RATEGY and transformation
has worked with a va-

K, SUPPLY CHAIN ST
bal Transport and Logistics,
d witnessed many times how a leader’s actions
fectiveness. He shared a transitional experi-
m their previous on¢

CASEY MOR

advisor with psV-Glo
riety of organizations an

can make or break a team’s €
ence of a new manager who took over the reins fro

who believed he was smarter than everyone else was.
From the outset, when the new manager took over, he shared

information with Casey’s team. involved them in discussions and
deliberations, allowed them discretion over their decisions, and provided
sufficient latitude to create their own boundaries. As a result, Casey and
his team began to realize that they were now accountable for their own
success and failure. They became more self-determining, Casey said.

Our team suddenly felt much more powerful because
of this transfer of decision making. When [the
manager] told us the project looked fantastic, it made
us feel like we created something, instead of executed
on someone else’s plan. He shared his power with
::-e::idg.ed to an increased ability and desire to
pov. m:i( ; ertn mo.rf opportunities to be self-directed
eal decisions, we began to gain this

219




The Leadership Challenge

incredible new sense of competence and confidence—
because we knew our success and fadure was on yg
and us alone.

Looking back on this experience, Casey reflected on how *rey] 1.
itude and not close supervision allowed for the most efficient means of
collaboration” Transferring power to group members, he noted, “ulso
conveys trust, which will almost always lead to a better work produg®
Cascy realized that the most effective leaders help people both fee] and
be more powerful and capable of making things happen on their own. ;

Casey’s experience illustrates how exemplary leaders make a com-
mitment to Strengthen Others. They enable people to take ownership of
and responsibility for their group’s success by enhancing their compe-
tence and their confidence in their abilities, by listening to their ideas 1
and acting on them, by involving them in important decisions, and by 3
acknowledging and giving credit for their contnbutions.

Creating a climate in which people are fully engaged and feel 10 con- !
trol of their own lives Is at the heart of strengthening others. Exemplary
leaders build an environment that develops peoples abilities to perform i
a task and bolster their self-confidence. In a climate of competence and
confidence, people don't hesitate to hold themselves personally account- |
able for results, feel profound ownership for their achievements, and do g

|
!

e

all they can to make extraordinary things happen.
To Strengthen Others, exemplary leaders engage 1n two essentials

They

» Enhance self-determination

» Develop competence and confidence
Leaders significantly increase people’s belief in their ability to mak#
s difference. They move from being fn control to giving o¥e
others, becoming their coach. They help others learn new skalls, develof
existing talents, and provide the institutional supports unmd et
going growth and change. In the final analysis, leaders turn their consPt”
uents iato leaders.
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Enhance Self-Determination

Leaders accept and acton this paradox of power: you become more pow-
crful when you glve your power away, Long before empowerment entered
the mainstream vocabulary, exemplary leaders undentood how Import-
ant 1t was for thelr constituents to feel strong, capable, and efficaclous.
People who fecl weak, Incompetent, and Insignificant will consistently
underperform; they are disengaged, hoping to flee the organization, and
are ripe for disenchantment, even revolutlon,

Individuals who are not confident about their pawer, regardless of
thelr org.mlullnnal position or place, tend to hoard whatever shreds of
Influence they have. Powerless managers tend to adopt peity and dicta-
torlal styles, Powerlessness also creates organlzational systems in which
political skills are essentlal, and “covering your backside® and “pass-
ing the buck® are the preferred modes of handling interdepartmental
differences.

We've asked thousands of people over the past thirty years to tell
us about their own experlences of fecling powetless as well as power-
ful. Think about actlons or situations that have made you fecl powerless,
weak, or Insignificant, like a pawn in someone clsc’s chess game. Are they

similar to what others have reported?

R e e b B = ' 1

Representative Actions and Conditlons

That People Report
Make Thom Feel POWERLESS

“No one was interested in, listened to, or pald
altention to my opinion or questions.”

“Uhad no input into an important decision that
affected the way I did my work” |

(continued) ,
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- - . - - - >,
- -——

“My bass argued with e w1 front of my col-
leagues—even called me names”

-

| *My decisions were nol supported, even though my *
manager said he would hack me up® .

“somcone clse took credit for my hard work and
' results®

*Information essential to my work was withhell, |
or | was excluded from the information loop*®

“1 was given responsibility but no authority to
hold others accountuble”

- —— — T~ —

[ . ) Sm— -

Now thank about what 1Us like when you ford powertul—st-ung of
cacsoun Like the creator of your own expercnue. Are joul feuod e Loss
srrular W what ochers recall?

