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Distover i_* According to Warren Bennis, asthe world be@mes more dangeousand
i Ll our problemsbemmemoreconplex and dire, we long for truly distinguished
Leadership "A,“é 1 leades, menand women who deseve our respect and loyalty. True North is
AN aboutthis kind of leade.

True North is theinternd compassthat guides you suaessfully through
life. It representswho you areas a human being at your degpest level andis
based onwhatis mog importantto you.

Author Bill George shows how anyonewho foll ows his or her internal
compas can beammean autheantic leader. This leadership examinaion is based

onresaardh andfirst-pasoninterviewswith 125 of today’s top leaders— with
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by Bill Georgewith PeterSims

CONTENTS somesurgising results

Learning From Theleadersinterviewed for True North rangedin age from 23 to 93 andwere
Authentic Leaders chosn basdon thar reputdions for being authentic and suaessul. They

Page 2 makeup a diversegroupof women and men from an array of racial, religious
The Journey to and socioeconomicbackgroundsnd nationdities. Amongthem are Howard
Authentic Leadership Schultzof Starlucks Andrea Jung of Avon and Chudk Schwab, founderof
Pages 2, 3 ChalesSchweb & Co. Half of thegroupare CEOs, and the othe half includes
Why Leaders Lose abroadrangeof nonproft leaders juststarting on thar journey

Their Way Discovering your True North takes a lifetime of commitment and learning.
Page 3 But aslongas you aretrueto who you are, you can copewith the mostdiffi -

cult circumstanesthatlife preseits When you are alignedwith who you are,

Knowing Your Authentic Self you find coherancebetween your life storyand your leadeship. Can you recal

Page 4 . : . . .

) thetime whenyou felt mostintensdy alive and could say with confidence,
What Motlva;es You to “This is thered me”? When you can, you are aligned with your True North
Ee a5Leader. andareprepaedto lead otha's auhentcally.
age
Leadership With Purpose INTHIS SUMMARY, YOUWILL LEARN:
g:;;gs;mn » Thefive dimensonstha make up anauthentic leader.

Empowering People to Lead * How to identify thefive types of leaders who havederaled.

Page 7 * How to build your supportteam.

Honing Your Leadership * How to empower peopleto lead.

Effectiveness * How to optimizeyour leadership effectiveness

Pages 7, 8  How to link your leadersip style with your senseof power.
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THE COMPLETE SUMMARY: TRUE NORTH

by Bill George with Peter Sims

L earning From Authentic L eaders

It is understandablwhy acadenic studies have not
produceda profile of anidealleade. Leades are highly
complex human beings,peoplewho hawe distinctive
gualiiesthatcannotbe sufiiciently desribedby lists of
traits or charateristics.

Authentc leades not only inspire thosearoundthem,
they empowe peopk to step up and lead. Thus,thereis
anewddinition of leadershp: Theauthenic leader
brings peopletogeher arounda sharedpurposeand
enmpowersthemto step up and lead authentcally in
order to createvalue for all stakeholdes.

There are five dimensbnsthatmake up anauthentic
leader:

 Pursuing purposewith passon. Withouta real
senseof purpose leadersareat the mercy of their egos
andnardssistic vulnerabilities.

* Practicing solid values.Leadersaredefinedby
their values,andvaluesare per®onal— they cannotbe
detemined by anyoneelse.

 Leading with heart. Authentic leaderslead with
their heartsaswell astheir heads

* Establishing endurin g relationships. The ability to
developenduringrelationsipsis an esential mark of
authentic leades.

» Demonstrating sef-discipline. Authentic leaders
know conpetingsuccessfull takesa consstently high
level of self-discipline in orderto produe results.

There are two key stepsto bemmingan authentic
leader. First, you haveto undersand yourséf, because
the peronyouwill alwaysfind hardeg to leadis your-
sdf. Second,you musttakerespongbility for your own
developnent.You mustdevoe yourslf to a lifetime of
developnentin orderto becaneagred leader m

The Journeyto Authentic
L eadership

Authenic leades consisently say theyfind ther
motivation throughunderstading their own stories.
Whatmakesleaders’storiesdifferent from everyone

else’'s? Many people with painful stories seethenseles
as victims, feeling the world hasdedlt them a badhand.
Or theylad the introgedion to see the connecion
between therr life expeiences and the gods theyare
pursuing. The difference with authentic leadersliesin
theway they frametheir stories. Their life storiespro-
videthe contextfor thar lives.

