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FOREWORD

Running a large organization is challenging work. It also can be rewarding and uplifting. Good management, characterized by strong leadership based on sound judgment and integrity, is required in virtually any endeavor. Although there are many good books on management and leadership, what has been needed is a short, down-to-earth guide for busy leaders, to help them cope with the tougher issues. Perry Smith and Jeff Foley have written that guide, and leaders and associates alike can benefit from their ideas, insights, and rules of thumb.

Rules & Tools for Leaders is refreshing not only for its valuable content but also for the clarity of language and the crispness of the authors’ writing style. They get to their points fast. This is a “tuned in” book. It deals with the real issues, legitimate dilemmas, and myriad possibilities that confront leaders. With extensive experience in running organizations, along with teaching and research in leadership and management, Smith and Foley have accomplished what many others would love to have done: They have written a guide that both leaders and associates can use to be more effective in their professional lives.

The original version of this book seemed to say essentially all that needed to be said about practicable leadership. But the demands on leaders continue to change. Current events in the business, government, and nongovernment organization sections have highlighted the importance of character and ethics in leadership and the importance of building teams whose members come from a wide variety of cultures. These considerations have been duly integrated into this book.

Although it deals with complex topics, there is a deceptive simplicity to this sophisticated volume. In one sense, it is the thoughtful reader’s how-to book in the field of management. Those of us who have tried to learn plumbing or how to golf from a book know the limitations of the form. It is unrealistic to believe that anyone will become master of all he or she surveys in an executive suite as the result of one quick pass through Rules & Tools for Leaders. On the other hand, you have come to the right place if you are interested in a working visit with two talented, knowledgeable, and highly articulate executives who have many valuable perceptions to share. Most important, I believe you’ll be inspired by Perry Smith and Jeff Foley to get your own creative juices flowing no matter what role you are playing in your organization. This is the kind of book that you will want to revisit periodically throughout your professional career.

Beyond the case studies and checklists, and the chapters ranging from strategic planning to personal introspection, Rules & Tools for Leaders has a deeper and wider application. We live in an era of unprecedented commercial, technological, and military challenge. We earn our daily bread in an increasingly competitive environment; markets have taken on truly global proportions. How well our nation manages its considerable assets—how effectively our government, industry, and other institutions utilize human, material, and financial resources—obviously are critical factors in determining our future prosperity. It is as simple, and yet as complex, as that.

Fortunately, management and leadership skills can be strengthened through learning. Rules & Tools for Leaders contributes to developing, honing, and refining these essential skills in a very specific way. The beneficiaries will be not only individual leaders and their organizations, but also, ultimately, the confederation that we call the free enterprise system.

For further information, as the old saying goes, inquire within.

—Norman R. Augustine
Retired Chairman and Chief Executive Officer,
Lockheed Martin Corporation,
Former Undersecretary, U.S. Army


PREFACE

For many years, Perry looked for a practical guide to running organizations. Since such a guidebook was nowhere to be found, he decided to write one himself. He did so while serving as the commandant of, and teaching executive leadership at, the National War College in Washington, DC—the senior professional school for career civilian and military officials with the highest potential for leadership. Jeff joined the writing team in 2011. Having recently retired from the Army, Jeff brought fresh ideas and insights. He wrote five new chapters and made dozens of suggestions for changes and updates.

It is our intention to provide a tool kit with many helpful rules of thumb and checklists not only for leaders but also for those who play supporting roles in organizations large and small. Rules & Tools for Leaders is a very personal yet universally applicable book in that it incorporates the many insights that we gained over more than thirty years of work in organizations in the United States and abroad.

We have spent much of the past thirty years teaching leadership to a wide variety of audiences. Our professional backgrounds have allowed us to bring leadership ideas from the military to corporate executives. In turn, we’ve been able to introduce the best of the leadership techniques developed by such visionary companies as Microsoft, UPS, Texas Instruments, Intel, Lockheed Martin, and Bridgestone to hospitals, foundations, associations, churches, manufacturing plants, government agencies, and military staff colleges.

