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“The highest calling of

leadership is to unlock

potential in others.”
=Carly Fiorina

What are your leadership aspirations? What characteris-
tics and sKills do some people possess that make their career
journey successful and sustainable? What experiences pre-
pare a person to lead? Where are you on the leadership path?

Leadership is perhaps the most examined, debated, and
difficult to define concept in business. The debate began in
1977 when Harvard Business School Professor Abraham
Zaleznik argued that business relied too heavily on organi-
zational diagrams, process maps, and time-and-motion
studies to manage delivery of results. He pointed out that
this equation was missing half the picture—the half driven
by the human elements of inspiration, vision, and desires.

Leadership remains so highly examined and debated
largely because it drives process, accelerates reaction time,
and determines whether results are sustainable. Yet effec-
live leadership skills essentially remain undefined because
leadership can't be quantified or mapped and because qual-
ity of approach on the front end and outcome on the back
end are dependent on the unique individual occupying the
role of leader.

To define what makes an effective leader, a triangulation
is required for the experience, skills, and traits of the person
occupying the role and his or her ability to enroll, empower,
and motivate people.

As Zaleznik argued decades ago, leadership and man-
agement take two distinct approaches to achieve results,
Management defines plans, structures organizations, builds
capacity, and administers processes to drive action. Leader-
ship aligns people, processes. and technology to create new
[rontiers for performance improvement. Leaders anticipate
need, create vision, and motivate people to achieve. In
short, managers deliver the now, but leaders create the future.

Employees graduate to the manager ranks by demonstrating
a track record for process delivery and individual drive.

To transition from manager to leader, an individual must
possess broad business aptitude, critical skills to influence
change and inspire action, and the character traits required
to build a team and sustain results.

Core Traits of a
Leader

Peter Drucker was spot on when he said, “Management is
doing things right; leadership is doing the right things.” I've
found that to be true in my 35 years in business. A manager
educates, an average leader motivates, and a transforma-
tional leader inspires. That said, here are three principal
traits that frame a successful leader.

First, leaders thrive on accountability. It fucls their
competitive nature and drive. Leaders crave challenges and
define the team effort for achieving them. Drive is one of
the key differentiators that determine success in the man-
agement ranks. Drivers say, “Show me the hill and I'll take
it.” In the transition from manager to leader, however, the
path for “taking the hill” is far less defined and relies more
on influencing instead of driving results. A leader defines
the path to delivery, creates the culture for the journey, and
is personally accountable for owning the outcome.

Here's a good example. In 1971, Herb Kelleher founded
Southwest Airlines with three airplanes. When he stepped
down as executive chairman in May 2008, Southwest oper-
ated a fleet of more than 500 airplanes and flew more than
3,400 flights per day. Under Kelleher's unorthodox business
model and unique leadership, Southwest was profitable for
25 consecutive yvears. Kelleher uniguely thrived on owning
responsibility for Southwest from the inside out, not from
the top down. He regularly flew with passengers on South-
west planes, helped baggage handlers load luggage, and
took tickets at the gate. Kelleher also often boarded a plane
to thank everyone for flying Southwest and invite their
feedback. As he once said, “Power should be reserved for

IMA® (Institute of Management Accountants) provides significant resources and
opportunities to its members that increase development and application of soft
skills associated with leadership.

IMA's Annual Conference & Expo offers a balanced agenda of programs for both
technical and soft-skills development, with insight into practical application to drive impact.

The popular and highly acclaimed leadership webinar series from the

IMA Leadership Academy (www.imanet.org/programs-events/ima-leadership-academy)
provides perspective and development insights that help IMA members succeed. In addition,
the Leadership Academy offers a mentoring program that provides access to a seasoned

leader for learning and assistance.
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Figure 1

[HE LEADERSHIP PYRAMID:
BUILDING BLOCKS 10 ACHIEVE TRANGFURMATIONAL LEADERSHIP

TRUST
Genuine and authentic.,
Dynamic and inspiring.
Considered to be worthy
by those who place their
faith and deliver the vision.

