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			Effective leadership

			
					Problem: How can I become a great leader?

					Uses: Being a good leader allows you to fully participate in the management of people and thus strengthen the motivation of employees and achieve your top objectives.

					Professional uses: Team management, business management.

					FAQs:	What are the 12 essential qualities of a good leader?

	Can a manager become a leader?

	Can a leader become a manager?

	How can I gain the trust of my team?

	How can I restore my leadership if power games have disrupted my team?

	Is it manipulative to exercise leadership?

	What should a leader do in an organisation where leadership is not valued?




			

			Leadership is demonstrated in four main areas: private companies, businesses, politics and the military. In this book, we will focus on leadership in business.

			Assessing the effectiveness of leadership in the professional world depends heavily on the culture of the company. As a quality that is increasingly valued, leadership is now part of job descriptions, discussed in annual assessments and features in training programs. Companies are likely to develop leadership within their management team, and ambitious employees often seek to exert their own influence. Leadership is a true asset to team leaders or those who want to become a manager.

			“I’m not there to see what my teams report, or if they are working properly. I am here to make sure that the employees understand their mission, have the means necessary to succeed, cooperation is going well, and they are able to develop their talents. We do two annual surveys to find out if those responsible are managers and if employees feel inspired and motivated.” – Thierry Geerts – Country Manager, Google Belgium-Luxembourg

			To avoid mistakes that could compromise your career, this book offers numerous tips, illustrated by testimonies from experts and various business decision makers. Armed with these tools, you will improve your business skills. In addition, your strengthened leadership skills will allow you to follow a healthy and progressive career. They will make you a confident leader who is appreciated by your (future) team.

			To do this, we will focus on the essential concepts needed for understanding leadership as seen in business today. You will discover how leadership is a competitive advantage, and learn to identify the difference between management and leadership. We will then turn to identify what makes a good leader and what skills they have. Finally, we will look at the different types of leaders and the different styles of leadership and team management.

			The rest of this book is devoted to the practice of these elements, through advice, questions and answers, and finally, the application of a method to boost your career, evolving from an operational manager to a leader.

		


		
			Inspiring leadership: the basics

			Leadership in enterprise

			Leadership and management

			Often confused, some clarification between the roles of a leader and a manager is necessary. The distinction between management and leadership was established, among others, by Abraham Zaleznik (1976) and John P. Kotter (1999). What do these two authors state?

			
					Management is the use of authority to manage resources and constraints in order to produce goods or services. The manager will therefore use their formal authority, authority given to them by their superiors and confirmed in their job description: their superiors have entrusted them to perform certain tasks. The manager manages, organises and controls complexity. They translate problems into solutions. They plan and manage their team according to short and medium-term logic. They have a functional role in the operation. When considering how to proceed, a manager usually starts by asking “How?”.

					On the other hand, leadership is the ability to exert influence to achieve goals. A leader is able to inspire their employees to adhere to an idea or a project, mobilising them to achieve set objectives. They have a long-term outlook that they share and around which they construct their team. A leader seeks answers to questions that often begin with “Why?”.
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			Providing leadership therefore corresponds to a more emotional approach than management. A leader motivates their employees by creating a sense of belonging and showing gratitude. They also manage change with skill when dealing with uncertainties. Their actions become shining examples and inspire employees to believe in them and in themselves. A leader translates things by finding meaning and coherence. They make you want to follow them because they inspire trust.

			Nevertheless, the distinction between a manager and a leader is rather tenuous. Great leaders naturally overlap their managerial skills and their leadership qualities. They cannot isolate one from the other.

			“Instead of the term ‘leadership’, I prefer something like ‘director’ that connects the concepts related to influence, relationships, listening, authority, confidence, creativity, the alignment of actions and words, the meaning of a team, action, decision and reflection.
Therefore, distinguishing between the words ‘leader’ and ‘manager’ seems pointless to me. As a warship commander engaged for weeks in international crisis areas, I learned to lead, or in other words, to control in the heat of the moment, when time leaves no room for dialogue, and to manage in the interval time for the preparation and development of the solidarity of the army. It is primarily the context of space-time that must ultimately guide a potential leader in his action.” – Admiral Olivier Lajous, Former HRD in the French Navy

			
Leadership and corporate culture

			A person with great leadership skills will flourish more in a corporate environment that leaves a wide space for creativity.

			Leadership can indeed hardly be exercised in a highly Taylorised organisation, where work is divided, tasks are simple and repetitive, and employees are supervised by a manager of coercive power within a very directive system. Decision-making power is centralised at the top of the hierarchy, leaving little room for initiative. Although line work symbolises this type of business, there are many leaders who still operate Taylorism in their professional practices, both in the industrial and commercial sectors of administration.

			Conversely, start-ups and companies that are known as flexible or liberal (Getz, 2012) evolve by being aware of instability and quickly find innovative responses. In this type of model, corporate culture values initiative and innovation. Leadership is collaborative and is shared in true independent teams with the values and purpose of the organisation.

