
      
         [image: cover image]

      
   
      
         [image: title page]

      
   
      
         Contents

         
            	Cover

            	Title Page

            	Contents

            	Introduction

            	Chapter 1: The Expert Leader at His or Her Best

            	Chapter 2: Sonia’s Four Challenges

            	Chapter 3: The Spanning Leader

            	Chapter 4: Taking Stock of Yourself as Leader

            	Chapter 5: How You Add Value

            	Chapter 6: How You Get (the Right) Work Done

            	Chapter 7: How You Interact with People

            	Chapter 8: Gender and Spanning Leadership

            	Chapter 9: The Spanning Leader in a Classic Expert Role

            	Acknowledgments

            	Notes

            	Suggested Reading

            	Index

            	About the Author

            	Copyright

            	About the Publisher

         

      
   
      
      
      
         
            Introduction

         
         Once again Julia is going to be late. This isn’t like her—she prides herself on being punctual. But her flight from overseas
            was delayed and now her Uber is bogged down in traffic, so for the second time in two months she’s behind in getting to an
            Executive Committee meeting where she’s supposed to give an update on a global project she’s heading.
         

         
         On impulse, she jumps out of the car and begins to hurry on foot, wheeling her bag behind her. But it’s not just the traffic
            or her lateness that is exasperating her.
         

         
         How do I do this job? she asks no one.
         

         
         After years of seeking a promotion from a role where her leadership authority was based on her unquestioned expertise in risk,
            she was entrusted with an important role. But she doesn’t know how to handle it. The job is completely alien to her experience.
         

         
         She’s at the hub of several functional areas that are trying to implement “agile” technologies. She’s supposed to mobilize
            data scientists, IT architects, and many other specialists, but they don’t formally report to her. And she doesn’t understand
            those groups. She knows nothing about data science or IT architecture.
         

         
         “How do I talk to the ExCom about this when I’m not an expert in all the pieces?’ she asks.

         
         She needs help but doesn’t know where to turn. And she realizes, as she sees her Uber drive away, that it was a mistake to
            try to make it on foot. The meeting is still too far away. She’s never going to make it on time.
         

         
         “I’m going to fail,” she says. “I am failing.”

         
         *  *  *

         Julia—I’ve altered details, including her name, to protect her identity—is a coaching client of mine. She is the classic expert
            leader. She has a huge analytical brain. She’s brilliant at evaluating investment risk. She’s known for studying mountains
            of documents in order to grasp every detail of the issues facing her.
         

         
         During her eight years in her expert-leader position, she received nothing but excellent evaluations. Bosses and board members
            demonstrated unquestioned respect for her capabilities. Her many subordinates understood that she knew everything there was
            to know about her field, and they were used to meeting her very high standards. They considered her a good manager, even if
            she sometimes drove them batty seeking perfection.
         

         
         Despite the rave reviews, she had a hard time getting promoted. So when she was finally offered a big move up, she jumped
            at the chance. Privately, she was a little alarmed at the vagueness of the job description, but she believed that whatever
            the challenges, she could focus her analytical capabilities on them and figure out how to deliver results, as she always had.
            In the weeks leading up to the move, top management was duly impressed by her transformation into something of an expert on
            agile technologies.
         

         
         When the transition came, it was just as scary as it had seemed. Although she was responsible for a global team, she was given
            very few direct reports. She had little in the way of dedicated resources. Although she kept reassuring her family and friends
            that everything was going well, she didn’t really know what to do in her job. She felt out of control. She didn’t know how
            to interact with colleagues who had widely different backgrounds and areas of expertise. She felt that people mistrusted her.
         

         
         
            A New Kind of Leadership

            Julia is facing a challenge that confronts almost everyone who seeks to move onward and upward in an organization: learning
               to lead in unfamiliar ways. Perhaps you find yourself in a similar place.
            

            
            In most of the cases I’ve encountered in my decades of teaching, coaching, consulting, and leading workshops for global corporations,
               the main issue is transitioning from a position where authority and credibility are based on an individual’s deep expertise—financial
               knowledge, for example, or technical mastery—into a role where specific expertise is much less relevant, where a person’s
               leadership must encompass groups with an array of skills, abilities, attitudes, and perceptions.
            

            
            In these situations, Julia’s question is universal:

            
            How do I do this job?