INCLUSIVENESS
Engagement at the
individual and team
levels to collaborate,
provide feedback, and
coach. Accessible and
an exceptional listener.

INTEGRITY
Consistent conduct
and action that earns
loyalty and respect for how
people are treated and
change is accomplished.

ENROLL EMPOWER MOTIVATE
Align people into a Instill freedom to operate Convey direction.
human network linked within the broad Link individual enrolliment
by technology, driven by organization and challenge to create norms and
shared goals, and fueled existing paradigms, Instill behaviors at the group
by communication and ownership for delivery. level, Provide reward
passion to achieve. sufficient to satisfy
recognition needs.

COURAGE
Accept

responsibility

to own the vision,

challenge existing

paradigms, and create the

new path forward.

APTITUDE
Ability to translate
experience rooted in
relevant events and
practical learnings into
broader applications.

COMMITMENT
Remain in the lead role until
conclusion, champion the
team, and own
accountability for ultimate
outcome.

DISCIPLINE
Deliberate and
calculated planning that
is risk tested, probability
weighted, and detailed
with stage gates to signal
course change.

ACCOUNTABLE

Morgan Leadership Pyramid, © The Hypernicon Group
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welghtlifting and boats. and leadership really involves
responsibility.”

Second, vision separates a leader from a manager.
Vision isn't challenging the status quo with a radical new
direction delivered with hollow bravado. Vision is the
unique ability to articulate a future state of possibility that’s
beyond the horizon of current comprehension.

On May 25, 1961, in what has been described as one of
President John F. Kennedy’s finest moments, he announced
before a special joint session of Congress the dramatic goal
of sending a man to the moon. The Soviet Union had beaten
America to launching the first satellite and putting the first
man into space. Articulating a vision of sending an Ameri-
can safely to the moon “before the decade is out™ was
incomprehensible.

In addition to articulating a future state, a vision must be
a dvnamic and personalized call to action that inspires
unity and solidifies commitment. On September 12, 1962,
President Kennedy spoke at Rice University in Houston,
Texas, before 35,000 people in a speech best known as “We
Choose to Go to the Moon,” where he explained the benefit
of space exploration and justified the massive commitment
of manpower and spending. He began by saying, “We meet
at a college noted for knowledge, in a city noted for
progress, in a state noted for strength, and we stand in need
of all three.” By the end of this speech, our political, educa-
tional, and industrial focus was galvanized into a collec-
tively shared vision for the United States.

Third, and most important, leaders are transforma-
tional. Exceptional leaders possess the broad business
experience to link overarching strategy, tactical execution,
and process flow coupled with operational aptitude to
design, drive, and deliver transformational change. Because
this third trait of great leaders is so crucial to their success,
let’s talk about it in more detail.

The Intangible Magic
of Transformational
Leaders

At the risk of overselling, transformational leaders create a
new reality. They have a unique ability to design a fresh
state of process flow and inspire organizational behaviors
that institutionalize positive change and eliminate any
return to past behaviors and practices. Transformational
leaders possess the organizational maturity to network with
key stakeholders and rally early adopters to build a founda-
tion of support to launch their vision. They rely on freedom,
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“Power should be reserved for
weightlifting and boats, and leadership
really involves responsibility.”

=Herb Kelleher, Southwest Airlines

not authority, to operate, and they enroll critical resources
to implement new process flows required to achieve and
sustain higher levels of performance.

Transformational leaders drive outcomes by engaging
teams at the operational level. As Herb Kelleher so adroitly
demonstrated at Southwest, engagement is hands-on, is
authentic, and exhibits sensitivity. Successful leaders
possess exceptional listening and communication skills
that inspire and empower team members to overcome
challenges. Leaders champion the mission from the bottom
up within the organization and intervene top down to
remove obstacles in order for the team to stay on course.