- - -

Representative Actions and Conditions
That People Report
Make Them Feel POWERFUL ‘

“All the important informatton and data wure
shared with me®

f I was uble to excrase discretion ubout how we
would hawldle a sttuation”

*I made decistons about hey aspects of the prom! "
)
o' '0’-“' )

&
“ -
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*“The organization invested resources in helping
me to learn.”

“Management publicly expressed greal confidence
in my ability.”

*1he supervisor told others about the great work [
was doing”

“My manager took the time to let me know how I
was doing and where I could be improving.”

As you cxamine what people say about powerless and powcrful

times, there is one clear and consistent message: feeling powerful —literally

Jeeling “able”—comes from a profound sense of being in contrl of your life
People everywhere share this fundamental need. When you feel able to
determine your own destiny, when you believe you can mubilize the re-
sources and support necessary to complete a task, then you will persist
tn your efforts to achieve. However, when you feel contrulled by others,
when you believe that you lack support or resources, you naturally show
Litde commutment 1o excel. Even though you may comply, you stll realize
how much more you could contribute. if you wanted to

In strengthening others, leaders show they belicve that people are
smart and capable of figuring things out As Ritesh Mchta, product man-
ager and enterpnise architect at SAP Success Factors, recalls

When [ was given a leadership role for the first

ume, [ just treated it as powerful position 1 used to
follow a dictatorial style, and found that I had & hard
LUme winning my team's trust. and | saw resentment
everywhere. | quickly realized my mustake and then
Marted gIving away my power to my team. As a result,
my team started trusting my actions, the team's results
Provided us high visibility in the organization. and
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I got special appreciation for being the leader of thy
high-performing team.

Similarly, Kinjal Shah, a software engincering leader with
views leadership as "not about having more power?” but, he ays, -
empowering and enabling others around you to be leaders Pm,::
more empowered when they have decision-making power thy g
make real impact.” In their development of new software dessgns, eveny
member is expected to give their input, and if a team member has qua
tions or concerns, they are fully addressed before moving forward wej
the development. According to Kinjal, this serves two purposer “Becanse
everyone's input is considered, they feel empowered, and everyone
aware of what is happening in other parts of the Quik system and they
have a say In how it gets developed.™ As a result, he says, “leam membeny
feel more responsible for the system as & whole. And since peogple fd
powerful, they are willing to take on leadership responsibalitics wn othey
parts of the organtzation as the opportunities present themsdves”

Exemplary leaders, like Ritesh and Kinjal, give thewr power away by
enhancing their constituents’ self-determination, based on the core pa-
ciples of choice, latitude, and personal accountability. They soon realae
that leadership actions that increase others’ sense of sell-determination.
self-confidence, and personal effectivencss make them maore powertd
and significantly enhance the energy and commitment they put forvard’

Provide Choices Freedom is the abulity to make chowes. Peope
who perceive they don't have any choices fecl trapped, and like ras @
a maze, when left with no alternatives, they typically stop morg =
eventually shut down. By giving employees genuine sutonomy. kad
ers can reduce the sense of powerlessness and stress that peork ed
and increase their willingness to exercise more fully their capabde
Rescarchers at the Delgado Lab for Social and Afftive Neuosxh?
at Rutgers Universily report that the perception of increased chow® @
itself activates rewan)-related circuits in the brain, which makes F“‘:
feel more at case, enhancing their willingness to experiment and vei!
outside of their comfort zones.! High-performing organizatned
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from people willing to work beyond their job descriptions, and this s
because they have the latitude and discretion to make choices about both
the work they do and how they do it.

In our rescarch, we ask pcople about the extent to which their
leader “gives people a great deal of freedom and choice in deciding how
10 do their work.” and we examine how this leadership behavior affects
their attitudes about the workplace. Look at the results in Figure 10.1
in regard to how proud they feel to tell others they work for their
organization. Notice that less than 1 percent of direct reports strongly
agree that they feel proud 1o tell others they work for their organization
when their leader "almost never or rarely” gives them much freedom
and choice. This sentiment improves very little even when the leader
*farly often or usually” engages in this leadership behavior. The dra-
matic shift in pride occurs (nising to nearly 80 percent) when people
report that their leader provides freedom and choice “very frequently”

4

:

!

