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Introduction

What is the key to success in business for individuals, managers and organizations? Many answers come to mind, notably the ability to serve customers by providing great products or service and creating value, and to do this in way that is efficient, competitive, profitable and valued. Meeting this challenge, however, requires a range of leadership skills, including: the ability to innovate, to learn and develop; to get the best from the people, knowledge and resources around you; and to build business relationships inside and outside the organization. And if all this were not difficult enough, these things need to be achieved constantly, while expectations, opportunities and challenges are constantly shifting. Now, more than ever, is a time of complexity, volatility and change.

New ideas, energy and the ability to fit new contexts and meet new challenges are therefore needed constantly to ensure success. That is why business tools and techniques are so valuable – because they help us meet the many varied challenges faced by business managers and leaders. This is a book about some of the best tools and techniques used in business. What unites these business ideas is their proven power and potency. They are not only insightful and useful but they have worked – and often brilliantly or despite great adversity. The ability of the people who conceived and applied these ideas should be applauded.

Interestingly, there are several different themes that run through many of these ideas. These include a willingness to experiment and take a risk, coupled with an ability to understand the root causes of an issue and do something distinctive. Simplicity and an understanding of the need to be practical and implement the idea are also common features of these techniques. Some ideas seem to confirm Peter Drucker’s point that great ideas and decisions are a blend of rigorous analysis and intuition. Finally, the need to be practical, follow through and ensure success is shown by the recurring need to monitor, measure and refine the way the idea works.

There are several specific qualities that characterize the ideas in this book. Keeping these in mind will help you succeed with each technique by applying it successfully to your own context.

In particular, the likelihood of success increases if you:

•    engage people with the technique wherever possible and appropriate

•    be clear about the specific challenge, issue or opportunity that is being addressed

•    question and constantly challenge assumptions: yours and others’

•    develop a mindset that looks for ways to learn and improve, and are ready to confront challenges and problems early

•    understand that good ideas can come from anywhere

•    follow through – be practical and realistic, and plan implementation

•    give people praise and credit, thereby building momentum

•    work tirelessly to remove constraints, fears and inhibitions

•    balance intuition and analysis

•    build collaboration and teamwork

•    avoid the pitfalls of decision-making (see technique number 86)

•    be self-aware and develop your skills.

Remember: energy, flexibility, creativity and ingenuity are vital, and there is no room for complacency and little tolerance for inefficiency.

I hope that these ideas will help you with your work and stimulate your thinking along new, creative lines, generating brilliant ideas for the future.

Jeremy Kourdi


LEADERSHIP AND CHANGE


CHAPTER 1

THE GROW MODEL FOR COACHING

The single most important technique for executive coaching

The GROW model, developed by Sir John Whitmore, provides a framework for coaching. GROW has four stages: Goals, Reality, Options and Way forward. Responsibility for setting goals rests with the coachee. The coach works in a non-directive way, supporting and challenging.

Goals

This focuses on the coachee’s aims and priorities. It sets the agenda for the coaching conversation. The coach should be flexible and prepared to explore, question and challenge. This is achieved with questioning and empathy. The outcome is a clear set of goals for the session and the overall coaching relationship.
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Questions include:

•    What is your goal?

•    What are your priorities?

•    What are you trying to achieve?

•    How will you know when you have achieved it?

•    Is the goal specific and measurable?

•    How will you know when it has been achieved?

•    What will success look like?

[image: image]

Reality

Explore the learner’s current position: the reality of their circumstances and their concerns relating to their goals. The coach needs to help the coachee analyse and understand the significant issues relating to their goal through intelligent questioning. The coach can also provide information and summarize the situation to clarify the reality.
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Questions include:

•    Can you control the result? What don’t you have control over?

•    What are the milestones or key points to achieving goals?

•    Who is involved and what effect could they have?

•    What have you done so far, and what are the results?

•    What are the major issues you are encountering?

[image: image]

Options

The coach helps the coachee to generate options, strategies and action plans for achieving goals. This can uncover new aspects of the individual’s current position with the result that discussion reverts back to the coachee’s reality. This is fine if it is productive or enlightening – the aim is to help the individual, not rigidly follow a process.
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Questions include:

•    What options do you have? Which do you favour and why?

•    If you had unlimited resources, what options would you have?

•    Could you link your goal to another organizational issue?

•    What would be the perfect solution?

[image: image]

Way forward

Do not rush the final stage. The aim is to agree what needs to be done. It can help for the coachee to develop a practical plan to implement their option. The coach should be a sounding board, highlighting strengths and weaknesses, testing the approach and offering additional perspectives.

[image: image]

Questions include:

•    What are you going to do – and when? Who needs to know? What support and resources do you need?

•    How will you overcome obstacles and ensure success?

[image: image]

Finally, the most effective plans incorporate a review and feedback process to check progress and provide motivation.


CHAPTER 2

DEVELOPING INFLUENCE AND ASSERTIVE LEADERSHIP

Providing support and challenge while strengthening results and relationships

Whether you are giving feedback or selling a product or an idea, influencing requires an understanding of how your behaviour affects others.