Many learn the hard way thatleadership is not a sim-
ple destinaion of becoming CEO. Raher, it isa
marahonjourneythat progresses throughmany stages
until you reach your peak leadership. Of al theleaders
over 40 who were interviewed, nonewoundup where
theythoughttheywould.

Phas I. Preparing for Leadership. Thefirst 30
yearsisthetimeto prepae for leadeship, whencharae
teris formed and people become individud contibutors
or lead teams for thefirsttime

Phaz Il : Leading. The second pha® of your leader
ship journeybeginswith a rapid accumulation of leader
ship experiences and culminates in the 50s,whenlead
erstypically reach therr pe& leadeship.

Pha I1'1: Giving Back. Many leaders are bypassing
retirement to shae their expeience with multiple orga
nizaions. They save on for-profit or nonprofi boards,

(continuedon page3)
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Summary: TRUE NORTH

The Journ ey to Authentic Leadership
(continued from page 2)

The Authentic Leadership Compass

True

North

Values and
Principles

Self-
Awareness

Integrated
Life

Motivations J |

mentoryoungleaderstakeup teaching or coad newly
appointedCEQOs.

Lord Jahn Browne,who led BP to new heightsin his
11 yearsat the helm, supportsheidea of giving back.
In announcinghe would stepdown as CEO, Browne
said,“l don’t beliewe in retrement. Theideaseemsa
toudh out of date” He suggestd he would be looking
for an interestingnew postion with a purpose =

Why L eadersLoseTheir Way

Why do peopk with excellent potential getderailed
just asthey appearto be hitting the peak of their leader
ship? Pe@le who losetheir way are not necesaily bad
leadersThey havethe potential to becomegoad leaders,
but somewherealongthe way they get pulled off course.

Beforepeopletakeon leaderhip roles, they should
first ask themselve two fundametd questions!'W hat
motivatesme to lead?”and“What is the purpo® of my
leadeship?” If honestanswerdo thefirst questionare
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simply power, prestige and money leaders risk being
trapped by extend graification as the sourceof their
fulfillment There is nothing wrongwith desring these
outward symbolsas long as they are combinedwith a
deeper desre to serve sonething greder than oneself.

While many leaders havea deep-seted fear of failure,
theirony is thattheylearn the mostfrom their failures.
Sone rising leaders havesuch a fear of faili ng thatthey
avoid risks. Whentheyreach thetop, they are not pre-
pared to copewith the greater chdlenges they face.

Derailment: Losing Sight of Your True North

In obseving leaders who havederaled, five types
who lose sightof thar True North havebee idenified.

Impostors rise throughthe organizationd rankswith
acombinaion of cunning and aggresson. Theyunder
stand the politics of getting aheal andlet no onestand
in their way. They havelittle appdite for sdf-reflection
or for devdoping self-awareness.

To people outsde their organizaions, Rationalizers
aways appexr ontop of theissus. Whenthingsdon't
go their way, theyblame externd forcesor subordnates
or offer facile answes to ther problems. Theyrarely
step up and take responsbility themsdves

Glory Seeers ddfine themselves by acclaim of the
externd world. Money,fame, glory andpower aretheir
gods as they puraie visible signsof suaess. Oftenit
seems moreimporiant to them to appexr on lists of the
most powerful businessleadersthan it does to build
organizationsof lasting value.

Loners avoid forming closerelationships, seekng out
mentorsor creating sypport networks. They believe they
can and must make it on their own. Not to be corfused
with introverts, loners often have a myriad of supefficial
relationshpsard acdytes but they do not listento them.

The lives of Shooting Stars centerentirely on their
caress. To obsenvers they areperpetualmotion mactines
always onthe go, traveling incesantly to getahead. They
rarely make time for family, friends communtiesor even
therrselves As they run ever fader, their stressmounts.
They move up sorapidy in their carees tha they never
havetime to lean from their mistakes m

Transformation From ‘I’ to ‘We’

To becone authenic leacers we mug discard the myth
thatleadrship mears having legions of supportersfollow-
ing our direcion aswe axendto the pinnaclesof power.
Only then canwe realizethatautrenticleadeship is albout
enmpowering others on their joumneys.

