | believe it is one of the
most underestimated quotes in all leadership. Many regard it to be a truism and many think of
it as obvious. And that is a major probl&wbviousness creates a mental challenge, because

if something is obvious than we stop thinking about it. People stop really thinking about
Omastering themselvesO considering different development opportunitietheloray to be

enough for them to become successful leaders. But it is not enough.

Therefore, a question needs to be askeaow does understanding ourselves benefit us?
Understanding our strengths allows us to volunteer to different activities and kabwe

will be of use. It helps in developing our personal core competeB&gesiething we will be

known and respected for. Our strengths will probably guide us in our é@wetike doing

what we are best at. We might become experts at something.s@/bale weaknessést

has been arguétithat knowing ones weaknesses is of less importance than knowing ones
strengths. It is still very important to know them, because that is when we can work on them.
Almost every weakness can be challenged and ch@igedmetimes takes time and effort to

do so, but eventually one can become a more skillful person by taking care of all the fears and

weaknesses he has.

Knowing oneself is therefore essential in skd/elopment. As leadership is nothing else than

a staé of mind, knowing oneself is also essential developing leadership capabilities. Getting
to know the inner side of us is not only about understanding our personal SWOT. It also
involves understanding why and when can we get angry, it is about understhodingll

we feel in different social situation. Most of us are feel cold when we walk out-ghia t
during the winter. But only some of us understand that, for example, they will feel awkward
when talking to an egirlfriend. Because they will not knowhere reactions to a social

24 Marcus Buckinhgam & Donald O. Clifton, Ph.IDow, Discover Your StrengthiBhe Free Press, NeVork
2001
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situation they will not prepare for it, by, in this case, understanding that talking might be
difficult, that both parties might behave differently than in a normal life situation.

This is also true in business contéxteades need to understand how they will feel when
talking to different employees about different situations. At times the worst happens and a
leader needs to fire someoBet is both for his and the fired employeesO good if the leader
knows his own reaction tthe whole situation. Therefore understanding oneself is also a tool
for understanding our reactions to emotions. It is also about our feelings and the things we
like and dislikeb if one gets to know himself well enough he will not be dragged again and
again into situations he does not like. For many it is surprising to learn that Thomas Jefferson
was an extreme introvert and during his youth he disliked parties and hanging out with people
b he probably understood himself well enough to know that he wmatldeel well in such

situations.

To sum up, understanding oneself is about getting to know our personal SWOT, but also
about understanding the emotions and feelings that make us behave in particular ways during
social interactions, both in private and f@ssional environments. In order to understand
ourselves fast and efficiently many tools have been develBgaasinessmen around the

world who want to become great leaders need such fast solutions to their problems. And,
surprisingly, these solutions rgalvork. It is easy to get to know the areas at which we need

to work on fairly fast if one condition is mBiwe really want to change and have the desire to
listen to negative feedback. Then it is appropriate for us to use tools as the 0360 feedbackO o
psychological tests.

| will present a few techniques which can help in understanding our inner side, but | have to
state again how important the conditions for change are. First of all, one really needs to want
to change, otherwise he will stop any progrésvards selflevelopment in the beginning.
Secondly, one needs to get ready for criticism and for listening to thing he does not want to
listen. And finally, constant awareness is essential for suéesstrolling ourselves in our

daily lives and mently recording the actions in which we behaved properly or improperly

will help us understand in what areas haveimproved.
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2. PSYCHOLOGICAL TESTS AS A TOOL FOR LEADERS

MYERS-BRIGGS TYPE INDICATOR (MBTI)

Among psychological tests none has gained so muphlg@adaty as the Myer8riggs Type
Indicator to which | will refer as to MBTI. More thawo million peoplein the United States
take the testannually For leaders it is a great tool to understand their behavior and
opportunities ahead of them. The testies many benefits, both to the individual and to the
organizatiorD| will talk about them later.

After more than 50 years of research and development, the current MBTI is the most widely
used instrument for understanding normal personality differeBaEsuse it explains basic
patterns in human functioning, the MBTI is used for a variety of purposes including the

following:?