Overview

All individuals have their own personality – the result both of nature and nurture – and this remains largely unchanging. However, behaviour is different: it is flexible and capable of being developed and enhanced.

It’s useful to consider behaviour (yours and others) in terms of warmth or coldness, dominance or submissiveness.

•    Warm means being supportive, open, positive, empathetic, constructive and engaging – not simply ‘friendly’.

•    Cold means being suspicious, detached, not focused on people or relationships.

•    Dominant means being challenging, in control, confident, strong, authoritative and direct.

•    Submissive means subduing your own thoughts or actions for something or someone else.

The diagram below (the assertiveness model) highlights different types of behaviour (based on the Thomas-Kilmann Conflict Mode Instrument).
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Aggressive: dominant and cold behaviour

When dealing with aggressive behaviour, the best approach is to:

•    increase your dominance to match their high dominance levels

•    ensure that you are demonstrating behaviour that is assertive and warm rather than aggressive

•    use open questions to generate understanding

•    use body language and tone of voice to increase your dominance levels.

Avoiding: cold and submissive behaviour

When dealing with avoiding behaviour, the first priority is to get people engaged. Useful techniques include displaying lower dominance and higher warmth, using open questions aimed at making them feel secure and softening body language and intonation while continuing to smile.

Appeasing: warm and submissive behaviour

When dealing with appeasing individuals, it can help to:

•    stay focused to keep them on track

•    use open questions that appeal to their social needs but temper these with closed questions when they waffle

•    ask summary questions to maintain clarity and focus

•    use their name if you are interrupting them.

Assertive: warm and dominant behaviour

When dealing with conflict, it can help to be assertive and encourage others to be assertive as well. Consider how easy it is to warm up behaviour: why and when is it not easy? Why do we, as individuals, not behave in an assertive manner? What is it that hinders supportive and challenging behaviour? Finally, what are the most important questions for you to ask?


CHAPTER 3

VISIONING

Creating your future

By imagining the future you want and then translating those ideas into practical and actionable plans, you will make it happen.

Orienting thinking towards the future is particularly important for middle and senior managers and leaders because it provides focus, determines the company’s culture, builds resilience and adaptability and engages employees.

The need

A powerful vision motivates and guides everyone at all levels in a company. People manage what is in front of them, as daily and short-term tasks understandably dominate our routine and thinking. This certainly keeps things running smoothly in the stable present but is ill suited to coping with change or taking advantage of (or creating) opportunities. Visioning liberates us from simply managing the present, achieving more of the same or being unprepared for new developments, and thus enables us to build a more successful future.

The process

Visioning involves assessing and challenging current thinking and methods, developing new ideas and deciding on the future you would like. It is also necessary to look outside your company – noticing and understanding trends, identifying threats and opportunities.

It can be helpful to involve others in a visioning exercise by asking their views on various issues. These questions will prompt thinking and encourage each person to consider and challenge the company’s aims and activities and to suggest new options (giving reasons for their choices).

Using these answers, you identify the most common issues and ideas, reduce these options to the ones that are most significant and then draft a provisional vision statement – this can be done by a smaller group of people, with the final vision being reviewed and approved by everyone involved. As well as generating ideas and opening up discussions, a major advantage of involving others in the visioning process is that you will gain their commitment to the final vision.

Once you have developed your vision, determine how it can be achieved:

•    Deal with any barriers that may stand in the way and consider how future events may affect it.

•    Develop a practical plan and communicate the vision and plan to everyone – show people why it is important, what it will achieve and how it will work and gain their commitment.

•    To bring others with you, your vision needs to be clear, convincing, credible, easy to grasp, actionable, inspiring and focused – but not overly prescriptive, to provide flexibility and adaptability.

What’s next?

A vision is for nothing if it is not acted upon. You should ensure that all strategy and decisions are guided by the vision and that everyone remains committed to the vision. A vision also needs to be reviewed and adapted to changing circumstances to ensure that it remains relevant and useful.


CHAPTER 4

THE CHANGE CURVE

Understanding how people respond to change

The human reaction to change is now well understood. The change process is commonly understood by reference to the research on people’s reaction to bereavement. Elisabeth Kübler-Ross has been a great contributor to our understanding of the experience of loss and bereavement, as well as how we react to changes more generally. The stages of loss that people typically go through are now commonly known as the Change Curve.

Overview

Organizations often refer to the Change Curve in the context of job loss and redundancy. Dr Kübler-Ross undertook her research on dying by interviewing terminally ill patients. Although this is one of the most extreme and disturbing changes that anyone can face, the reactions to it are the same as for many different types of change. There are several key stages that people go through, as shown in the graph below:
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1    Shock. The first reaction can often be shock – and all the emotion that results from this.

2    Denial. This is a typical reaction and it is important and necessary. It helps cushion the impact of the inevitability of change.