Qualities That Make a
Leader Great

Leaders who inspire others to greatness are rarely created
overnight. They're usually people of great aptitude and
diplomacy who build on a set of skills that allows them to
move to the higher tiers of the “leadership pyramid” shown
on p. 33. This pyramid of building blocks defines the com-
bination of skills, characteristics, and traits needed to
progress from being qualified to lead to possessing the abil-
ity to redefine processes, inspire people, and instill the
character traits required to sustain change.

The base of the pyramid contains four foundational
qualities that a person needs to possess in order 1o be ele-
vated from manager to leader: courage, aptitude, commit-
ment, and discipline. Courage anchors one corner of the
base. A leader must accept the responsibility to challenge
the status quo, champion the vision, and ultimately be held
accountable for delivering the targeted outcome. Coura-
geous leaders make groundbreaking decisions, rationally
defending their chosen courses of action while taking own-
ership for managing the risk and delivering the reward.

In 1982, seven people within a small geographic area of
northern Illinois died after taking Extra Strength Tylenol
capsules that unknowingly had been laced with potassium
cvanide. This was the first case of product tampering to
reach national levels of attention. The reaction of Johnson &
Johnson would determine the fate of the best-selling non-
prescription pain reliever.

James Burke, CEO of J&], took unprecedented and
groundbreaking action. He went on television to announce
that |&] would stop selling Tyvlenol capsules and remove
them from shelves across the United States—even though no
evidence suggested that the tampering had occurred out-
side northern [llinois. Burke's televised appearances per-
sonalized the response and left no doubt as to who was



accepting responsibility and
making decisions. Burke said
|&] put consumer confidence
before profits and wouldn't
allow such an act to destroy the
trust the company had earned
with the public.

Many people predicted that
the unprecedented move of
pulling Tylenol from the
shelves, which cost the com-
pany hundreds of millions of
dollars, would be the downfall
of the brand and J&]. Instead.,
by being forthright and decisive
and by demonstrating owner-
ship, Burke saved a brand that
still today delivers billions of
dollars in profits to |&].

Discipline anchors the other
corner of the leadership pyra-
mid, as courage to lead must be
accompanied by the essential
skill to plan effectively for a
positive outcome. Planning
must be detailed, multidimen-
sional, and probability
weighted. It must serve as a
dynamic roadmap of mile-
stones and deliverables that
define the path from current to
future state. Framing delivery in
the form of a detailed plan
defines roles and sets expecta-
tions, provides transparency,
enables agile course correction,
and motivates employees to
take action.

Aptitude and commitment are
sandwiched between the cor-
ners to complete the pyramid’s
base of fundamental leadership
qualities. To transition from
manager to leader, it’'s essential
to elevate experience-based
knowledge to a higher plane of application, translate learn-
ing into new paradigms, and demonstrate unwavering
consistency—all while championing new ways of behaving
in order to achieve the operating principles defined in the
vision,

What else defines leadership readiness? Most essential is
the ability to translate the key technical and analytical skills
inherent in the base layer into value-driven actions. Those
determine a person’s ability to motivate people and move
an organization forward.

How does a successful leader choose who occupies a
place in the organization or on a team charged with trans-
forming performance? Theodore Roosevelt is universally
regarded as the first transformational leader to occupy the
White House. His principles of leadership philosophy for

Angela Merkel
is today’s most
impactful global
leader through
inclusion and
creating a shared
view around a
collaboration-driven
future reality.

achieving success include:

(1) Hire people more talented
than yourself, (2) make the
welfare of the team vyour fore-
most responsibility, (3) search
ceaselessly for new talent, and
(4) recognize strong performers
while also excusing those who
don’t live up to the standards
set for the team, whether by
moving them to a support role
or removing them from the
organization if they are an
obstacle to delivery.