£

3 A

‘52 16% ;\‘.

P = | €2
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LEADER GIVES PEOPLE A GOOD DEAL OF FREEDOM
AND CHOICE IN DECIDING HOW TO DO THEIR WORK
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1o “almost always” The shape of this curve \$ similar 1o (hy,
in regard to [eclings of commitment, motivation, and Productirg, N

direct reports as a function of feeling freedom and chouce [y decd,
how to do their work. b

How direct reports evaluate the overall effectiveness of their leade
18 also strongly related 10 how frequently that leader BIVES Pecple free
dom and choice. Again, the increase in the slope of the curve diamye,
Only 20 percent of direct reports agree or strongly agree that the, leader
s effective at the low end of the continuum and this increases 1o

95 percent agreement when that leader very frequently or almost dwan
uses thus leadership behanor.

Tim Haun 1s & chiropractor and persanal truner, affiliated foe over
thurty years with the Bay Club Santa Clara (California). He's expenenced
numerous changes in senior Management, and some have worked o
better than others.* He recounted one restructuning that underscores the
significance of providing choices when expecting high performance ia
return

One of the first organizational changes was the establishment of
monthly group goals for the number of hours worked, which gave tran.
en the freedom 1o both set indrvidual goals for themselves and wlke
responsiblity for recruiting clients to il that number of hours The
traners’ goals and the actual number of hours that each worked were
tnnounced at monthly meetings, and thus accountability made them al
feel in charge of their own destiny. They felt as though each was running
his ar her own business within the larger business, which enhanced thar
sense of control and power What's more, the company hosted continuing
education workshops, free of charge, at various points during the vear.
Trainers could choose to attend these events or not. but most of them dud

The result, according 1o Tim, was not Just an increase in their over
dl total number of billable houry (and thus salaries), greater treedom
and cholces about various aspects of the trainers’ respansibilities bul
thewr commutment and fostered productivity This example shows how
beaders exercige Buided autonomy they set standands and hold everyone

sccountable for the shared values and vision while giving people the op
Portunity 1 make chaices about how they

will enact them.
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you want people to take initiative and be sclf-directed You want
them 10 think for themsclves and not continually ask someone else,
~what should 1 do?” You can't develop this ability if you tell people what
(o do and how to do it. People can't learn to act independently unless
they get to excrcise some degree of choice. If they can act only 1n ways
pmcnbfd by the organization, then how can they respond when the cus-
tomer or another employce behaves in ways that aren't in the script? If
they have to ask the "boss” what to do—even if they think they know
what needs to be done and feel they could do it—then they are going 10
be slowing down the enlire organization. Moreover, if their boss doesn't
know, then that person will have to ask his or her manager; and up the
ladder it goes. The only way to create an etlicient and effective organiza-
ton is to give people the chance to use their best judgment in applying
their knowledge and skills. This tmplies, of course, that you've prepared
them to make these choices and that you've educated them in the guiding
principles of the organization.

Give people choices, and let them make decisions on their own, and
then it becomes quite difficult 1o blame “the company” (or management)
when things don't go their way or when they don't like the way things
are going. After all, if they don't hike the way something is done, they
can do something about it—and taking initlative is unerringly one of the

things lcaders do. By providing choices, you are enabling people to lead
themselves.

Structure Jobs to Offer Latitude If you want higher levels of
performance and greater Initiative from your constituents, you must be
Proactive in designing work that allows them latitude, a dose couun of
chorce. To feel in control of their own work lives, peaple need to be able
10 take nonroutine action, exercise independent judgment, and make
decisions that affect how they do their work, without having to check
with someone else.’ It means being creative and flexible—libcrated from
8 standard set of rules, procedures, or schedules—and the payotl can be
Mormous.