Seltunderstanding and development
Career development and exploration
Organization development

Team building

Management and leacip training
Problem solving

Relationship counseling

Education and curriculum development

Academic counseling

K K K K K K K K K K

Diversity and multicultural training

In short wordshie MBTI is a written psychological test which divided people into one of the
sixteen categags. These categories are a combination of four pairs of traits. You can be
either:

Extraverting(E) OR Introverting(l)
Sensing (S) OR Intuiting (N)
Thinking (T) OR Feeling (F)
Judging (J) OR Perceiving (P)

K K K K

% |sabel Briggs MyersIntroduction to Type (Sixth Editionf;PP Inc., California 1998
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A combination of these creates sixteen diffenerttfiles. What is quite amazing is the fact
that the MBTI reproduces, consistently over time, reliable data (among psychological
instruments it is considered to be excel@ntDverall, the MBTI indicates preferences
important for understanding how peoplgsimilate information and make decisfons

There are many benefits that the MBT!I can bring to an individual. The MBTI:

Provides a straigHforward and affirmative path to salhderstanding
Offers a logical model of consistent human behavior
Emphasizeshe value of diversity

Clarifies the fit between a person and a job

Builds an objective framework for examining emotional issues
Provides a way to improve communication patterns

Helps identify sources of conflict

K K K K K K K K

Improves motivation and commitment
In organzations the MBTI:

Offers a logical model of consistent human behavior
Reduces interpersonal and intraorganizational conflict
Emphasizes the value of diversity

Identifies strengths and blind spots of organizational units
Is inexpensive

Is guided by ethicgbprinciples

K K K K K K K

Is easy to administer and score

There has been some criticism of the MBTI because of statistical structure, unscientific basis
of theory, validity and reliability. But this is criticism that can be applied to pretty much any
psychological testThe fact remainsb so far the MBTI is the most reliable tool of
psychological evaluation both for an individual who needs-isgifovement and for an

organization which needs an efficient allocation of human resources.

% Jessica Townsend Teagu&anference Materials: MyeiBriggs Type Indicator Workshofeorgetown
University 2007

" Ibidem

2 sandra Krebs Hirsh & Jean M. Kumerow.,Introduction to Type in Organizations (Third Editio@PP Inc.,
California 1998
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DISC ASSESSMENT

Another very usefupsychological test, widely used in businesses is the DISC assessment.
DISC is a four quadrant behavioral model based on the work of William Moulton Marston
Ph.D. to examine the behavior of individuals in their environment or within a specific

situation.DISC looks at behavioral styles and behavioral preferences.

The assessments classify four aspects of behavior by testing a person's preferences in word
associations (very similar to the MyeBsiggs Type Indicator). DISC is an acronym for:

Dominance relding to control, power and assertiveness
Influence- relating to social situations and communication

¥ Steadiness (submission in Marston's timeglating to patience, persistence, and
thoughtfulness

¥ Conscientiousness (or caution, compliance in Marstamg) t relating to structure
and organizatiof!

The DISC is usually used for job profilitfy but it also gives useful insight into ones
character. A typical DISC report will contain a description of the highest (most recognizable)
DISC dimension in oneOshiagior, the intensity index, information about our profile and the
DISC graph.

The DISC is a great tool for leaders not only because it enables to understand themselves
better, but also because it helps in categorizing people fast and knowing how ottt

For example, when talking to a high a leader would probably want to show lotOs of
dynamics, action and be overall ecstatic, but at the same time very brief and to the point. But,
while talking to a higkS one could try to elaborate, add persatailies. Because all for types

are rather intuitive it is not hard to make a fast assessment and classify people into one of the
four categories. This helps with persuasion, but also facilitates communication, because we
know how to pass a message so ii@geceived (usually favorably).

2 Wikipedia: DISC Assessmehttp://en.wikipedia.org/wiki/DISC_assessment.
30 Leslie Furlow,Job Profiling: Building a Winning Team Using Behavioral Assessment
http://www.achievementors.com/doc/job_profiling.pdf
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PERSONAL SWOT

One selfassessment exercise which leaders should do rather often in order to understand
themselves is a personal version of the popular SWOT analysis. SWOT derives its name from
the strengths, weaknessegportunities and strengths and is usually used as a tool of a
companyOstrategic analysis. What people do not know is that SWOT can be used for self
assessment as well in order to analyze what we are good at, what we should improve and how

we can benefiifrom the external environment.

For a personal SWOT to be good it needs to be done in cooperation with another person that
knows us very well. Otherwise the OanalysisO might be flawed because of a distorted image of
ourselves that we have. Our own inphosld be therefore as highly objective as posdible

due to understandable difficulties it is rather hard to assess oneself properly. Yet, with time it
can be done.