Leaders
Inspire
Others

The next tier of the pyramid
contains three critical skills
that distinguish effective lead-
ers: the ability to enroll,
empower, and motivate. These
skills are fundamental to align
on concept, unite on con-
tributing, and inspire an
organization to move in the
same direction. As mentioned
earlier, management-based
organizations drive change
through architected design.
Leadership-based organiza-
tions, on the other hand, drive
change through achieving
macro-level alignment, moti-
vation, and empowerment.
Leadership in the 21st Cen-
tury is communications-based
and alignment-driven. Modern
organizations are built on inter-
dependence where no individual
has absolute authority and employees are linked by technol-
ogy rather than hierarchy. Getting people to move in the same
direction isn’t a structural issue—it’s an alignment problem.
Alignment requires aptitude and experience for the
leader to take a high-level view across business processes,
detect friction points, then influence the organization to
adopt new patterns of behavior and execute redesigned
process flow to achieve the vision. Great leaders are the
ones who can gather their workforce into a seamless, col-
laborative, and empowered continuum that works across
functional borders to resolve issues impairing process flow.
The best managers continuously engage their team with
dialogue that motivates ownership and inspires them to
act. The human mind abhors a vacuum, and effective lead-
ers fill it with purpose, trust, and empowerment to own the
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Check the box from Column A or Column B that best describes your
present role or situational preference.

MEASURING YOUR READINESS
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: ColumnA Column B Column A Column B :
E GROUP A GROUPE :
E [ Functional Role (1 Cross-Functional Team 1 Quiet Evening (1 Party :
E [J Technical (J Analytic 1 Harvest [ Create :
E (3 Well-Defined Role (] Project Focused 1 Administrator (1 Coach :
E 1 In Role =3 Years [ In Role < 3 Years 1 Policies [ Process :
é (J Structure [ Drive [ Structure [ Change ;
« 1 Analytic  Strategic Q Manage  Advise :
« [ Bachelor's Degree J Advanced Degree Q Functional Expert J Broad Business Skills
+ 0 U.S. Citizen 3 Not a U.S. Citizen O Intimate 3 Crowd :
+ ( Hierarchy 3 Matrix 0 Deliver 2 Design :
: [ Lead  Contribute A Advise 1 Recommend .
: (1 Individual Contributor J Team Member [ Direct Activity [ Plan Activity :
* () Goal Driven 1 Consensus Builder [ Survive A Thrive .
é ([ English Speaking J Multilingual [ Certainty Jd Concept
« | J Domestic-Only Experience ([ Foreign-Based Experience :
+ 1 No Travel 2 Willing to Travel GROUP F :
. [ Shared Respaonsibility J Owner :
- GROUPB 0 Comply 1 Challenge :
+ O Monitor J Enable 1 Analyze  Measure :
E [ Risk Averse 1 Pay for Performance (1 Deadline Driven O Impact Driven :
E (1 Rely on Others (1 Contribute 1 Contribute 1 Own :
E ([ Report Activity [ Plan Activity (1 Achieve (1 Create :
E (1 Stay in Current Role (1 Change Roles Freguently :
{ O Steady Q Challenging GROUP G
E (1 Simple and Clear [ Complex and Challenging (1 Work with Data [ Communicate with People .
E (3 Expert O Thought Leader 1 Subject Matter Expert (1 Continuous Learning .
« (1 Create Q Influence 1 Authority [ Relationships :
« [ Functional Team O Business Process Team O Independent  Group :
E [ Navigate [ Drive 1 Validate J Create E
: [ Design J Deliver U Reinforce O Design
. [ Measure  Innovate :
: GROUPC 0 Maintain Status Quo 2 Change Status Quo :
: O Input Q Outcome 0 Movie 0 Book
« U Supply  Engage [ Authority 2 Influence :
+ | Personal Gain Q Integrity Q Deadline Focused A Enabler :
+ 1 Compliment 2 Sincerity Q) Deliver 1 Enable
+ [ Challenge 2 Deliver :
* [ Concept 1 Result GROUPH :
+ ([ Lead Function 3 Lead Team U Structure J Design ‘
* [ Self Q Team [ Evaluate [ Inspire :
: 1 Satisfactory O Authentic U Structure J Resolve Ambiguity :
: 0 Analyze O Measure O Comply U Design :
. 1 Analyze (1 Create '
. GROUPD [ Respond 3 Innovate .
« 2 Deliver [ Plan Activity [ Subject Matter Expert [ Thought Leader .
E (1 Satisfactory (1 Authentic (1 Subject Matter Expert U Strategic Planning '
« (1 Assigned to Role 1 Invited to Role [ Educate J Motivate :
E [ Department Head (1 Coach 1 Analyze 1 Sell '
E [ Personal Gain (1 Integrity 1 Contribute 2 Own -
' (1 Compliment 3 Sincerity (1 Compliance [ Strategy :
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SCORING AND INTERPRETING