(continuedon page4)
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Transformation From ‘1’ to ‘We’
(continued from page 3)

This shift is the trarsformaton from “I” to “We.” It is the
mog importart procesdeadergyo throughin becoming
autenic. How elsecantheyunlea$ the powerof their
organizations exceptby motivaing peopk to reachtheir
full potertial? Only whenleadersstop focusng onther
perond ego needsaretheyableto devebp othe leaders.

Jaime Irick on Transforming

Jame Irick, aWed Pointgraduateand rising starat
Geneal Electric, offeredinsight into the processof
trangorming from “I” to “We.” “Y ou haveto redize that
it's not aboutyou,” he explained.

“We spend our early yearstrying to be the best. To get
into West Point or GeneralElectric, you haveto bethe
best. Thatis defined by whatyou can do on your own
—your ability to be aphenomaeal andyst or do well
on a standardizedest.Whenyou bemmea leade, your
challengeis to inspireothers,devebp themandcreate
changehroughthem If youwant to be aleade, you've
gotto flip that switch andundersandthatit’s about
servingfolks on yourteam.Thisis a very simplecon
cept,but onemanypeopk overlook. The soone they
realize it, thefastertheywill becomeleaders.” m

Knowing Your Authentic Sdf

In their interviews, leaderssaid thatgaining self-
awarees wascentralto beconing auhenticleaders.
Forthisreasonit is atthe cente of your conpassWhen
you know yourséf, you can find the passiornthat moti-
vatesyou andthe purposeof your leadeship.

Your Emotional I ntelligence

Sef-awareressis thefirst elenentof emotionalintelli-
gene, or EQ.While intellectualintelligence,or 1Q, has
long been thought of asanessenél characteristicfor man
ages, EQ maybe moreimportantfor auhenticleaders.
Leades with anexceptionallyhigh IQ gettoointelledudly
involved and havetroublebeingtolerant of othersYou
hawe to havea certan level of intelligenceat the top.
Abovethat level, you needleadershp sKills, interpasonal
skills and teamwok.

Dirk Jage, theformer CEO of Proder & Gambe, is
anexampe of afailed leade beauseheimposed his
intellecton others.Jage wasa brilliant strategistwho
hadexcelkentideasaboutthe strategicandcultural
chargesneededat P&G, but his stylewasso abrasie
that hethreaenedthe essencef P&G’s culture.As a
reault, his managemet teamrebelled, and the board
askel him to stepdownin lessthantwo yearsasA.G.
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Lafley, alongtime P& G exective, took his place.Using
acombination of wisdom, humility and personal engage-
ment with employees, Lafley is trarsforming P&G into
oneof the great sucaess stories of the 21stcentury.

Why Knowing Yoursdf Is Solmportant

Thebeter you know yourséf, themorelikely you are
to choo® theright role. When leaders know thenseles
well, they become comfortable in their own skins,act
congstently in differentsituaions and gan the trust of
others Most leaders see the processof ganing sef-
awaenessas crudal to thar ability to build strongrela-
tionshps Those who are comforteble with thenselves
tendto be moreopenand transpaent. Leaders who
know their strengthsand weakneses can fil | their skill
gapswith colleaggues who conplement them.

Beomming Self-Aware

Withoutself-awareness it is eas/ to get caught upin
chasing exterral symbols of succes rather thanbecom
ing the person you wart to be It is difficult to regulate
your emations, control your feais and avoid impulsive
outburgs whenyou feelthregenedor rejeded. Without
being aware of your vulnerahilities fearsand longings it
is hard to enpathize with others who are expeliencing
simil ar feelings.

Oneof the mostdiffi cult thingsin becoming sef-
awae is seeing ourslves as others seeus.Althoughit
can bediffi cult to hea, leaders need accurake feedback
to identfy thear blind spos. Whenyou can do thatand
be open to newways of doingthings,the changeyou
can accomplsh is amog unlimited.