			Of course, these two models are complete opposites, and there are a vast majority of organisations where leadership is expressed in a diversified manner. A leader has an interest in finding a place where creativity and latitude are equally offered.

			Leadership: a competitive advantage

			Do you already possess technical and/or managerial skills? To go further, you will also need leadership qualities.

			In a changing world, where adaptation and innovation mean a competitive advantage – or survival -, companies are in search of personalities who are able to produce and drive strategic change more than ever. Today, globalisation and new technologies require us all to rethink our business models in one way or another. Change becomes inevitable and its frequency increases regularly. To stay competitive, management alone is not enough. At large, organisations need men and women who are wise and creative, able to cope with uncertainties, mobilise resources and create meaning in a phase of organisational transformation and/or adverse conditions.

			
				
					Leadership at Nestlé

					Born out of innovation in 1866, and by dint of constant adaptations, Nestlé became the top company worldwide in the agribusiness sector, which was a particularly unstable environment. In 1997, Nestlé published its “Principles of Management and Leadership”, a tangible expression of the corporate culture that must be applied by all employees. The publication outlines the values, leadership assessment criteria, principles and commitments of the management group in leadership. In short, the criteria are: personal commitment, initiative, encouragement, motivation, curiosity, innovation, adaptation and intercultural skills. Thus, the selection of internal candidates for positions of high responsibility would depend on the application of these criteria, but also on their professional skills, their experience and their determination to get results. Continuing education allows everyone to progress and flourish based on their area of expertise and personal skills. Nestlé encourages staff at all levels to contribute to the development of the company by providing “improvements that will promote both business results and personal development”. 

				

			

			Are you a leader in the making?

			A true leader can be identified by four components: their role in a group, their vision, their aura and their skills and talents.

			Role in a group

			As a leader, you naturally take the lead, i.e. you drive the group. You are able to lead the team, while introducing innovation. Similarly, you can manage to both deconstruct the established and usual elements and reconstruct new ideas by making them as legitimate as possible. The goal here is to involve the group in a process of change by leading them. You lead the passing from a comfort zone (sometimes already established) to a new, necessary zone. You lead the team through the forest, taking them from branch to branch. If there is a fall, you encourage, until everyone is convinced that they must continue the process.

			Vision

			You show leadership when there is a crisis, a major goal or something you want to exceed. The leadership challenge develops in a context. You have identified the issues that concern you and the situation is stronger than you, making you feel compelled to get involved. Gandhi, Martin Luther King and Nelson Mandela were all world leaders because they led a long non-violent struggle against injustice and racism.

			Aura

			Your charisma is known in the organisation. Ask yourself about your popularity: what are your actions or distinctive elements that have contributed to your reputation? Each moment and each of your characteristics will enhance your leadership. You are surprising both in your performance and in your habits. Some famous examples: the successive battles of Napoleon, the famous “I have understood you” speech by Charles de Gaulle, and the emblematic cigars of Churchill and Fidel Castro. We can recall a story, a success or a trademark of a great world leader and a leader that we encounter in the world of work because their aura is so impressive.

			Skills and talents

			Your success is inextricably linked to the demonstration of your ability. You are recognised as being gifted, as a competent person, whatever the area in which this ability is expressed. You also have a knack for surrounding yourself with people who have complementary skills. Your expertise inspires those around you and ensures high credibility. Today we can include the great innovators of new technologies: Steve Jobs (Apple), Larry Page (Google), as well as Richard Branson (Virgin Group), Ingvar Kamprad (Ikea), Taiichi Ohno (Toyota Production System), etc.

			
				
					Professional and personal skills

					A leader must combine professional and personal skills (Kouzes and Posner, 2012).

					
							Professional skills

					

			
					The leader shows the way, i.e. they clearly explain the purpose of the journey: there is an aspiration and values to defend.

					They inspire a shared vision. They express their great aspirations and respond to the question “What do we want to become?”.

					A leader tries to explain this situation and puts things forward in a structured way, in order to identify opportunities to seize. They develop a tactic.

					They develop the conditions for success. They encourage. They are always positive, and they are the coach who advises and inspires confidence.

					A leader is also not afraid to get their hands dirty, especially during difficult times. They explain that all tasks are vital to reach to target and participate to encourage everyone. This exemplary behaviour distinguishes them from others.

			

			
					Personal skills




	A leader possesses power over others and on the organisation, where they are one of the main players in terms of innovation or staff management.

	They are genuine, because they believe in what they do. A leader who is not loyal to their values is quickly unmasked and discredited.

	They are legitimate because they have experience.

	Through their charisma, they understand, gather, motivate and influence people. They display brilliant emotional intelligence.