A personal SWOT will usually consist of our strengths, which are a sort of our persamal Oco
competencyO. Therefore people who easily communicate with others might include in their
strengths Ogood interpersonal skillsO. Our strengths are usually what should guide is into our
future, something that should be leveraged for our own benefit. dppartunity arises the
strengths should be used.

Our personal weaknesses are all the things we think we should work on or practice more. For
a leader in his or her early stages of development this very often is communizbtatnin

public and private. 6+ example many people need to practice active listening or public
speaking as an essential means of communicating with others. What is very important to
understand is the fact that working on our weaknesses should never be a priority before
leveraging ousstrengths. Greatness is accomplished through building upon engtsis, not

working on our weaknesses.

The personal SWOT analysis focuses mostly upon the letters S and W, but O and T are very
important and can be analyzed as well. Let me start withrappties. By opportunities in a
personal SWOT a leader can understand pretty much anything which can contribute to his or
her development (or the development of his or her people, when a leader is ready to lead).
Therefore an opportunity might be a newb jposition, a headhunterOs call, but also very
external factors like the governmentOs policies. The threats are, on the other hand, all
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instances in which our development is endang&é&ar example the company we fork for
might go bankrupt because of atoaomic crisis. All of these should be taken into account

when planning our future and career.

When analyzing the opportunities and threats lying in the near or distant future one can use
the very popular strategic analysis of a businessOs environmedt REST. The name
derives from different stakeholders who have an influence on the conipaoyitical,
economical, social and technological. These external factors influence a company, but they
can also influence our future. Examples include politicalleggpns, economic conditions
facing our workplace, a changing social attitude towards new trends (which we might
exploit!) or new technologies, which we might now about beforehand.

Overall, the SWOT analysis of our personal development is a great toQIT $8\Wery often
regarded as a basic tool for companies, but it is used so often because of its perfect simplicity.
For a leader it can be used in the same ®éyhelps to clearly sum up the main points of our

selfassessment in four different aspecta wery simple way.
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THE BIG FIVE PERSONALITY TRAITS

Another very good psychological test of a personOs behavior or traits is the OBig Five
Personality TraitsO test.

In psychology, the "Big Five" personality traits are five broad factors or dimensions of
personality developed through lexical analysis. This is the rational and statistical analysis of
words related to personality as found in natlmabuage dictionaries. The traits are also
referred to as the "Five Factor Model" (FFM).

The model is consided to be the most comprehensive empirical or-daten enquiry into
personality. The first public mention of the model was in 1933. The five factors [described by
the model] are Openness, Conscientiousness, Extraversion, Agreeableness, and Neuroticism
(OCEAN, or CANOE if rearranged). Some disagreement remains about how to interpret the
Openness factor, which is sometimes called "Intellect.” Each factor consists of a cluster of
more specific traits that correlate together. For example, extraversiondgactudh related
qualities as sociability, excitement seeking, impulsiveness, and positive enibtions.

Testing is very similar to the MBTI and other teBtg usually requires the person tested to
answer questions regarding his or her behavior. The teslyfinrings a result which is a
percentage of each of the five traits. The higher the percentage the more observable a trait can
be in our behavior. Let me present a short explanation of all five main personality traits:

¥ Opennessis a general appreciatiofor art, emotion, adventure, unusual ideas,
imagination, curiosity, and variety of experience. The trait distinguishes imaginative
people from dowsto-earth, conventional people. People who are open to experience
are intellectually curious, appreciative ait, and sensitive to beauty. They tend to be,
compared to closed people, more creative and more aware of their feelings. They are
more likely to hold unconventional beliefs.

¥ Conscientiousnesgs a tendency to show saliscipline, act dutifully, and ainfior
achievement. The trait shows a preference for planned rather than spontaneous
behavior. It influences the way in which we control, regulate, and direct our impulses.

Conscientiousness includes the factor known as Need for Achievement (NAch).