Leaders count. People at the top can and should make a difference. Leaders influence what products are brought to market—the music we hear, the fashions we wear, the food we eat. They determine which neighborhoods will be wiped out by a new highway, which laws get passed, which initiatives get support. Leaders mold the daily performance—and ultimately an organization—by setting standards, by establishing and maintaining a network of communications, by nurturing relationships, and by motivating associates. Furthermore, leaders can affect permanently an organization by creating and implementing a strategic vision with specific long-term goals.

The future is not already determined. What will happen in the next twenty or thirty years will be, in large part, the consequence of decisions that influential leaders make within their organizations today. Rules & Tools for Leaders is the handbook for making those decisions in an organized, intelligent, ethical, and insightful manner.

We believe this book will help.

—Perry M. Smith
Jeffrey W. Foley


INTRODUCTION


If you wish success in life, make perseverance your bosom friend, experience your wise counselor, caution your elder brother, and hope your guardian genius.

—Joseph Addison

A good leader inspires people to have confidence in the leader; a great leader inspires people to have confidence in themselves.

—Steve Jobs



This is a very basic book to help managers, supervisors, and administrators to be better leaders. If you are looking for concepts, philosophies, paradigms, or academic treatises, this definitely is not the book for you. Put it back on the shelf now. But if you are looking for a handy, up-to-date tool kit and guidebook on leadership, you have come to the right place. This book will serve as a source of advice as you enhance your leadership skills and as a double check when you are making tough decisions for your organization.

Rules & Tools for Leaders was designed for those busy leaders and managers who might have a few hours on an airplane or on a quiet Sunday afternoon. This short book contains hundreds of helpful hints on dealing with the tough issues that lie ahead. The text is also designed for associates who must deal with their bosses and are interested in understanding the dilemmas that these leaders might be facing. In addition, it is structured for use in management and leadership courses, to augment the more theoretical works that are available in the literature.

From many years of experience, we learned that development as a leader is a transformational journey that begins with developing yourself as a leader, through leading others, to ultimately leading organizations. Learning to lead in each of these areas is a lifelong task. This new edition of Rules & Tools for Leaders includes new and revised content and is reorganized to make it even more accessible and valuable to the busy leader. We’ve divided the book into relevant parts with very specific chapter titles that will guide you to exactly where you want to go for the advice you’ll need—when you need it.

We wrote this book to share our personal experiences with both failure and achievement. The setbacks provided the most valuable lessons, but we also gained knowledge and insight from some successful ventures. Our approach stems not only from our extensive military experience at West Point, out in the field, in combat, and at the Pentagon, but also from our work with several major organizations, including Duke Power, Tiffany and Company, Caterpillar, the Kellogg Foundation, U.S. News & World Report, the Goizueta Business School, NBC TV, Shaw Industries, the Bridgestone Tire Company, nonprofits, and universities. We have also been able to include insights from the many leaders with whom we have interacted in a wide range of endeavors.

We trust that this new edition of the book is that much better for what we have learned about leadership over the years since the first publication. Readers of earlier versions of this book often comment to us that what they like most is the straightforward language and the handy checklists, which we have retained.

Rules & Tools for Leaders is your tool kit for the future. We wrote it in the hope that it will not simply be read once, but be referred to time and time again. Use it well and use it often. Share it with your colleagues and employees. Let us know how we can improve it. Write to Perry at genpsmith@aol.com or to Jeff at jwfoley@icloud.com.


Good reading and good leading.




PART I

[image: ]

Developing Yourself as a Leader

[image: ]


1

[image: ]

BECOMING SELF-AWARE

The Importance of Introspection
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I worry about the self-made man who worships his maker.

—Bishop Albert Stewart



Picture yourself in a room of mirrors. Some mirrors give accurate reflections so that you can get a true picture of what you really look like. Some mirrors distort your image. The people around you—your employees, peers, and bosses—are like those mirrors. Even the most consistent leaders are viewed in different ways by many different people. While it is important to avoid becoming paranoid or defensive concerning misperceptions about you, you need to develop the self-awareness that you are projecting the right image. The value of that image is found in your willingness to listen, to accept criticism, to learn from mistakes, and to embody the many qualities that define an outstanding leader.

You are really five people in one: (1) who you think you are, (2) who your subordinates think you are, (3) who your peers think you are, and (4) who your bosses think you are. And then there’s the last one, (5) the indefinable notion of who you really are. How others see you is often at odds with how you see yourself, for better or worse. Qualities, both positive and negative, may be overestimated or exaggerated. You are probably not as brilliant, decisive, communicative, or charismatic as you sometimes think you are.