            
            This book answers that question.

            
            The basic idea is that expert leadership—what Julia was doing for eight years—is fundamentally different from leading heterogeneous
               groups of people who lack a shared knowledge base.
            

            
            I arrived at this understanding gradually. I had been an academic—I taught at the Fuqua School of Business at Duke University
               and was later an associate dean in Executive Education there—so I was familiar with classic approaches to leadership. But
               in working as a coach and teacher in the real world, I saw that some of the accepted wisdom didn’t fit the circumstances of
               many of the leaders and teams I was working with.
            

            
            I saw firsthand that there is a whole universe of expert leadership in companies, and it’s not confined to particular age
               groups or corporate echelons. The assumption used to be that although most individual contributors in knowledge companies
               are expert in something, specific expertise becomes less and less important as you move up the leadership pipeline through
               the stages of managing teams, running functions, becoming a general manager, and eventually graduating into the C-suite. Supposedly,
               the higher you go, the more you need to be a “generalist” leader.
            

            
            But leadership pipelines are changing. Business today is so technical and complex that many companies desperately need their
               leaders to have deep expertise. I know of one leader who was so attached to his area of knowledge that midway through a program
               aimed at turning high-potential managers into international leaders, he simply dropped out and went back to his beloved area
               of expertise. Once upon a time this would have been career suicide—he would have been forever relegated to the bottom of the
               heap. Yet today he’s at the top of the organization, because his area of expertise is crucial to the company! In today’s business
               environment, experts like him are rewarded, promoted, and celebrated for their knowledge.
            

            
            Companies want leaders—even chief executive officers (CEOs)—to have extensive knowledge about the business segment. Managers
               want colleagues who understand the nuts and bolts. Think about it: Would you want your company to have a technology head who
               didn’t know the technology? And employees want to be led by knowledgeable people.
            

            
            Whether it’s in finance, IT, legal, biotech, or real estate, experts can be found throughout the corporate hierarchy. The
               old-fashioned view of the corporation as being populated by professional managers is just wrong today. Instead it is full
               of specialists who have taken on management tasks.
            

            
            But organizations and rising leaders are not prepared to deal with this new reality. Many of these managers mainly know how
               to lead on the basis of their expertise, which is fine if they’re heading a function full of people immersed in the same knowledge.
               But at some point many leaders face a transition like Julia’s. They have to start leading in other ways so that they can manage
               people who don’t share their knowledge base and have a diverse range of viewpoints and agendas.
            

            
            I’m not the only person to see this—there’s a burgeoning area of academic literature that focuses on expert leadership and
               compares it with generalist leadership. But I might be the only consultant or coach who rejects the expert/generalist dichotomy
               in particular and the “generalist leader” terminology in general. I don’t see many pure generalists—if any—who can parachute
               into completely new territory and lead comfortably there.
            

            
            “Generalist” implies that as you move upward, you need to become a jack-of-all-trades, a manager who knows a little of this
               and a little of that. I disagree—I think the skill required is not generalism but what I call spanning, which captures the idea that your leadership can no longer be based just on your specific knowledge and instead needs to
               span groups that have differing knowledge bases.
            

            
            I’ve seen far too many managers struggling—really struggling—to break out of expert-leader mode and find new ways to lead.
               Every day in every organization I encounter, I see expert leaders taking on responsibility for areas that are outside their
               expertise. They are asked to lead teams whose members know more about the work and the content than the leader can ever hope
               to know. For someone who has built his or her career on being an expert leader, this transition is shocking.
            

            
            Many of the leaders struggling with this transition are women. Women seem particularly vulnerable to the expert-leader trap
               and face significant barriers to getting free from it, a topic I’ll discuss in detail in chapter 8.
            

            
         
         
            A Blend of Expert and Spanning

            So this book grew out of my experiences coaching and teaching, my empathy for the people I was meeting, and my intense feelings
               about what I was seeing. The book is a synthesis of the understanding I’ve gained from working with a vast array of organizations
               and talent. It’s the essence of a new perspective on leadership.
            