3 wikipedia: Big Five Personality Traitéttp://en.wikipedia.org/wiki/Big_five_personality_traits.
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¥ Extraversion, also called "extroversion,” is characterized by positive emotions,
surgency, and the tendency to seek out stimulation and the company of others. The
trait is marked by pronounced engagement with the external world. Extraverts enjoy
being with people, rad are often perceived as full of energy. They tend to be
enthusiastic, actieoriented individuals who are likely to say "Yes!" or "Let's go!" to
opportunities for excitement. In groups they like to talk, assert themselves, and draw
attention to themselge

¥ Agreeablenessis a tendency to be compassionate and cooperative rather than
suspicious and antagonistic towards others. The trait reflects individual differences in
concern for social harmony. Agreeable individuals value getting along with others.
Theyare generally considerate, friendly, generous, helpful, and willing to compromise
their interests with others. Agreeable people also have an optimistic view of human
nature. They believe people are basically honest, decent, and trustworthy.

¥ Neuroticism is the tendency to experience negative emotions, such as anger, anxiety,
or depression. It is sometimes called emotional instability. Those who score high in
neuroticism are emotionally reactive and vulnerable to stress. They are more likely to
interpret ordnary situations as threatening, and minor frustrations as hopelessly
difficult. Their negative emotional reactions tend to persist for unusually long periods
of time, which means they are often in a bad mood. These problems in emotional
regulation can dinmish a neurotic's ability to think clearly, make decisions, and cope
effectively with stresé&?

The OBig Five Personality TraitsO test is great for leaders, because it can hakeasily
the Internet, other than the MBTI which usually requires a tedtintjty (people usually
need to pay for having an MBTI).

32 |bidem.
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ENNEGRAM OF PERSONALITY

The final psychological test, which | wanted to present in this thesis, is the Enneagram of
Personality. By many people it is regarded to be a hugedpeperO becausé the tests
accurate description of personality. It can be a great tool for people who have never dealt with
self-development before, because it shows us not only our traits, but also relates them to other

people.

The Ennegram of Personality is also cal@@ihe Big NineO test, because it divided human
beings into nine types. Each of these types has 2 subtypes, which gives a total of 27 possible
character types. It has to be mentioned at this point though that these sets of traits for different
character typs probably describe only a small sample of pebplee ones who were actually
interested in taking the test.

The nine types described by the Ennegram are:

Reformer
Helper
Motivator
Romantic
Thinker
Skeptic
Enthusiast
Boss

K K K K K K K K K

Peacemaker

It has to be notedhat many great leaders had different types, so there is no worse or better
type for a leader. In general it is said that it is probably easier to lead people while being a

motivator or a boss, but it is definitely not a rule.

Although the Ennegram is no$ @opular as the MBTI, it is very deep and information about
can be easily found. One could actually consider it to be an QopeareO psychological test,
because more and more information flows about different types of character. What is very
interestingis the fact that there are different Orelationship matrimgsch can help in
assessing how one type of the Ennegram test will relate to another one. This is a great tool for
leaders, because they might anticipate future conflict or cooperation with mebele.
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3. MANAGING ONESELF IN A WAY THAT FACILITATES
UNDERSTANDING ONEOS INNER SIDE

| have presented a lot of tools that can help in understanding oneself. But even with the most
perfect tools, if the attitude towards change is not proper, change wilicoot. What is a

proper attitude and how can it be developed so that leaders can thrive and the organizations
they lead can grow faster and bigger?

First of all, a leader must understand that change is something natural and that most people
around us doati It is not the case that only we want to do a-aefessment test. People want

to grow and they want to know how to do it. Therefore it is absolutely natural to take part in
psychological tests and to make constant-agdessments. What many people rou
understand is thatrengths are usually balanced wgaknesss Leaders who want to grow

must understand that they are not perfect and that the idea of Obeing perfectO is flawed from
the very beginningThe right attitude is to thrive for excellencet for perfection, because

the moment we think we are perfect we also think that there is nothing more that can be done
for our selfimprovement. By many this is called the sin of hubris. Others simply call it lack

of modesty.

When a leader understandatthe is not perfect, the desire for change and improvement kicks

in. This isa perfect moment to take all the psychological tests | have written about, to do a
self-evaluation and start changing ourselves, but there is one huge problem. Change and self
improvement are not orgay things which we cross out on our & ListO and forget

about. They are rather constant processes which will nevebentderwise they are less
effective (or maybe even, ineffective). Therefore a leader who wants to understand h
herself needs to understand that the process will be a constant one and involves changing the

mindset.