Accepting Yourself

Sef-awarenes is only hdf the chdlenge You still
haveto acceptyourslf. But with sdf-awareness,
accepting your authentic sdf bemmes much easierYou
sez yourséf clearly andaccurately, andyou know what
you truly bdiewe. Thekey to self-acceptance isto love
yourséf unconditiondly. This levd of self-compassion
enablesyou to get to the sourceof your True North and
to accept yoursdf asyouare. m

For additional information on self-awareness,
go to: http://my.summary.com

Practicing Your Valuesand
Principles

In gaining a clea awarenes of who you are, you
mustunderdand your values and the principlesthat
(continuedon pageb)
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Practicing Your Valuesand Principles
(continued from page 4)

guideyour leadershp. Staying cenered on your values
is not easy. You caneasilydrift off courseasthetempta
tionsandpressure of the outsideworld pull you away.
But if you arecenteredby a high levd of self-avare
ness your compascanhelp you get back on track.

Values,Leadeaship Principlesand
Ethical Boundaries

Thevaluesthatform the bass for your True North are
derived from your beliefsandconvidions. In defining
your values,you mustdecidewhatis mostimportantin
your life. When you havea clear understandig of your
valuesandtheir relaive importane, you can esteblish
the principlesby which you intendto lead.Leacership
principlesare valuestranslatedinto action.

Your ethical boundaressetclear limits on what you
will dowhen you aretemptedor are unde pressurer
whenyou startrationalizing a seriesof margina deg-
sions Oneway leadersundersandtheir ethicd bound
ariesis to usethe NewYork Times ted. Beforeproceal-
ing with any adion, askyoursef, “How would | feel if
this entire situation including transripts of discussions,
wereprintedon thefirst pageof the NewYork Times?”
If your amswersarenegative thenit is time to rethink
your adions;if they arepostive, you shouldfeel com
fortable proceeding m

What MotivatesYou to
Be a Leader?

Chuck Schwab's strenghs, talerts and motivationsall
cane togethe whenhefoundedCharlesSchwab& Co. He
combined hisinvestmentresearchskills with the persstence
andresilience learnel from years of sufering with dyskexia
andanupbringing that instilled anenamousrespector
individuds who wantto achievefinarcial indgpendence.

Building a conpary with a causein which he passion
ately believes he hashelpal millions becomemorecont
fident while achiewng financialindepaderce himself.
Schwab’s companyis anAmerican icon, with 14,000
employeesandmarketcaptalization of $20billion.

Like Chudk Schwab,you needto know wha moti-
vatesyou andhawe a realistic undestanding of your
strenghs andweaknesgssoyou canput your best
capabiities to work.

Intrinsic and Extrinsic Motivations

There aretwo types of motivation — extrinsic and
intrinsic. Extrinsic motivations suchasgetting good
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grades, winning athletic compeitions or meking money,
are measued by the externd world.

Intrindc motivatons, on the othe hand,are derived
from your sens of the meaning of your life — your
TrueNorth. Theyare closely linked to your life story
and theway you frame it. Examplesincludepersonal
growth, hdping othe people devdop andmaking a dif-
ferencein theworld. Schwab’s passion for helping
Americansachievefinandal independene is anintrin-
sic motivation, even if the end result made him wealthy.

Avoiding Traps

Moving away from extend validation of peisordl
achievemant is not easy. Achievement-orientedleaders
grow soaccustanedto suaessve accomplishments

throughout their early years thatit takes courayeto pur-
Ste ther intrinsic motivations

But at sorre point, mostleaders recognize thatthey
need to addres more diffi cult quesionsin orderto pur-
suether true motivations.As a star consutant for glob-
a management firm McKinsey& Company, Alice
Woodwak had achieved suaess at eveay stage of her
life by age 29. Shenoted: “My version of achievement
was pretty naive, bornof thingsl learned ealy in life
about praise and being valued.But if you're justchasig
therabbit aroundthe cours, you're not running toward
anything meaningful” Many leaders turneddown high-
er-paying jobsin early carea dedsionsin orderto pur-
suerolestheywould enjoy. They came out aheadn the
end — in both satisfaction and compensation —
because theywere sucessful in doingwha theyloved.