Perceptions can be deceiving: Are you a chronic drinker because you’ve had a few too many on a rare occasion? Are you senile because you nodded off in the midst of a long, boring meeting? Are you heavy-fisted in demanding authority if you fire an associate? Are you shallow because you make a quick decision?

Mature leaders are aware of these “perception gaps.” They work hard to become self-aware and to separate what’s real from what’s not, to get feedback, and to take corrective action when appropriate.

Perhaps the greatest benefit from objective introspection is improvement of your performance. Leaders who are self-aware, who recognize and maximize their strengths, and who understand and compensate for weaknesses perform much better than those who do not (or cannot) understand themselves. If fact, self-awareness combined with appropriate action can help avoid mistakes. Furthermore, an introspective leader builds an aura of self-confidence that engenders respect. Introspection is a process that can only be accomplished with systematic and regular attention. Seeking out the services of professionals or organizations, such as the Center for Creative Leadership in Greensboro, North Carolina, or the Gallup Leadership Institute, can be an invaluable investment.

Knowing yourself, your ideals, your psychological and spiritual strengths and weaknesses can improve your ability to provide enlightened leadership. It is healthful and useful to ask yourself questions such as:

“What values do I really hold dear?”

“What are my most deeply held prejudices?”

“Do I ‘walk my talk’?”

“Do I really practice what I preach?”

Capable leaders need to have a realistic understanding of who they are in order to avoid becoming ineffective, arrogant, or irrelevant. Persistent self-evaluation involves assessing your on-the-job effectiveness—asking yourself the hard questions about what you do and how you do it.

The Hard Questions

Every performance evaluation asks for employers to rate their staff on a number of key issues, from productivity and job knowledge to working relationships and managerial skills. Periodic self-evaluation will help you evaluate those qualities, habits, and skills that you should expect in yourself and your associates.

Do You Enjoy Your Job?

By letting people know that you are enjoying your job, you can help create a healthy atmosphere in your organization. Leaders who enjoy their jobs, and show everyone they do, often help their associates enjoy their jobs as well. Smiles and good words are usually contagious. Do you feel genuine joy in the successes of your subordinates? Let them know when you are pleased with their work and that you look forward to the workday because you’re playing on a good team.

How Do You Define Ambition?

Is your ambition focused on yourself or your associates and organization? Too many people who have moved to top positions in our businesses and government have been so personally ambitious that they have forgotten that their first responsibility is to the mission and goals of the country or organization. When ambition drives the needs of the organization, everyone will benefit and rewards will be greater in the long run. Part of being a good leader is realizing that you are there to provide a service to the people, not vice versa.

Are You an Optimist or a Pessimist?

If you are constantly optimistic, always wearing rose-colored glasses, you may lose the respect of associates because you are unable to acknowledge the weaker sides of your organization. Perhaps you refuse to see the tough problems. On the other hand, if you are constantly pessimistic and cynical, the organization’s morale probably will suffer. A pragmatically optimistic individual who is not a starry-eyed dreamer, but who comes to work with a lot of enthusiasm and optimism, tends to be an effective and respected leader. Although a cynic might start out as a competent leader, cynicism and pessimism are likely to transfer negatively throughout the organization.

How Do Your Ethics and Values Have an Impact on Your Leadership?

Do you ever mention spiritual or moral values in your speeches or in your writings? Have you ever been asked to stand up in front of a religious group and give a talk? Many associates will observe whether you are committed to a system of ethics and values. They will hope for a leader who shares their values. You should be wary, however, about the danger of seeming to impose your standards on others. Leaders who are, or appear to be, self-righteous often fail to gain or maintain good rapport with a large number of employees.

Leaders must realize that personal integrity and institutional integrity meet in the front office. If you have a commitment to integrity—if you talk about it, write about it, mean it, and live it—there is a good chance that institutional and personal integrity throughout the organization will remain high. If, however, you do not concern yourself with it and are willing to allow the rules to be bent, institutional integrity may degenerate rapidly. As a leader, your concern with integrity will largely determine the standards and pride of the entire organization.

Do You Recognize the Consequences of Your “After Hours” Conduct?