When trying to understand oneself objectivity is very important. There are a few ways which
can help in becoming more objective, or at least @amguhat objectivity is the case. The first
way is internalb leaders can try to laugh at themselves, have a huge distance to their own
person. This way it will be much easier for them to cope with criticism andraatfsm will
become normal. They wiperfectly understand their weaknesses and they will laugh at them.

The second way is external and involves 360 degrees feedback. The 360 feedback is a
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managerial concept famous around the world. Basically it involves getting feedback about our
work from & many sources as possible. Not only should our supervisors criticize us, but also
our employees, our customers, our family and our friends. By receiving feedback from so
many different sources it will be much more reliable and truthful. And it will defynbe

very objectiveb this feedback can later be compared to our ownRassiéssment in order to

check how well we actually know ourselves.

Finally, one of the most important concepts in managing ourselves is taking -tefiong
instead of a shotterm perspective. Our personal development should be part of an elaborate
plan with shortterm and longerm goals which we try to accomplish, among others, through
selfdevelopment. What | want to say is that leaders should alwagsahphan for themselves

b this plan should involve their shadgrm and longerm goals which would lead to
accomplishing the final, biggest goal of their life. There actually might not be a goal at all. A
leader might simply have a goal of Oleading a modest and beneficial life®eBin such a
case it is good to have losigrm goals such as Obuilding an organization with a reputation for
helping othersO.

To sum up, leaders can grow, but they need to bear in mind that it is a lengthy process. Is it
easy or is it hard will depermh the leaderOs attituBlenost people will have great fun while
trying to change, while others might see it as a need. Attitude is also very imgdrtant
therefore leaders need to try to maintain a good one for as long and as often as possible.
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PART IV BDTOOLS AND SKILLS OF A GREAT LEADER

1. PUBLIC SPEAKING

Leaders need many different tools and skills in order to be effective. In this part of my thesis
| would like to describe a few of them. Since leaders are people who should spread the
passion and descelzheir vision throughout the organization they need to know how to do it.

It is one of the parts of the 5C Leadership Model | created and the C | am talking about is
public speaking. Leaders, in general, should become very good public speaker, begause the

will communicate with their followers in this way very often.

How can one train public speaking or how can one become a great public speaker? Many
books have been written on this subject, but what | would like to write about are a few basic
techniques wed by leaders, which work great in speeches. Although they are very simple,
people very often forget about them.

Throughout my studies | have learned that one of the most effective parts of a speech is
storytelling. It is a great tool in many ways. Firdtadl, a person who tells a story will
automatically engage the whole audience into their speech, because stories are (usually) very
interesting. After hearing about business numbers and the strategic impact of a new plan
people will want to hear a stor$gecondly, telling stories is great for the spediéney are

easy to tell, especially if they are personal. Since we know the details of a particular situation
there is no need to learn it by heBréll that has to be done is perfect delivery. And finall
stories are metaphors which very often describe the situation much better than a half hour

business presentation filled with numbers and detailed analysis.

Another very useful tool in public speaking is a quote. Quotes are often omitted in a speech,
beause many think quoting great authors is childish and Otoo idealisticO. Yet, they often have
a huge impact. Especially motivational speeches, which can borrow from a huge pool of
guotes, can have a significant impact on the organization. Therefore adbadktl never be

afraid of quoting, what is more he should probably do it very often in order to show that he
wants to borrow from the knowledge of other people.
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For a leader to be a great speaker a lot of training is necessary. Public Speaking isedvery h
trade to learnthere is a lot of technicalities which need to be dealt with. Leaders who would
like to become great public speaker need to understand that public speaking can be learned.
To practice public speaking one needs to take every possibbetapipy to speak publicly.

Even though public speaking is considered to be the number one fear of a human being (with
death lagging behind on third place) leaders must understand that only things which take us
out of our comfort zone are the things whichly change and develop our personality.
Simply put, the best way to learn how to speak publicly is to start speaking.

In order to learn the technicalities it is good to read a book or two on public speaking and
advanced presentations. It is importanthtove in mind that the best speeches in mankind
were done without the use of visual aids. In my opinion PowerPoint has killed the potential in
many speakers. Yet, even today with all the sophisticated technology, public speaking
remains one of the most imgiéul skills of a leader. It has been proven in the case of the 44
President of the United States, Mr. Barack Obama. After being fairly unknown to the
American people he gave a speech in 2004 which gave him national recognition and started

his path to tk presidency.
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2. ACTIVE LISTENING

Another very important skill a leader needs to possess is active listening. It is another skill
related to communication which might actually lead to a conclusion that communication skills
are the most important ones ineadlerOs toolkit. Listening seems to be easy until the moment
a person hears that he or she is not listening to other people. A conclusion comes from this
that people should review their listening skills because they might not be what they should be.