            
            And a key part of this view of leadership is my conviction that while expert and spanning modes are highly distinct, very
               few managers are all one mode or the other. I’ve seen that managers exist on a continuum on which expert and non-expert leadership
               are blended in varying degrees. Even the most narrowly focused expert leader has to interact with people outside that area
               of knowledge and take a broader view of the company at times. Even a company’s topmost leaders continue to use their expert
               knowledge as the basis of decisions. There is fluidity in jobs, too, with expert leaders sometimes becoming spanning leaders
               for a while, then returning to expertise-based roles, as we’ll see in chapter 9.
            

            
            So I’m not talking about different species of manager. You’ll probably never be exclusively a spanning or an expert leader.
               Instead you’ll adopt different ways of leading for different issues, demands, and positions. My job is to help you understand
               what it takes to be both a great expert leader and a great spanning leader—and how and when to choose which mode and in which
               combination.
            

            
            *  *  *

            Julia is in despair. She can see that her well-honed capabilities around analyzing numbers and staying on top of the data
               can get her only so far in her new role. She’s aware that she needs a new set of skills but doesn’t yet know what those skills
               are.
            

            
            But she’s tough. She copes. She’s able to handle pretty much anything that life or her company can throw at her. She’s determined
               to learn how to expand her modes of leadership.
            

            
            I’ve organized this book to reflect, more or less, the path I would encourage her to follow as she moves along this knowledge
               journey. I would want her to learn more about the expectations of the position she’s moving into, to look inside herself to
               make sure she really aspires to that kind of role, and then to acquire the skills that will make her as good a spanner as
               she was an expert leader.
            

            
            So the book provides an analysis of spanning leadership and offers a detailed self-assessment, in chapter 4, to help you understand
               the value you provide as a leader. The assessment will also help you see your areas of needed growth. Then the book shows
               you how to get where you want to go.
            

            
            But as a first step, let me offer a thorough look at the kind of job Julia has had all these years—and that you may currently
               have. Because before you move into spanning mode, it’s helpful to understand exactly what an expert leader does—and what makes
               expert leadership great.
            

            
         
         
      
   
      
      
      
         
            Chapter 1
The Expert Leader at His or Her Best

         
         Meet Lionel, the chief financial officer (CFO) of a corporation with 120,000 employees worldwide.

         
         Although the company’s finance function is immensely complex, he has run it smoothly for years, presiding over more than six
            hundred handpicked, well-trained subordinates, each of whom brings deep expertise to the table. One day, while thinking about
            a planned corporate acquisition, he has a sense that something isn’t quite complete.
         

         
         When this thought comes to him he is no longer at work in London. He is back home in Surrey, taking a walk with his dogs in
            the long summer evening. The acquisition deal has moved from agreement in principle to negotiations about integration—details
            as large and small as performance measurement and employees’ parking allocations. He has worked it over with his colleagues,
            including his company’s chief human resources officer. But he feels there is something not quite clear—inconsistent, fuzzy—about
            the target company’s presentation of its risk calculations. After he raised questions in a meeting today, a member of his
            team assured him that the risk assessments had been double-checked. The chief risk officer confirmed that the calculations
            were accurate. But he still feels something is wrong.
         

         
         Lionel is an expert among experts—he is one of the world’s smartest executives in his field, with an incredible retention
            of detail. He knows the previous-quarter numbers for every business unit. If something in a financial statement puzzles him,
            he can be certain that the confusion stems from a problem in the source material, not from any gaps in his memory or mastery.
            He is notorious for drilling deeply in his meetings with business leaders.
         

         
         After he gets back to the house and takes off his Wellingtons, his wife notices his expression and asks if anything is wrong.
            “Just a hunch,” he says.
         

         
         The next day he tosses a folder onto the desk of the team member who had reassured him the day before. “Triple-check these
            risk calculations,” he says. The team scrambles and reports to him that indeed everything seems correct, but he then goes
            around the table asking everyone present, “Do you believe these numbers? Are you one hundred percent sure this specific number on page fifteen is exact? How did you arrive
            at this calculation? Would you stake your life on its accuracy?”
         

         
         It’s awkward. It’s uncomfortable.

         
         He takes the folder to the chief human resources officer, and after a good forty-five minutes, a technical financial calculation
            reveals that the target company’s pension plan includes a potentially devastating risk exposure that neither he nor the chief
            human resources officer had seen until then. No one else had noticed it, either—not even the target company’s CFO (if everyone
            is to be believed).
         