Poor personal conduct has undone many a leader. What you do “after hours” is integral to your own success and that of your organization. You don’t have to look far to see examples of how personal conduct—from substance abuse to questionable moral behavior—has led to the downfall of potentially great leaders.

Those who have psychological or health problems relating to alcohol or drug abuse often find their problems magnified. Ask yourself the hard questions: “Now that I’m a leader, what should be my approach to alcohol consumption?” “How are my drinking habits viewed by others?” The perception of alcoholism in a leader is often as damaging as the reality of alcoholism. Abuse of illegal drugs—or even prescription drugs—will have an equally deleterious effect that may result not only in your own failure to lead effectively but also in legal action against you.

Sexual misconduct seems rampant (or at least commands more than its share of media attention) and the consequences are clear. Moral issues aside, no matter what your field—business, government, military, or nonprofit—you are being scrutinized and judged. Even the perception of transgression can damage your own reputation and that of your organization. In this era of fast communication where every rumor and nuance can be transmitted globally in an instant, no one is immune from accusation or innuendo.

How Are You Perceived by Others?

Do people fear you, distrust you, like you, respect you, or love you? Are they comfortable with you or are they afraid of you? How people perceive you is important; if your coworkers feel good about you, respect and admire you, there will be better communication and enhanced productivity. Without this trust, others may withhold information for fear that you might overreact or make premature and unfounded judgments about them and their ideas. When you create an atmosphere of trust and confidence, your associates will feel free to be open and honest with you.

Are You Accessible?

What is your demeanor in the office? Do you sit behind your desk, using it as a shield or a sword? Or are you willing to step away from the seat of authority? Are you able, figuratively, to wrap your arms around people with warmth and concern? When discussing an issue with you, do associates feel that they can break through the interpersonal barriers that exist between subordinates and the boss? Many leaders are visible but not approachable and don’t realize how their demeanor makes people reluctant to approach them.

A certain level of intensity comes with the role of leadership. But ask yourself what kind of attitude do you project as you enter a meeting, carry on a conversation, or make a speech. Are you able to convey just the right level of selfless concern, or do the burdens and responsibilities of leadership cause you to have an anxious air about you most of the time? Do you sit on the front edge of your chair? Do you constantly interrupt people when they are trying to tell you something? Awareness of these signals of impatience can help you evaluate whether your intensity adds to or detracts from your success as a leader.

Are You an Effective Communicator?

How well do you speak? Are your speeches and talks well crafted and to the point? Are your conversations meaningful and heartfelt? Do you look people in the eye when you are speaking to them? Are you able to break down the barriers between the ranks in order to communicate effectively yet with authority?

How well do you write? While speaking to groups or one-on-one is important, the permanence of the written word makes clear communication vital for leaders. From employee evaluations to emails, your skill—or lack of it—can make a tremendous impact on your organization and the people in it. Carelessly written emails can cause confusion—or even leave you and your organization vulnerable to lawsuits. (A wise manager once declared that after three email exchanges, if a problem is not resolved, get on the phone!) If performance appraisals are poorly written, you are doing a disservice to your associates. Position papers, reports, letters of recommendation, referrals, and even thank-you notes each play a vital role in the way you are perceived by everyone inside and outside your organization. Good communication takes maintenance work.

Let go of your ego and ask for help to edit your important communications. If you learn to write well, you can better serve your organization. Just as importantly your writing skills will be admired and appreciated. As John Kenneth Galbraith has written, “If you write well, you will automatically get attention.”

Effective communication is a powerful means through which you can convince your associates that you are rightfully in a leadership role.

How Well Do You Listen?

Listening is an acquired art that requires self-discipline and well-developed communication skills. Leaders should listen and listen and listen; only through listening can you find out what’s really going on. If an associate raises an issue and you do not allow the full case to be stated, you are likely to understand only a piece of the story and the problem probably will not be solved. In addition, the individual who raised the problem will be frustrated with the lack of opportunity to lay the whole issue on the table and to make sure you fully understand the situation.

There are two general kinds of listening. The first, passive listening, means that you listen without interruption: no comments or questions until the speaker has had a reasonable opportunity to express his or her views. The second, active listening, implies that you ask questions occasionally so that you confirm what is being said and that you have a clear understanding of the case. Each occasion may demand one or the other, but an effective leader is capable of doing both and will understand when to use passive or active listening. When in doubt, err on the side of passive rather than active listening.