Howeve, many youngleades are tempted to take
high-saaried jobsto pay off loansor build their savings,
evan if theyhawe nointerestin the work and do not
intendto stay. Sore become so dependent on maintain
ing a certain lifesyle that theyget trapped in jobswhere
theyareunmotvated and unhgpy. Locked into the
high-income/high-expens life, they cannotafford to do
work they are passonae about. Ironically, not oneof
theleadersinterviewed woundup taking a posiion
predcated uponegablishing wealth early. This course
enabledthem to later pursueroles theywould enjoy. =

Building Your Support Team

Your supportteamis a key element of your personal
devdopmentplan. Membersof your tean help you stay
focusedon your True North, keep you groundedn real
ity andprovidethe supportyou need as you venure on
your leadership journey Leaders do not suaceedon their

(continuedon page6)
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Building Your Support Team
(continued from page 5)

own; they mustgive asmuchto their relationshipsas
theygetfromthem

The MostImportant Personto Your Leadership

Your supportteamstartswith havingatleast one per-
sonin your life with whomyou canbe completdy vul-
nerableand open.Oftenthatperson is the only onewho
cantell you the honesttruth. Most leaders hawe their
closest relationshipswith their spouses, althoughsome
dewelopthesebondswith otherfamily membe's, a close
friend or atrustedmentor

Mentors

Many authentideadershavehad a mentorwho has
changedheir livesby helping themdewelop the skills to
becomebetterleacersandthe confidence to lead
authentielly. But whatsomepeople, especialy aspiring
leades, fail to recognizestheimportanceof the two-
way relaionshipwith their menbrs. Lastingrelation-
shipsmug flow both ways The bed mentoringinterac-
tions spark mutuallearnng, exploraion of similar val-
ues and shared enjoynent.

Current chairman andformer CEO of Intuit Bill
Campbellis the deanof mentoring in SiliconValley.
Many venturecapitlists andboardmembes in northen
Cdifornia will not hire anew CEO without first check-
ing with Campbell Although he keepsa low public pro-
file, “CoachCanpbel” isoneof SiliconValley’s most
respectedexecutives.

Campbdl hasmentoreddozensof entrepreneursand
busnessleadersPeoplearedrawn to him becausethey
conside him a greatmentorandleade who has helped
themunleashtheir own leaderstp potental. His sdfless
spirit, cultivated on the football fields of his youth, has
enabledhim to devebp aloyal network of mentees,
supporterandfriends.

Thebeg mentorsputthe interestsof thosetheyare
mentoringabowve their own. The relationshipscan
grow into strongpersonalriendships espea@lly when
the partidpantsare no longerin the sameprofessionha
context.The cycle thencontinues whenthosewho bene-
fited from strongmenbring mentor others.

Creating a Professional Support Network

Many leades dewelop professond pee networks
bothwithin andoutsidetheir organizaionsto consult
with aboutimportantissuesandto providecounsé and
guidance.Having a peersupportstructure within your
organizationcanbeinvaluable becausecolleagues may

6
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be fadng compaable expeiences haw indghts about
thingsyou do not see or bein a postion to offer you
red-time feedback on your leadership. m

Staying Grounded: Integrating
Your Life

Integraing their lives is oneof the greatest chalenges
leadersface. To lead an integratedlife, you needto
bring togeher the major elements of your personallife
and professbond life, including work, family, communi
ty andfriends sotha you can be the same personin
each environment.

Authentic leaders are constntly aware of theimpor-
tanee of staying groundel. In doing so,theyavoidget
ting too arrogant duringthe high points and forgeting
who theyareduringthelow points. Spendng time with
their families and closefriends,getting physical exer
cise, practicing spiritudity, doingcommunity service
and returning to places where they grewup areall ways
they stay groundel. This groundng is essential to their
effectivenessas leadersbecause it enables themto pre
save ther auhenicity.

Measuring Success

Hawve you defined what sucaessmeans for you andfor
your life? Unlessyou hawe thoughtthroughthe answer
to thatquestion, you are at risk of letting othersdefine
sucessfor you. Only when you can define whatis most
important in your life can you se theright prioritiesand
become an integrded leader. m

Leadership With Purposeand

Passion

In 1998, Andreadung wasfacing the most difficult deck
sion of herlong ard succesful cateer.Fouryeass after
joining Avon Products she hadbeenpassed over for pro-
motion to CEOin favor of one of the compary’s outside
board menbers “I hadanofferto becomeCEOatandher
compary, but Ann Moore, CEO of Time Inc.and anAvon
board menber, advisedmeto stay,” sherecalla. “She

told me ‘Follow your compas and not your clock.