         
         Lionel’s team members are awed and humbled. With a little assistance from the team, Lionel prepares a presentation for the
            CEO recommending that the company alter the terms of the deal or—failing that—pull the plug.
         

         
         The CEO and board are grateful that Lionel has once again saved the company unpleasant surprises and a bunch of money. Analysts
            also praise him. They know they can count on his projections and his precision, and the stock price reflects the analysts’
            trust.
         

         
         All of these people recognize that Lionel is a true hero, that he did in this case what no one else could have done. He brings
            to bear the most positive, constructive, valuable aspects of expertise-based leadership.
         

         
         
            The Expertise-Based Mind-Set

            For Lionel, it’s all in a day’s work. The best expert leaders, like him, routinely help companies achieve excellence. In its
               ideal form, expertise-based leadership, which I’ll refer to as E-leadership, is a potent combination of thorough knowledge in a given field and a clear conception of how that knowledge can and should
               be applied to improve team and company performance.
            

            
            The proliferation of high-ranking experts like Lionel in the corporate landscape is a relatively recent phenomenon, the result
               of growth in the knowledge economy, which leads companies to expand their operations in highly technical fields. Back in the
               day, mastering finance in a public company required nothing more than a training in accounting and a few years of business
               experience; by the 1990s it required considerable specialization. Robert Eccles of Harvard Business School points out that
               in 1958, the CFO of United Technology needed to know enough to prepare a 16-page annual report; in 2008, the annual report
               ran to 98 pages. Today it’s over 180 pages.1

            
            What exactly do the best expert leaders bring to their jobs?

            
            To answer this, it’s important to take a step back and look at what all leaders need to do. All leaders need to figure out
               how they add value, how they get the right work done, and how they interact with people. Those are the three basic dimensions of leadership. This is a framework I will come back to again and again throughout the
               book.
            

            
            What sets the superb E-leader apart is his or her mind-set about what each of these dimensions means—in other words, the mental
               model about what great leaders do. Expert leaders add value to the company and the team through their knowledge, wisdom, and sense of responsibility for protecting the company.
               Their work is detailed, accurate, and focused on solving deep problems. They are often involved in the long-term strategic planning
               and direction of the company. Their interactions across the organization are based on the credibility of their expertise and
               the information they possess.
            

            
            Most leadership positions involve a mixture of expert-based and non-expert-based roles and activities. There are very few
               management positions that are either one or the other. So when I discuss the elements of expert leadership, I will focus on
               the expertise-based aspects of leadership jobs. I’m simply trying to highlight the differences between expertise-based and non-expertise-based leadership.
            

            
            So let’s look at what goes into superb expert leadership. The best way to do that is to examine the expectations that come
               with the role—from above, from peers, from subordinates, and from outside the organization. Through the lens of expectations,
               I will consider each of the three dimensions of excellent E-leadership in turn.
            

            
         
         
            How You Add Value

            Lionel is revered for his mastery of detail. He is very strategic and engaged when financial numbers are involved. His colleagues
               and his board acknowledge that he abounds with wisdom of a certain kind—what I would call the wisdom of depth.
            

            
            Lionel has a perfect grasp of what specific, tangible actions can be taken to solve problems. This knowledge is so thorough
               that it confers an ability to sense what’s happening throughout his area of expertise. His hunch that something was wrong
               in the acquisition plans, and later his sense of what to do about the problem, is an example.
            

            
            The wisdom of depth sums up how E-leaders add value, but to further understand its nuances and ramifications, let’s look at
               the elements of leadership choices that go into it: adding value tangibly, controlling quality and risk, contributing specific knowledge, and doing it yourself.
            

            
            
               Adding Value Tangibly

               Superiors, peers, subordinates, and outside observers of the company expect the E-leader’s decisions to be within a well-defined
                  scope and to be based on a thorough assimilation of the details, extensive content knowledge and experience, and strict application
                  of logic.
               

               
               An E-leader’s tangible contributions often include an ability to cut through the bureaucracy and get to the heart of an issue
                  that solves a customer problem, a talent that can be extremely valuable to the company. People at an airline struggling with
                  a systemic engine problem do not want to talk to a general manager; they want to talk to the engineer who designed that particular
                  engine. The E-leader can make that happen.
               