'"‘fsrllmg global operations is a challenge for many companies, and
Gran Patray €xpenience as a software development manager at Walmart
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.com was no exception. Gyan had learned early 1n b

issues “related to offshore team integration ::e’ hu':;l.’wm o
technical competency” His own research revealed tha u::ﬂmt S
of successful offshore teams were not different from those of dvie
ly successful team, for example, making sure everyone has d.::: i
their roles and responsibilities and clearly defined deliverables, ::,:
contnbutors have end-to-end responsibility. As Gyan explained

In the design phase, the offshore team members were
able to do end-to-end design and their own rescarch
Instead of the onsite coordinator looking over
everyone's shoulders all the time. The offshore team
members felt they had the freedom to be creative
and had ownership of the product they devcloped,
good or bad. The offshore developers felt they had
the latitude to develop the product and were able 1o
use their skillsets at an optimum level They stopped
finger pointing, and the ensuing culture fostered

2 high degree of sccountability. The offshore team |
members no longer felt bossed around. Now, they
spent more time fixing real technical issues versus

arguing with the home office.

with additional discretionary efforts,
¢ needs (whether

1o meet CUs°

Responsiveness emerges. along
when people have the necessary Jeeway to meet custome
internal or external) and sufficient authority to take action

tomer wanis.

There's a fundamental difference between being in an organiato®
where people are trusted and given the latitude to us¢ their judgme™
and one where people are seen merely as cogs 1o some machine: >
trusted nor respected for their common sense. Of course, ther® may
a certain amount of risk in giving people the latitude 0 make “"rm‘
ant decusions, but with providing s greater degree of trust ll“"mf;
larger degree of accountability, resulting In higher Jevels of patisha >’ .
and profitability. Researchers have shown, for exampie: (3! ncresst
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puyers’ discretion on procurement decisions increases theur effectiveness,
os well as finding that managers who avoid making decisions have a neg-
alive impact oo organizational performance.*

Only adaptive Individuals and organizations will thrive In today’s
dynamic global environment. This means you need to support more and
grealer individual discretion to meet the changing demands of custom-
ers. clients, suppliers, and other stakcholders. With Increased discretion
comes an increased ability to use and expand one’s talents, training, and

experience. The payoff is improved performance.

Foster Accountability If you were to ask people the question,
*Do you wash a rental car before returning it?” they would laugh and
think you must be crazy for asking. “Of course not.” they'll say. Why?
Because they don't own that car, they're only renting it; they know the
rental company will wash the car when they return it. Ask those same
people if they wash their own car or take it 10 a local carwash and most
everyone will say, “Yes® Why? Because it’s their car; they own it. When
people feel they own something, that it's theirs, they will take care
of it. However, when they feel they're only renting it, they are much
less likely 10 treat It with the same care as they would something they
own. People just do not strive to maintain, protect, and take respon-
sibility for things they feel they don't own or for which they have no
accountability.

How many people in your organization would say they donl take
responsibility for something because it's not theirs? Figuratively speak-
ing, how many would say that they aren’t accountable for "washing the
car"—or for taking safety precautions, fixing software ghiches, attending
lo somcone else’s customer, or the like? How many are just renting their
workspaces? For those who feel that way, the effect on their engagement
in the organization is quite negative. While people may not own their
work in the formal or legal sense of the word, research indicates that
when they feel psychological ownership of it, they are significantly more
likely 10 be committed to their organizations.” Exemplary leaders appre-
clate that they have to create this sense of psychological ownership if they
ire going to make extraordinary things happen.
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fustin Depenhart admutied that when be first becamy ,

, Mdupe,
hw\wmho-mwmlmwbva%w
confessed

1 often would kead by telling my team what peeded
to be done and then essentially standing over their

shoulder ensunng that it was being done correcily.

I thought | was duung a great job providing support
for my team and value for the company Many of
the members of my team were inexpenienced and

at frst, they Liked thus style of leadership. However,
afier gauning some expenence, they began to show
ther frustranion with avy style. | realized | was not
allowing the team the freedom to perform their jobs
and develup After the first six or s0 months, | realized
I needed w change my behavior.

As operatons leader for Owens Coming's Santa Qlara (California)
plant and reponal technical leader with their Toronto and Edmenton
(Canada) plants, Justin realized he needed 1o behave difterently His

expenence Laught him many things, “but one stands out sbove all” be sad

I is a statement that I make 10 the team “The more a
lndadrwlnpshuah«mmeumngwwm
M\bcnmdlhzbtund\umksmllbc'ﬂout\ﬂ.
bdcnbpatmmhmloauovt}mntouh
mmdunmgnmdnhlfymonlyfocuson
Wocay's result and pay no atiention to the potential of
mxm.mmdmkmwdlmngm