Why is it important to listen to people? In general getting to know your employees and your
boss, the people you work with has a big impact on our motivation and work effectiveness. It
also helps in understanding and satisfying the needs of others at a workplaleaders it is
crucially important because as they put their needs behind others® they need to actually
understand what those needs are. During business meetings it is very important that leaders do
not have a sort of hubris which blocks them fromingkadvice and losing their own
arguments. Actually the people who can be easily persuaded about the weakness of their own
argument make good leadddsthey are not attached to their ideas and behave rationally,
caring only about the organizations future.

| mentioned earlier the concept of 360 degree feedback. Another very important concept is
360 degree listening. Sometime ago management science introduced the practice oEMBWA
Management By Walking Around. It is the essence of leadership and activengsi
MBWA praises leaders who devote a lot of their schedule to spending time with their
employees and listening to their ideas, thoughts and feedback regarding the cdmisany.
great when a leader devotes his time to the employees by having a batddast or lunch

break with them.

How can listening be developed in people who have a problem with that? Yet again, practice
makes perfect. There are several techniques which help in active listening, the one most
known best being active listening. Aatilistening involves summarizing what the person we

are talking with has just said, repeating his thoughts in our own words. Such a communication
involves a lot of meta wording, but is extremely effective for both sides. And it also assures
that a leader W understand his followers. Active listening is very important for consultants
who need to get to the very bottom of a business problem by asking about the details. And
since leaders are consultants, in a way, active listening should definitely bef plaeiro
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leadership toolkit.
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3. NETWORKING

Great leaders attract people and many people follow great leaders. The key word in this
sentence is OmanyO. It has been noticed that great leaders have a very big circle of
acquaintances and friends. Many people kribem and they know many people. This is
something from which leadership grows. Combined with the fact that leaders are not afraid to
ask for help, their huge circle of friends makes it even easier to find a solution to a problem.
Someone in our network @bntact will most definitely have the answer to the problem or, at

least, will now someone who can help.

Although many people feel appalled by the idea of actually having a systemic approach
towards networking, the system works, makes us and our frieqbs hAll of this under one
important conditionb that we manage our web of contacts in a proper way. Leaders
understand that other people are very important for their cause, but what they understand even
more is that they themselves our important for otheopleOs causes. This leads to a
conclusion that for a leader to ask for help he needs to help as well. There is a rather easy way
of actually building a professional approach towards networking and it involves changing our
mindset a little bit. Our appach towards meeting new people needs not to be materiBlistic

we should never think of what benefits we can gain from meeting a new person. It should
work exactly the other way rourdlby thinking about how can we bring benefit to the other
person we buldl a longlasting and successful relationshipuccessful networking is about

altruism, never egoism.

This is something that many people need to understand. Many leaders believe that they with
the sole power of their skills are able to change the worlt tHgufact is that changing the
world is impossible alonBand there is absolutely nothing wrong about doing it together with

a team of trusted people.

Networking is about people, but it is also about devoting a lot of time into actually building
lostlagting relationships. Time needs to be devoted to understanding other peopleOs needs,
their approach towards life and their life itself. It is also good to focus on personal marketing
b leaders should be humble, but that does not mean that they shouldvaahéa own
webpage with basic information about them or a set of nicely looking business cards.
Humbleness is great as long as it does not interfere with our desire to help other people.
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Many books have been written about networking, but I, in particlileed oneb Keith
FerrazziOs ONever Eat Alofiethe title itself is one of many advices that the author gives in
his book. For a leader to be successful in his efforts of achieving a personal or organizational
objective, he or she needs to have a wialeety of contacts and Keith Ferrazzi explains the
technicalities of networking.

What is amazing about this book is the fact that even though networking seems to be a solely
soft skill, successful networking actually involves a lot of hard work and haltd. Skhe
essence of the work is done by talking to people, but the things they remember us for are often
done later o following up, sending a thank you card or giving advice on a matter we talked
during a meeting or conference. It is definitely somrmghthat can be learned and is much
more the fruit of hard work rather than soft skills developed by hard training and
understanding ourselves. And it is important to remember that in a world so interconnected as
Earth in the XXIst century it is very hard become successful without the help of other
people. A great leader is no longer a great indiviflLiad is a master networker with a vision.