			

				

			

			Types of leadership

			The eight leader archetypes (Kets de Vries, 2008)

			According to Kets de Vries, leadership development can take one of eight directions. This typology allows you to identify your leadership style and note your strengths and weaknesses. These different orientations are cumulative, but through situations during your journey, some will be more dominant and others less prominent. You can strengthen your leadership by working on your weaknesses.

			
					The builder: You are the architect of a major project or large-scale plan. A great visionary, your ambitions can change the world (no matter how small) by exceeding the expectations of your contemporaries. Your vision, often humanist, relies on values.

					The transactor: your goal is to create harmony around you, bringing people together by weaving a link between them and you. You make group members work together on a project or projects; unlike the builder leader, you do not work primarily for a single purpose.

					The communicator: without necessarily being a rhetorical whizz, you speak and touch people. You are comfortable speaking in public and defending your ideas.

					The strategist: you are a strategist when you manage to construct different methods and adapt them to each situation, reaching your goals despite actions to disrupt your plans. You are able to influence and bring back situations to your advantage.

					The change-catalyst: you demonstrate leadership when it suits you; for you, leadership is more of a capability to inspire additional development, performance and power.

					The innovator: you have to create, it is in your nature. You explore, discover, test and improve. You master the technical things. You are full of creativity and dream of being recognised as a pioneer.

					The processor: your operational management skills complement your ability to use your creativity and emotional intelligence.

					The coach: you believe in individual capacity and look to develop people’s potential.

			

			Oriented leadership (Blake and Mouton, 1987)

			Some people feel more comfortable driving teams; others are more oriented towards production. From these general guidelines, it is possible to identify five major types of management, involving different leadership styles.
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					Authoritarian: your interest is high for production and low for human relations. You plan, manage and direct, focusing mainly on processes and goals. You demand obedience and punish if rules are not respected. 

					Impoverished: your interest in production and human relations is low, and you leave the team members to make their own decisions, concerning yourself only with the results. A believer in self-regulation, you think the group will come up with their own solutions. This prevents you from taking responsibility and allows you to pull profits without committing. Your management style almost goes against leadership: you are a sort of anti-leader.

					Country club: you give priority to good relationships within the group. You do not worry too much about production. You do not like taking control and prefer to please others by meeting their needs.

					Middle of the road: (between production and human relations): you negotiate to reach easy goals and maintain a healthier social climate by favouring motivation rather than giving orders.

					Team: your interest in production is as high as your interest in social relations. You are a complete leader since, by fostering a climate of trust, you elicit the genuine commitment of your team to achieve set objectives. You encourage your team and involve them in decision-making, both operationally and in process control.“At ING Belgium the important thing is not only the achievement of business results. All employees and all managers are evaluated on how they achieve those results, i.e. their ability to be responsible and independent, collaborate and help their colleagues and to continually improve on customer service.
To inspire their employees to want to live out the corporate culture, the role of our leaders is crucial. They are one of the first vehicles in this positive momentum, as their exemplary behaviour motivates employees.
I come across many different styles of leaders in the organisation. For me, an essential quality is their dedication to the development of the company, and not to achieve their personal ambitions, the confidence and independence they offer to their employees, and their ability to concretely assist and support their teams in case of difficulties.” – Catherine Dedobbeleer – HR Project Manager, Organisational Effectiveness, ING Belgium


			

			Leading a team towards autonomy

			Your group’s performance level largely depends on your leadership style. The situational leadership theory (Paul Hersey and Kenneth H. Blanchard, 1977) will help you to make the right decisions, based on contextual variables. Your leadership style must be adapted to the maturity level of the person or group, so that everyone can gain autonomy. Therefore, there are stages in group maturity and leadership.
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					Telling. The first level. You lead by explaining what to do and how to do it. You provide resources and feedback. You talk in terms of organisation, instruction and supervision.

					Selling. Trust and communication are better than the previous level. You train and convince your team by mobilising information and arguments. Your stories guide the team towards a goal. You are focused on demonstration, conviction and mobilisation. Remember, evidence is the greatest tool for convincing.

					Participating. Once your team is formed and ready to mobilise, you participate in the actions and decisions yourself. This step allows you to focus more on the relationship, rather than the direction and control. You work with the team and negotiate on sharing your decision-making responsibilities. You enter a phase where you give your team the ability to work independently. You are focused on listening, consulting and negotiating.

					Delegating. You continue the transfer of responsibilities. Mutual trust leads to positive experiences. You empower your team and give it leeway to operate on its own initiative. You keep an eye on what you have conveyed and allow the team to take risks. To remain the leader, your team should not be fully involved in (major) decisions. The regular help you provide is really appreciated by the team members. In case of difficulty, do not break trust and remember that you also have a responsibility.“Since its inception, I have contributed to the expansion of EXKI, first in Brussels and then in Paris, and now in New York. For each location, my role was to quickly create an effective team.
In my career, I have learned that driving a team towards autonomy means encouraging the accountability of each member, starting with the
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