Insert Column B as Positive

P A COLUMN B PR T v TOTAL :
GROUP A
GROUP B
GROUP C
GROUP D
GROUP E
GROUP F
GROUP G
GROUP H
PREFERENCE TOTALS :
: COLUMN B MINUS COLUMN A /
ADD COLUMNS DOWN aDD  :
: ACROSS :
LEADERSHIP READINESS AND PREFERENCE
Scoring Quartiles

PR <26 <51 <72 >72 Preference

T <1/ <22 <77 >77 Teaming

v <15 <23 <28 >08 Vision

Total <58 <96 <127 >127 Overall

0-1: Functional or technical role preference and single contributor orientation

0-2: Preference to work in teams and prepared to influence change and impact

0-3: Preference to define change and relative strength of process aptitude strong

0-4: Preference to lead and readiness to own concept to delivery are very high
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journey and achieve a higher plateau of performance. As
early adopters grow and communicate with one another, a
tipping point of critical mass eventually is reached that
creates momentum sufficient to overcome resistance,

As is the case with any new initiative, however, employ-
ees are going to ask what's in it for them. A transforma-
tional leader motivates and inspires individuals to believe in
three things: (1) Their commitment is tied to a meaningful
cause, (2) success is probable, and (3) their collective efforts
will be rewarded fairly. A leader must align focus and
inspire behavior to achieve incremental milestones defined
in a detailed implementation plan that the team can com-
prehend, adopt, and deliver on.

Communication skills and a selfless presence are critical
drivers. These traits help a leader demonstrate the behavioral
consistency needed to get people behind an important initia-
tive. Behavioral consistency is more than simply repeating the
same words and actions. It's demonstrated by the leader’s
authentic attitude and unwavering belief in the vision, which
reinforce the team’s feelings of confidence and empowerment
to achieve the milestones of the overarching plan.

By focusing attention on a vision, the leader empowers
an organization through its values, commitment, and aspi-
rations. Great leaders inspire their followers to reach high
levels of achievement by showing them how their work
contributes to worthwhile ends.
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Character and Trust
Sustain Performance

Great leaders will always be remembered more for how they
accomplished their end result, not what they accomplished.
With this in mind. the top tier of the leadership pyramid is
composed of three character traits essential to sustaining
the new operating vision: inclusiveness, integrity, and trust.

Perhaps the greatest leadership example in the world
today is that of German Chancellor Angela Merkel, who has
balanced the economic fate of the euro, stabilized the politi-
cal state of the Eurozone, and quietly accepted the role of
unofficial leader of all of Europe in confronting the resurgent
and expansionist Russia. She earned her amazing approval
rating, which has reached as high as 70", by transforming
her global influence into a leadership Rock of Gibraltar that
keeps the political interests of the East and West in balance,
holds the world accountable for humanitarian treatment of
refugees pouring out of the Middle East, and proposes trade
policies to bring stability for Asia’s fragile economy.

Merkel isn't flambovyant in her style or delivery. nor is she
self-serving to build her presence in the media. She doesn’t
look down on her opponents, and she shares the stage with
her allies. She is laser-focused on balancing the multitude of
complex global factors impacting humanity issues, the debt
of struggling euro-currency based countries, and stabilizing
governments for countries in the Eurozone.