"Yhen People take personal responsibility and are held accountab
fox thetr actions, thar

colle work
with them ang s 2gues are much more inclined to want to

motivated 10 cooperate in general Individual
"Wdﬂmdﬂ«ym&bomnredon Everyone
“"prfuncnmcdccmdr
%
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while leading 8 process Improvement initutive for Citibank
phiippines, Ana Aboitiz Delgado realized that she would have 1o get many
le involved and responsible for the project’s success. However, divid-
ing tasks and assigning mponulyh!m were dafﬁn'all for her because, Ana
aplained, °] had full responsibility for the project’s success, and | did not
know how o pass on this sense of accountability to team members who did
not report 10 me directly. | was afraid that they would fad, and this would
reflect on me” She started by acknowledging to her team that she didn't
have much knowledge about the particulars of the bank's statement ren-
diton process and recognized that they had the technical expertise. As a
result, she proposed that her role would be to provide guidance, Six Sigma
training, and support for eliminating obstacles the team might encounter
along the way. Just as she proposed her role, she decided to give team mem-
bers a chance to identify responsibilities where each felt they could add the
most value based on their expertise or interests. Given the opportunity to
mold their role in the project, they became more engaged in the project.
Right away, they began to brainstorm aloud and interact with each other.

Ana shared her power (in this case, her knowledge) with the team
and validated them by highlighting that they were the experts. She pro-
vided choices and the latitude to take on responsibility because they were
the stakeholders in this process. She made them powerful by following
through on her promise to implement on the operations floor the ideas
they came up with. *I learned.” said Ana, “that to foster accountabiity, you
need to delegate authority and give others a chance to take responsibility.
By trusting others with responsibility, you are letung them know you be-
lieve in them and that you have confidence that they can achieve it”

Ana understood something very fundamental about strengthening
others: the power to choose rests on the willingness to be held account-
able. She learned that the more freedom of choice people have, the more
personal responsibility they must accept. There's also a bonus: the more
that people believe that everyone else is taking responsibility for his or her
Part of the project—and has the competence to do it—the more trusting
ind the more cooperative they're going to be. People will be more confi-
dent in doing their part when they believe others will do theirs. This in-
lerconnectedness between choice and accountability takes on increasing

M,
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importance in virtually linked and global workplaces. Anothey

is that as others assume more responsibility, leaders can ex

energy in other arcas, enhancing their spheres of influence, ang bn:o"

additwonal resources back to their units. v
Some believe that teams and other cooperative endeavors mlnimjze

indvidual accountability. They argue that if people are encouraged 1,

work collectrvely, somehow they'll take less responsibility for theyr o.
tions than if they are encouraged to compete or to do things on they
own. The enidence doesnt support this point of view* It's true thas some
people become social loafers when working in groups, slacking off whe
others do thetr jobs for them. However, this doesn't last for long, because
their colleagues quickly lire of carrying the extra load. Either the slacker

steps up to the responsibility, or the team wants that person removed—
provided the leam has shared goals and shared accountability.

Enhandng sclf-determination means giving people control over
thewr lives. It means you have to give them something of subsiance wo
control and for which they are accountable. Here are some examples on
how to foster indimidual accountability:

» Make certain that everyone, no matter the task, has a customer.
» Substantially increase signature authority at all levels.

» Remove or reduce unnecessary approval steps.

» Broadly define jobs (e g, as projects, not tasks).

» Provide greater freedom of access, vertically and horuzontally,
tnside and outside the organization.

Remember o provide the necessary resources—for example. M4
terials, money, time, people, and information—for people t© perfora
sutonomously. There's nothing more disempowering than 10 have lo‘,’
of responsibility for doing something but nothing to do ¥ with. Peopic?
increased sphere of influence should be relevant to the pressing mﬂ“';
and core technology of the business Choosing the color of thc'wl"' g
the ballways may be a place (o start, but youd better give peorle "““::,
over more substantive issues In time. For example, if quality ¥ e
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nty, find ways to expand people’s influence and discretion over issues
of quality control and process improvements.

Develop Competence
and Confidence

Choice, Ltitude, and accountability fuel people's sense of powerfulness
and control over their lives. However, as necessary as enhancing sell-
determination is, it's insufficient. Without the knowledge, skills, informa-
ton, and resources to do a job expertly, and without fecling competent to
axecute skillfully the choices required, people feel overwhelmed and dis-
;blqlfvcniﬂhcyhavcdwmoummdshﬂs.thmmaybeumm
people don't have confidence that they're allowed to use them or that they'll
be backed up if things don't go as well as expected. There may be times when
they just lack the self-confidence to do what they know they need to do.