¥ Keith FerrazziNever Eat Alone: And Other Secret to Success, One Relationship at &oinéeday
Business, United States 2005
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4. INTERPERSONAL NEGOTIATIONS AND PERSUASION

Great leaders have many followers. They establish a relationshigh&itih by many ways
and one of them is the art of persuasion. The reason | am writing about persuasion and

negotiations together is the fact that great leaders have a very similar approach to them.

For great leaders negotiating is not about winning, it tsabout a zersum game in which

one party wins and the other loses. Negotiations are about developing a relationship,
understanding positions, connecting emotionally with the other party and searching for a
mutually-beneficial solution. Great leaders' apgch towards negotiations will be not about
discussing and persuading, it will be about searching for a solbtsamething like a case
study in which the other party is a teammate with whom you are trying to solve the case.

This approach has been debed for the first time in the 1970's at Harvard University and
since that time has became the most important way to negotiate. Of course negotiations
depend on conteX® sometimes a zersum negotiation will be more beneficial for our cause
(case being negiating the purchase of a new car for example). But in businesses it is mostly
about searching for a beneficial solution. Negotiations are also a great tool to develop a great
relationship with other businesses. They are also the fastessas@est or prbt-maker
available for a company. A successful negotiator can be able to save or make a lot of money
in just a few hours.

The art of persuasion is also very important and, just like negotiations, is often misunderstood
by many people. Usually persuasienconsidered to be an OevilO tool in which one person,
not really caring about other peopleOs positions, egoistically tries to convince others to his
idea by using methods of persuasion such as NLP. Yet, executives and leaders must
understand that the ast persuasion can actually benefit the organizaBl@tcording to Mr.

Jay A. Congeéf there re four major elements of a successful and beneficial persuasion:

¥ Establishing credibility

¥ Framing the issue for common ground

34 Jay A. CongerHarvard Business Review dine Persuasive LeadéArticle: OThe Necessary Art of

Persuasio®) Harvard Bsiness School Press, Boston 2008

66



¥ Providing evidence
¥ Connecting emotically

If these four factors are met persuasion can benefit the organization by allowing everyone to
take part in a fruitful discussion about the organizationOs problems. It also has an influence on
motivation, because people feel more important if theyasked what they think.

Leaders might not always take part in negotiations, but they almost always have to persuade.
How can the skills of persuasion be learned? Obviously, exactly as in the case of negotiations
and most soft skills, a bit of a change o&@s mindset is necessary, but also a lot of practice.

For example Conger defined four most common mistakes made by people at top executive

positions in businesses:

¥ Attempting to make a caseith an upfront, hard salé® managers strongly state their
positions without listening to other options. This creates unnecessary conflict and
tension. Leaders should understand that stating their opinion should come before, not
after, listening to other peopleOs opinions.

¥ Resisting compromis® many managers believe athcompromising is a sign of
weakness of admitting their mistakes. But admitting to ones mistakes is a huge virtue,
not a sign of weakness!

¥ Thinking that the secret of persuasion lies in great argunieoitsourse, arguments
are important, just as the waywhich they are communicated. But what is even more
important is the ability to establish a bond with the people who are concerned by a
particular problem.

¥ Assuming that persuasion is a estet effortb managers might think that it all comes
to one metng in which they persuade and then execute. Leaders understand that is
not the case and persuasion is a continuous effort, nott@omevent.

Persuasion and negotiations are actually two perfect examples of skills which might be
considered as a OweaksO by people who have no business experience. But in therlong
showing concern for the needs of other players in the business game, nearly always brings
benefits.
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5. DEVELOPING OTHER PEOPLEOS POTENTIAL

It became a clichZ to say that people are thet ing®ortant asset of an organization. Even
though many do not even want to say these words loud because of their simplicity, great
leaders understand this intuitively and they focus a lot on developing other peopleOs potential.
Jack Welch said that OBeforeu are a leader, success is all about growing yourself. When
you become a leader, success is all about growing othersO. This is exactly the essence of
servant leadership and of greatness in leadertle@dership is all about developing other
peopleOs pential by focusing on theirs, not ours, needs.