Jungdecided to stay, becoming president of Avon and
aboad membe. Thedecision changad her life. Just20
monthslater, the new CEO retired, andJungwasnamed
his successorin November 1999,becoming Avon’s first
female CEO.

What is the purposeof your leadership?Are you fol-

(continuedon page7)
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Leadership With Purpose and Passion
(continued from page 6)

lowing the True North of your compassor thetimeteble
of your clock?If you examneyour True North agan,
youwill find thatit pointsthe way to the purposeof
your leadeship. Whenyou undestand your purpose
you are readyto find anorganizéion — or crede one
— whereyou canfulfill thatpurpose

Discerning Your Passions

How do you discernyour pasions For mostleades
pasgon comesfrom their life stories. By understanding
the meaning of key eventsin your life storyand refram-
ing them,you can discernyour passons. Following
your pasionswill enableyou to discover the purposeof
your leadeship. Leaderscansugain their effediveness
only if they empowerempbyees arounda sharel pur-
pos.As aleader you mustconveypassionfor the busk
nesseverydaywhile maintaning clarity aboutthe mis-
sionof your organization. m

Empowering Peopleto Lead

If mutud respectprovides the foundaton for bringing
outthebestin pemle, whatarethe stepsneedd to
enpowerthem?Effecive leaderause the following
appoaches at diff erenttimes,degpendig on the capabilities
of the people involved andthe stuaion theyarefacing:

» Showing up

* Engaging peope

» Helpingteammates
 Chdlengingleaders

* Stretching peopk

« Aligning everyonearounda misson.

WoodyAllen onceremarked; Eighty percent of suc
ces is showingup.” Surprisirgly, many leades get so
busy they don't take thetimeto bethere for people.
Showingup atimportanteventsor at unexpeted times
meansa greatdealto peopleandenables them to take
their leadersoff their proverbal pedegal andseethem
asreal people.

The mog empowering leadersare those who engagea
wide rangeof peope. Thatmeansbeingwith themface
to-face; inquiring abouttheir work, their families, their
persona livesandtheir careersandbeingopen andvul-
nerablewith them.Authenticleadershelptheir team
mates whetherit is with a person&problem or a caresr
problem, by counseling them,offering suggstonsor
asssting themin making vital contads.

Most peoplewant to be strechad in asignmentghat
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enable them to devdop. Theleader's key isto sense
when peopk are ready for such challenging experiences.
Yet it isimportant for your team to know tha you will
bethere to supportthem if necessry.

The mostempowering condtion of all is whenthe
entire organization is aligned with its mission andpec
ple’s passonsand purposearein syncwith eachother
Individuds usudly hawe their own passons.If the orga
nizaion’s leaders can demonstate how they canfulfill
their purpo® while achievingthe organization’s mis-
sion, thenalignment can occur. m

For additional information on helping teammates and challenging leaders,
go to: http://my.summary.com

Honing Your Leadership
Effectivenes

Once you empower people to lead arounda shared
purposeyou are well postioned to achieve superior
reaults throughyour organizaion. Thefind stepin max-
imizing your effectivenessas an authentic leaderis to
honeyour leaderdip style and make authentic useof
your power. The processprodues a virtuouscircle that
will encourage others to join you and sustin your effec
tivenesson an ongoingbasis.

Optimizing Your Leadership Effectivenes

Thestyle of an effective leader mud come from an
authentic place. Tha will only hgppen when you havea
high level of sdf-awareness are clear aboutyour values
and undestandyour leadeship purposeWithoutthis
clarity, your style will be shapel by the expectationsof
your organization or the outsde world, and will notbe
seenas auhentic.

Yet your useof style and power mustfit the situation
you are fadng, and you haveto be versdile to maxi-
mize your effectivenessin that situation. In the after-
math of the attack of 9/11, New York Mayor Rudy
Giuliani acted decisively to get urgently needed
reourcesin place. He had no time to build consensus.
In situationslike thesg people neal dedsive leaderdo
guide them efficienty and calmly to solutions. In other
instances,such aswhen trying to creae afuturevision
for their organizations leaders neal to usea morepar
ticipaive style that involves a wide range of peopleand
ges themengaged and committed to thatvision.

As you think aboutyour leaderdip style and power,
ask your=elf thesequestions:

* Is your leadership style congstent with your leader

(continuedon page8)
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ship principles andvalues?Is it eve inconsistent?