Merkel's impact comes from aligning leaders internal to
the situation, as well as G20 leaders external to the situa-
tion, around the cause-and-effect realities for how a strong
euro and Eurozone are essential to global economic and
political stability. Angela Merkel is today’s most impactful
global leader through inclusion and creating a shared view
around a collaboration-driven future reality. Without a
doubt, she embodies the leadership pyramid’s framework
of accountability, vision, and transformation.

Inclusive leaders possess superior listening skills and
demonstrate impactful coaching techniques. They gather
input, talk to their people, mentor them, and recognize their
accomplishments. Employees measure their intrinsic satisfac-
tion not only against the money they earn from their efforts,
but against what they gain in self-esteem and from their sat-
isfaction with the work environment and the work culture.

Employees will remain engaged and energized once
they’re satisfied that extrinsic reality aligns with intrinsic
expectations. The conduct and consistency of the leader to
align individual roles and process flow relative to that equa-
tion determine if employees will sustain their good efforts
and remain in the organization.

Ultimately, however, effective leadership comes down to
character and trust, the capstone of the pyramid. While
realized rewards may be in relative balance with their
intrinsic expectations, employees have to believe at both an
individual and group level that the leader they’'ve trusted
and followed is worthy of their continued commitment to
the vision and organization.

Trust is the ultimate ingredient that transforms individu-
als into a collective, focused, and committed team. That
said, trust is fragile: It requires precious time to earn and
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takes very little time to lose. The greatest compliment to an
organization is when a leader becomes a constant funnel of
talent who prepares and elevates team members into next-
generation leadership roles. An organization that develops
leaders who possess the fundamental qualities, critical
skills, and character traits contained in the pyramid will
remain competitive, execute with excellence, reward gener-
ously, and attract and retain committed people.

Sharpen Your Own
Leadership Skills

What are vour leadership aspirations? How does your port-
folio of leadership qualities and business skKills align with
the framework and building blocks of the pyramid? Are you
hungry to contribute on a strategic and transformational
level? What are your core analytic and leadership strengths,
and what areas require further development?

Even if you don't aspire to the C-suite, the leadership
pyramid is a useful tool for career planning and tracking
vour personal development. Core strengths identified
through skill assessments and preference testing tools can
be mapped into the pyramid’s building blocks. Taking risks
to accept project management assignments will develop
networking and transformational skills. Aptitude, vision,
and potential for leading change-driven projects are best
assessed through conversations with key stakeholders in
the organization and can be mapped into the pyramid’s
building blocks to reflect your level of strength and degree
of leadership readiness.

Careers in management accounting require a strong
technical and analytical skill base plus broad understanding
of business processes coupled with an effective set of soft
skills. To earn a reputation as an impactful leader, you need
to accept challenging assignments, demonstrate ownership
for delivery, and achieve targeted outcomes. Meanwhile,
expanding vour network of Key stakeholders throughout
the organization will place yvou on the radar for an increas-
ing number of rewarding career opportunities. To help you
assess your preference and state of readiness for leadership
and change management roles. I've included a “Measuring
Your Readiness” questionnaire (see pp. 36-37). This tool also
will provide vou insight into the leadership skills areas you
might want to concentrate on and develop.

As you can see from this discussion, gaining experience
and developing the skill level to lead and sustain transfor-
mation requires continuous learning coupled with delivery
in challenging roles. Become the author of your outcome.
Gain the skills, experience, and perspective to transcend
today and become a transformational leader and author of
tomorrow. SF

Mark Morgan is CFO of PTS Diagnostics, a medical device company
located in Indianapolis, Ind. He is also founder and practice lead of the
Hypernicon Group, a management consulting firm assisting clients in
achieving strategic, process, and organizational excellence. A long-time
IMA member, he also sits on its Global Board of Directors. You can reach

Mark at (860) 235-3554 or Mark@thehygro.com.