               
               An E-leader can point to the specific value he adds to the company and to the team every day. He goes home at night feeling
                  relatively comfortable with the contribution he made to the company that day.
               

               
            
            
               Controlling Quality and Risk

               This dimension reflects the leader’s beliefs about his or her role and obligations to the company.

               
               By and large, the main thing expected from many E-leaders is to execute in a way that protects the company, its clients, or its customers.
               

               
               I know I’m going to get myself into trouble making a blanket statement like that. There are of course many E-leaders whose
                  work is devoted less to protection than to exploration and exploitation of opportunities: R&D heads, market specialists, sales
                  leaders, and so on. But the majority of the E-leaders I have worked with play an essentially defensive role in execution.
                  Let me directly quote an executive much like Lionel: “My job,” he told me, “is to protect the firm.”
               

               
               At the time, that comment brought me up short, but after thinking about it I realized it’s a great insight. CEOs want to feel
                  secure that while they’re going about selling the strategy, the company is protected from shocks and mistakes. They rely on
                  E-leaders to make things happen and in so doing make sure the company is safe.
               

               
               The corporate counsel is expected to keep the firm out of legal trouble. The CFO is expected to help the company avoid financial
                  and regulatory pitfalls. The head of risk is expected to protect the company by knowing about all exposures.
               

               
               Typically, with a responsibility to protect comes a need for control. Many of the most dominant E-leaders have a penchant
                  for control. The best are not dictators or micromanagers, but they often feel most comfortable when they are in control of
                  quality and know exactly what is going on in their organizations. Withhold information from an E-leader and you are asking
                  for trouble.
               

               
               To give you a sense of the typical parameters of the E-leader’s orientation, I’ll tell you another story about Lionel. It
                  may not shine the most flattering light on him, but it’s not intended as a knock—only as a way of shedding light on his thinking.
               

               
               A few weeks after his triumph in spotting the flaws in the acquisition plan, Lionel attended a board meeting where a colleague
                  presented an innovative idea. The company was making a big push on innovation and was trying to encourage proposals by being
                  open and receptive to new ideas. But Lionel was familiar with this particular proposal and didn’t think much of the rosy forecasts
                  of its profitability, so after the initial presentation, he weighed in.
               

               
               Soon board members tried to signal that they felt Lionel was going on too long and being unnecessarily negative. One said,
                  “Very good points, Lionel, but this probably isn’t the time to be drilling so deeply into the numbers.” Lionel, however, was
                  unrelenting, so much so that the chairman became visibly annoyed. “We’ll have other opportunities to look at the numbers,”
                  the chairman said testily, and, with a few words of encouragement to the presenter, terminated the discussion.
               

               
               Lionel was irate. He told me later that he was sure he was right about the proposal, and I don’t doubt him. He also says he
                  wasn’t being negative, just practical. But the reality is that he sometimes has such a vivid grasp of the financial details
                  that these details outweigh everything else in his mind.
               

               
               His orientation is toward protecting the company from errors and being in control of the situation. He doesn’t quite see that
                  in certain circumstances there can be value in supporting half-baked ideas. It’s the type of limitation that is part and parcel
                  of his strength. He doesn’t tolerate inaccuracy, lack of depth, or what feels like mediocrity to him.
               

               
            
            
               Contributing Specific Knowledge

               There is almost always a massive amount of important detail for an E-leader to deal with. For the chief legal officer, it
                  might be the fine print of contracts. For the chief risk officer, it might be the intricacies of a mathematical model. For
                  the chief medical officer at a pharma company, it might be data on drug interactions. For the chief human resources officer,
                  it might be the employment contract regulations in various countries. The details you’re responsible for are likely just as
                  complex.
               

               
               The E-leader is expected to be on top of all of the details. That entails knowing much of the data and being able to access
                  the rest of it quickly. The E-leader is expected to be able to answer all questions from stakeholders and to ensure that the
                  team’s work is accurate.
               

               
               Subordinates also expect the E-leader to be an active thinking partner on any technical challenge. Lionel leads from the strength
                  of his expertise. Team members want to work with him because he has the knowledge to solve difficult problems. They also expect
                  him to be a teacher and coach, assisting them in developing their own expertise. He more than meets this expectation. He aims
                  to create a corps of managers who aspire to become top-level technical experts. He rewards those who are best at analysis,
                  attention to detail, and depth of thinking, constantly challenging them to be excellent.
               