» How do you adaptyour style to the circumstanes
fadng you andto the capabiities of your teammades?

» How do you optimize the use of your powe in lead-
ing others?

¢ In situationsin which you usel your powerover oth-
ersinappropriaely, how did theyregpond?

» How do you respondo powerful peoplewho use
their power over you?

Your Leadeship Style

How do you know whatleadershp style fits you best?
Many orgarizaionswork hardto get youngleadergo
embrace the company’s normaive leadershipstyle, sending
them to training prograns to bring their stylesinto line. If
you simply adopt anorganization'snormatve style or try
to emubte samemeelse’sstyle, your lack of authenticity
will showthrough. That's why you shouldfind aleadership
style tha is authenic to you andcontnueto refineit.

Using Power\Wisdy

The effective use of powerin relationshipsis esentialto
adhieving one’s goals.Mary leadersin high-level organiza
tiond rolesuse their posiional power to domnateothers.
Theydo nat realizetha theirintimidaing styleandexces-
sive useof power shutsdownthe contributionsof others

Theirony is tha the morepower oneacamulates, the
lessit shouldbe used.By exeting your powe, you are
taking away the powerof othes. Authentic leades
undestend they needpower to getthingsdone but they
learnto useit in subtle ways.They prefer to persuale
others to adopttheir point of view or to build a consen-

Linking Leadership Style and Power

Your style conveys your sense of power, just as
your use of power reflects your leadership style.

* Directive leaders create dependent relationships
with their subordinates, who obediently carry out
their orders and respond to their demands.

* Coaching leaders create interdependent
relationships.

* Consensus leaders use power in subtle ways to
reach agreement without hurting others’ feelings or
isolating people with different points of view.

* Affiliative leaders are embraced by others for
their highly empathic relationships.

e Expert leaders believe knowledge is power and
being right and efficient is more important than
relationships.
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sus rather than force subordi SO@W T

naes to go along with them. READING LisT
Adapting to the Situation and 1 vou liked True North,
to Vi T s you’ll also like:
O Your leamma 1. How Full Is Your Bucket?
As leaders mature through by Tom Rath and Donald

0. Clifton. An exploration
of how positive psycholo-
gy used in everyday inter-
actions can dramatically
change lives.

2. A Leader’s Legacy by
James M. Kouzes and
Barry Z. Posner. The
authors show how a lega-
cy is more than a link to a

multiple experierces, they devel-
op an auhertic primary leacer-
ship style that works well for
them. Thatstyleis effedive as
long astheir situation or context
stays the same. But what hap-
penswhen the context charges?

position or place in an

In leading, you mug always organization,
undestard the situaton in which 3 ¢ 360° Leader by John
you are operating, as well asthe C. Maxwell. You can learn
perormance imperatve. Once it M
you undestandthe context, you an organization by becom-
can adjust your Ieadelship style ing a 360-degree leader.
to getresults.

In determining the style and power you want to usein
a given situaton, you should consder the readinessof
your teammetes to accept greater powea andautority.
For example, teammates who are usel to taking clear
direction may not be ready to adapt to a leaderwith a
consnais style; corversdy, followers who arehighly
creative andindependent will not regpondpositively to a
directive style. You shouldalso think carefully aboutthe
kind of relatonshp you wantto hawe with your team
matesand whattype of relatonship will endle your
team or organiation to achieveits bushes imperatives.
Theserelationshps generally fit oneof threetypes:
dependant, independent or interdepadent.

In creating dependat relationdhips leaders mustrec
ognizethatther teammateswill rely entirely ontheir
direction and their dedsions Independent relationshps
give teammetes the autonony and freedomto acton
their own, butthereis little bondingor groupsupport In
creating interdependent relationshps expet, coachng,
consnais andéffi liative leaders sharepowe with team
matesand bring out their best qudities. Theybelieve
interdep@dence creates better decisionsand greater
commitment to enauring SUCESS.

Thebottom line for al leadersis to optimize their
effectivenessto achievesupeior long-term resuts.
Authentic leade's are moreeffective at doing this
because they havea clea senseof thar moralcompass
and are explicitly committedto building their organiza
tionsover time. By devdoping an authentic leadership
style, they get the best from thdr teammates andtheir
organizaions. m