Are You Open to Criticism and to the Truth?

Who tells you all the news—good and bad? It is important to have people who are close by who are honest and forthright, who give you the bad news as well as the good news, and who are not bootlickers or apple polishers. The best leaders foster a willingness in their associates to tell what they think and not what makes the boss happy. You need to periodically ask yourself: “Who around me is willing to tell the full story?”

Leaders who react emotionally or violently to criticism often fail as leaders because, over time, they lose touch with the most important and the most difficult issues. Their associates are afraid to criticize them. These leaders also tend to lose some of their best people who, out of frustration, move on to other places where constructive criticism is part of the organizational climate. Leaders who take criticism poorly damage vital feedback mechanisms and may cause associates to jump ship. When such leaders face crises, they will search in vain for the creative associates who could have bailed them out.

Equally important, over time, leaders who have the reputation of refusing to accept criticism or reacting inappropriately to it have difficulty recruiting talented individuals. Nobody wants to work for a jerk!

Like Ed Koch, the former mayor of New York City, you should be asking often, “How am I doing?” Be prepared for the answer—and to act on it as needed.

Are You Self-Confident or Self-Delusional?

If you are secure within yourself and are capable of accepting criticism well, you can serve as a mature leader in many different positions. If you are basically insecure and worry a great deal about your performance and abilities, you may have a more difficult task. In general, your sense of security should increase as your organization succeeds. Many initially insecure people can build their self-confidence over time and can become mature, successful leaders.

Are You Reliable?

Have you canceled out of a meeting, speech, ceremony, visit, or social engagement at the last minute more times that you care to remember? Have you failed to deliver on your promises to your employees, peers, or bosses? You’ll be able to ramp up your reliability rating if you avoid over-scheduling yourself. You should say no to tasks and responsibilities that you are unable or unwilling to fulfill. You still have a job to do—and you know what it is. But it doesn’t mean you have to be a slave to everyone else’s desires.

For many years, we have been impressed by the reliability and character of Colin Powell. Whenever he agrees to do something, he does it. Whenever we write to him, we always get an answer, and usually within a few days. General Powell is part of Perry’s integrity brain trust. He was very helpful when Perry was trying to decide about quitting CNN on a major issue of integrity. Many people have commented on Powell’s charisma, self-confidence, and speaking style. His extraordinary negotiation skills, his ability to think and act strategically, his integrity, and his reliability put him at the top of our list of role models for leaders to emulate.

Are You Decisive or Are You a “Decision Ducker”?

A witty person once said that there are three types of people: those who make things happen, those who watch things happen, and those who wonder what happened. Heed the words of Johann Schiller: “He who considers too much will perform too little.” Top leaders should follow the 60 percent rule—when you have about 60 percent of the information that you need to make a decision, you should make it. If you wait much longer to get more information, your decision may come too late. Be a leader who makes things happen.

Leaders who constantly duck decisions create atmospheres of indecision. Such a climate causes the organization to drift. Too often, decisions that should be made by the boss end up being made by lower-level associates without full coordination. If top-level decisions are always left to associates, consistency and coherency of policy will suffer, even though many of those decisions may be good. If you prefer to have subordinate associates make most of the decisions, at least ensure that there are general rules of policy and coordination that apply to all decision-making processes.

Are You Flexible?

Are you so rigid in your thinking and lifestyle that you are not open to new ideas? Conversely, are you flexible to a fault? Do you swing with the breeze? Where do you fit on the continuum between too much flexibility and not enough? You must use good judgment when it comes to being steadfast. Good leaders are not pushovers, nor are they tyrants. Through carefully observing and understanding the dynamics of the organization, you should be able to decipher how flexible you need to be. As is true with many issues, it is best to avoid extremes.

Are You an Innovator?

Are you someone who hangs on to the status quo? Are your decisions and actions dictated by policies that do not allow much flexibility? General Matthew Ridgway, the great combat leader of World War II and Korea, made a very telling point after he retired from the top military position in the U.S. Army: “My greatest contribution as chief of staff was nourishing the mavericks.” Are you someone who is open to suggestions, ideas, new thoughts, new directions, and new concepts? On the other
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