3    Frustration and anger. The person resents the change that they must face while others are less affected.

4    Depression. First, the person feels deep disappointment, perhaps a sense of personal failing, things not done, wrongs committed. Around this time they may also engage in bargaining: beginning to accept the change but striking bargains –for more time, for example,.

5    Experiment and decision. Initial engagement with the new situation and learning how to work in the new situation, as well as making choices and decisions, and regaining control.

6    Acceptance and integration. Dr Kübler-Ross describes this stage as neither happy nor unhappy. While it is devoid of feelings, it is not resignation – it is really a victory.

People who are made redundant can go through a similar process. Just as with other types of change, people often go through a first stage before denial – that of shock or disbelief. We have witnessed people in shock following news of their redundancy. It can take a long time for people to reach the acceptance stage and often people oscillate between the different stages.


CHAPTER 5

THE LEADERSHIP PIPELINE

Developing a leader-powered business

Performance is inseparable from a company’s approach to leadership development. Developed by Ram Charan, Stephen Drotter and James Noel, the Leadership Pipeline is a company-wide framework for developing future managers and leaders.

Overview

The Leadership Pipeline is a continual process that ensures a throughput of talented leaders. It is a practical, easily understood system that clearly explains what is required to work successfully at each leadership level, helping:

•    individuals and companies to understand what is required for excellence at each level

•    individuals to develop their skills, optimize potential and progress their careers

•    organizations to manage and develop talent, and to build strategic and organizational capabilities.

How it works

The Leadership Pipeline represents the flow of internal talent into business-critical roles. As such, organizational structures, processes and reward mechanisms are geared towards encouraging preferred behaviours. For the individual, the Pipeline clarifies the development path that will build the leadership capabilities required to operate successfully at higher levels. At each stage:

•    people need to be clear about the capabilities needed for each level

•    managers and leaders should use the skills and values that are expected at each level so that others can operate effectively.

Traditional approaches to leadership development tend to simply strengthen existing skills, and inadequate attention is paid to learning new ones. The Leadership Pipeline formally recognizes that change and improved performance occur best when the skills that are needed for the next level are built on a solid foundation at previous levels and when individuals are given the time and correct support and training to learn the skills, time management and values required for the new role.

This clear framework makes it easy for people to see what capabilities and values are needed for successful career progression and it focuses people on the skills the organization needs – thus improving both current and future performance.

Working towards successful transitions

Typically, career progression involves making successful transitions at six key stages:

1    From managing yourself to managing others

2    From managing others to managing managers

3    From managing managers to functional director

4    From functional director to business director

5    From business director to group business director

6    From group business director to company director.

In reality, people often make these transitions with little support and inadequate preparation, commonly modelling themselves on their predecessors and learning what works through trial and error. The Leadership Pipeline makes explicit what is required for success at each level. In particular, it clarifies the requirements in three key areas:

1    Developing new skills

2    Improving time management

3    Adopting the values the organization is looking for.

Acquiring these capabilities at each level builds the foundation for success at the next level. Consequently, this focus on skills, time management and values prioritizes improved performance for advancement – benefiting both the individual and the company.


CHAPTER 6

EMPLOYEE ENGAGEMENT AND THE THREE-FACTOR THEORY

The three things that matter most to people at work

The factors that influence employee engagement combine in different ways and at different times for each person. Obviously, pay and leadership are important – with a direct relationship between pay and effort and the quality of leadership being critical to employee engagement. In addition, people like to do work that has meaning and purpose.

Following international research, Sirota Consulting developed the Three-Factor Theory, addressing employee engagement by addressing three basic needs: equity, achievement and camaraderie.

Leaders need to engage, inspire and energize their people. Gaining commitment and getting people to acquire new skills and achieve their full potential leads to ongoing improvements in performance, benefiting all concerned – individuals, teams and companies. The Three Factor Theory establishes a self-sustaining cycle of effective employee engagement by ensuring that practices and policies focus on equity, achievement and camaraderie.

Equity

People need to feel they are being treated fairly – especially in relation to others both inside and outside the company. This includes:

•    physical aspects – for example, working in a safe environment and being physically able to do a job

•    economic factors – people need to feel that their pay, benefits and job security are fair

•    psychological issues – including being treated with respect and consideration.

Achievement

People work better and achieve more if they believe in what they are doing and have confidence in the direction they are going. In short, they work best when they feel they are achieving something. Six issues influence this:

1    Having challenging work and being able to use their skills

2    Having the opportunity to develop their capabilities and to take risks

3    Having the resources, authority, information and support to work effectively

4    Knowing that the work is important and has value and purpose

5    Receiving recognition – both financial and non-financial

6    Having pride in the company’s aims, ethics, products and brand values.

Camaraderie

It is important for individuals to have good relations with co-workers. This requires congenial, co-operative, interesting and supportive relationships at all levels, with the most immediate ones being the most significant. This involves relationships:

•    with co-workers

•    within the business unit

•    across on-site departments

•    across the whole company.
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