               
               One young talent working in Lionel’s function was asked to take a position as executive assistant to the CEO. Typically, such
                  roles are coveted development opportunities, because they provide breadth of exposure and an understanding of how the top
                  team makes decisions. Lionel agreed to the assignment, but only because the individual was not his number one or number two
                  talent. And when it came time to shift the person back to finance, Lionel wasn’t interested. The person had missed a couple
                  of years of developing his financial skills and had thereby reduced his value to finance.
               

               
            
            
               Doing It Yourself

               Although the E-leader typically relies on professional networks and contacts for advice and guidance, the expectation from
                  all sides is that he will handle a significant number of tasks himself, getting deeply into the details.
               

               
               In many cases, the E-leader’s credibility is based partly on hands-on participation. Lionel’s company makes money on complicated
                  financial transactions and is expertise-led through and through, so it’s not surprising that the top management team highly
                  values expertise and expects leaders to get their hands dirty in the details. To give you an example of the extent of this
                  thinking in Lionel’s firm: One executive vented to me his frustration that the chief legal officer (CLO) didn’t seem to be
                  fully familiar with yield curves in the bond markets. In fact, the regular complaint about the CLO was that he constantly
                  had to seek outside counsel for obscure matters the firm felt he should know in infinite detail. That tells you something
                  about the culture there. Heaven help the manager in that company who doesn’t delve into details of the team’s work and who
                  lets subordinates be the experts.
               

               
               Another characteristic of Lionel’s—another of his liabilities—is his tendency to assume that other leaders have as much detailed
                  knowledge as he does. From time to time executives in the C-suite become annoyed with him for expecting too much of them.
                  That’s partly what happened in the board meeting when Lionel criticized the half-baked idea. Lionel tends to assume that others’
                  brains are as big as his and that they have the capacity to perceive the full dimensions of what he’s talking about. E-leaders,
                  because they can do so much themselves, sometimes lose sight of what’s practical for others. They don’t get others’ limitations.
               

               
               But all in all, imagine working in finance at Lionel’s company. If you are trying to build your career in finance, would you
                  rather work for an E-leader like Lionel or a general manager who knows virtually nothing about finance? That’s why so many
                  people are comfortable under Lionel’s wing.
               

               
            
         
         
            How You Get (the Right) Work Done

            As Lionel rose through his company, he took on more responsibility and was rewarded with various title changes, but in many
               ways his job remained the same: He sat at his desk doing his work. Even while he was increasingly well compensated, he was
               still expected to be a “producer,” personally delivering value through his individual efforts. For E-leaders, doing the work
               is at the core of their roles. Lionel’s managers would have expected no less, and he expects the same from his team.
            

            
            Within this getting-the-work-done rubric, there are five elements that are characteristic of E-leaders: controlling from the center, relying on professional skills and contacts, drilling deeply, deep focus and concentration, and getting the right decision. I will explain each of these.
            

            
            
               Controlling from the Center

               Top management teams, peers, and outside stakeholders often assume that in the most technical areas of the business, there
                  are clear right and wrong ways of doing things and that employees need direction in what to do. So they encourage, or at least
                  tolerate, a directive style of management from E-leaders. And E-leaders, with their penchant for control, are usually happy
                  to oblige.
               

               
               In my experience, it’s common for subordinates to develop an expectation that the E-leader, after absorbing the facts, will
                  have an opinion and will decide quickly. Subordinates also expect the E-leader to rely on them for inputs—the raw material
                  for the leader’s thinking. In a well-run E-domain, employees expect to be held accountable for feeding the leader high-quality
                  data that the E-leader integrates, interprets, and acts on.
               

               
               While the team may try to influence the E-leader’s decisions, everyone knows that the ultimate decision will be the leader’s.
                  Given the opportunity, many E-leaders quickly exercise their authority. It doesn’t feel dictatorial; rather, such unilateral
                  decision making is expected because the E-leader knows more.
               

               
               In exchange, subordinates often come to expect the E-leader to be in constant touch and to be accessible to discuss any and
                  all details. Team members come to the leader to talk about real-time issues, think through implications, and resolve technical
                  problems: How can we tinker with this system to make it work better? How will redesigning this
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               Trusting Yourself to Do a Good Job
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