Throughout the thesis | mentioned the importance of developing other peopleOs potential
many times. But how can one actually do it? A bit of everything is actually invelaetive
listening in order to unastand what is the best way to develop an individual; politics and
power in order to provide an individual with the best position for hisdsl€lopment;
empathy in order to feel when someone is not comfortable with his or her current job;
networking tohelp someone connect with people who can help an individual case.

One might actually say that developing other peopleOs potential comes at the top of the
Oleadership pyramidit is something that creates all other leadership skills, but at the same
time grows stronger with other skills being developed. Practicing focusing and developing
other peopleOs potential involves a big change in our mibgdsking ourselves into a distant

plan. Many people find it very hard, because they believe that they havdeoand that they
should focus on themselves because of that fact. They believe that by being egoistic it will be
easier for them to setfevelop. It is exactly the opposite. At a certain point of time developing
ourselves is all about developing ottpopleOs potential. Doing this involves a systematic
approach and constant vigilance of our attitude towards other pegptEbably reminding
ourselves throughout the day about the importance of helping other people will make a
difference in the longun.

68



6. TEAMWORK AND CONFLICT RESOLUTION

The very word leader implies that there is someone who needs to be lead. Therefore there are
also followers. A leader very often works in teams with the people he fobdhat is when

the skill of teamwork is absoluielessential to accomplish a task. Great leaders seem to
facilitate group work instantly, but for some it is a skill that needs to be learned. Good team
workers are not necessarily the people who are liked within the group. They are people who
know how to se the potential of every team member in order to maximize the benefits for the
whole group and to achieve success faster and easier.

Within teams it is also necessary for a leader to be a facilitator, someone who resolves
conflict. At this point | assumthat the leader | am talking about is already aware of himself
and other peopleOs needs and is not a person who will actually begin a conflict. Conflicts are
tricky b at times they are very productive and lead to a beneficial change or a breakthrough
idea.Great leaders know how long a conflict should last for it to become productive instead of
destructive. And the moment when it starts to annoy team members and might lead to an

unproductive session leaders step in.

Both skills can be learned and, like sdift skills, require a lot of patience, practice and time.
Learning how to work in teams might be very difficult for people who would love to call
themselves Ogreat individualsO. But such people need to understand that in todayOs worl
teamwork is the basifor operations. Cooperation became a daily practice and individuals no
longer have a chance of achieving a huge success. Working in teams due to globalization is
even more interesting and important because of cultures crossing in teams. It is a daily
prectice to manage the timeframe of a meeting so that people all around the globe are
comfortable with their time zones. Later on one needs to manage a meeting in a way that does
not make others feel uncomfortable due to cultural differences.

Conflict resoluion is another skill that a leader must le®ihis actually something that great
leaders do not need to learn, because it comes as leaders grow. What | mean is that conflict
resolution is a derivative of other leadership skllmostly related to comnmication, but also

to knowing oneself. It is easier to resolve a conflict for someone who is very empathetic, cares
about the needs of others and is at peace with him or hétselalso prediable that such a

person will not start an unnecessary cohfl
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7. DIFFERENCES BETWEEN A GOOD AND A GREAT LEADER

I have written a lot about the tools that a leader can use in order to become more effective.
But the fact is that these tools make a good leader, not a great leader. Greatness requires &
couple of otler virtues, mostly the ones that | have spoken about in regard to servant
leadership. Therefore, what makes a great leader? In order to answer that question | would

like to show the five OlevelO of leadership created by Jim Gbllins

A\

LEVEL 5 EXECUTIVE

EFFECTIVE LEADER

Level 4

Level 3 COMPETENT MANAGER

Level 2 CONTRIBUTING TEAM MEMBER

Level 1 HIGHLY CAPABLE INDIVIDUAL

By an OEffective LeerO Collins means a person that Ocatalyzes commitment to and vigorous
pursuit of a clear and compelling vision, stimulating higher performance sta@daitus
difference between a Level 5 Executive and a Level 4 Effective Leader is only in a few simple
traits we have been taught in our childhood. Collins describes a Level 5 Leader as a person
that Obuilds enduring greatness through a paradoxical blend of personal humility and
professional willOThe difference comes in personal humility and the abilitpubotherOs

needs before our own. Yet, to become a great leader one needs to become a good leader a
first B and then get rid of hubris, personal affection and become a humble servant of the

people who are following.

% Jim Collins,Good to GreatHarperCollins Publishers, New 02001, p. B
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