Developing competence and building confidence are essential to de-
livering on the organization’s promises and maintaining the credibility of
leaders and team members alike. To make extraordinary things happen,
you must invest in strengthening the capacity and the resolve of everyone
in the organization. This is especially important duning times of great
uncertainty and significant change.

Think about a ime when the challenge you faced was greater than
the skills you had. How did you feel? If you're like most people, you felt
dnxious, nervous, scared, and the like. Now think of a time when your
level of skill was greater than the level of challenge in the job. How did
you feel? Bored and apathetic is most likely. Do you do your best work
when you're anxious or bored? Of course you don't. You do it when the
challenge you face is just shightly greater than your current level of skill
That's when you feel stretched but not stressed out.

People often refer 1o being “in the flow™ when they feel that they
ire performing effortlessly and expertly despite the difficulty of the ex-
perience. They are confident that their skills match the level of challenge
0 the experience, even though it might be a bit of a stretch. Claremont
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Graduate University professor of psychology, fuunder and @i o
the Quality of Life Research Center. Mibkaly Cadszentinabaig by, s
his entire scademmuc career studving the relstionshp of Balleayy 1o
skill to optimal performance He hnds that “when high Dalengss ox
matched with high shulls, then the derp 1nvolvement that sets o, -
from ardinary life 13 Lidly to occur™ Figure 10 2 shows a graphe 1,
tration of thus relationship
Although tlow s not possible with every ungle Lk in every sty

tion, f characterizes peak pertormances. Exemplary keaders etrre w g
ale the condtions that make flow posuble That meany vou need v s
conlinuously your constrtuents’ capactfy Lo perform & the conest of the
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challenges they face. Such assessment requires attention to the willpower
and the skills of each person they lead. Jeff Allison, director of operations
for PW Enterprises, confronted precisely this situation when he relocated
the company's operations center in Fargo, North Dakota, to the research
and development center (n Santa Cruz, Californla. This change meant the
Fargo operations stafl no longer had daily interactions with him, and as
jeff explained, “they had to learn to trust themselves and each other, and
pecome more independent in solving problems on their own” He real-
wzed. “that if I built up their competencics and had them take ownership
of operations, their confidence would increase and that they would do 2
great job” In taking these actions, Jeff was Intuitively making use of the

*flow” paradigm.

Educate and Share Information Pcople can't do what they don't
know how to do. Therefore, when you increase the latitude and discretion
of your constituents, you also have to increase expenditures on training
and development. When people aren't sure about how to perform critical
tasks or are fearful of making mistakes, they may be reluctant to exer-
cise their judgment. “Ensuring that employees are given the training they
need and involving them in decisions that impact their work creates both
competence and commitment,” observe resecarchers Michael Burchell
and Jennifer Robin from their studies of “great workplace™ companies.
Those organizations "understand that as the business continues to grow,
they will need employees who can readily step into tomorrow’s jobs rath-
er than having them develop necessary skills on the fly, hinng from the
outside, or simply losing market opportunity™

In Jeff Allison's situation, he took about a month with the Fargo staff
10 walk through a list of twenty to thirty problems he had addressed over
the past year, thereby, in his words, “ensuring that they had the core com-
:‘:‘ﬂfnctes 10 solve these or similar situations in the future” For example,
- b:l:d them if they could think of better ways to solve the problem,

ter yet, think of ways to prevent these problems from happening,

f“" goal was 1o get them actively involved in solving
18sucs and proposing ideas. My hope was that the
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more they thought through the process, the more t
would understand the process. Operations are the -
heart of the company, and I wanted the group to trug
themselves and believe with confidence that they were
capable of anything,. They nceded to know that any
ideas they had were valuable to the company and that
we wanted to hear them,

Once JefT could see them developing the core competencies and (he
confidence that comes with knowledge, he took the training a step fur.
ther. He gave each employee a set of hypothetical problems and put them
in charge of figuring out how to solve them. He wanted them to use their
competencies built up from the training to help insull confidence, he

told us.

By problem solving, they could use their skills and
develop new ideas on how to make operations better.
Once they were confident and had solved a problem,
1 had them teach the entire team how to solve that
problem. This training exercise turned out to be the
best activity [ could have done and did much more
for the team than 1 ever imagined. While walking
through the problems with the team, other team
members were very engaged, and you could sc¢ their
confidence nise. They knew that they could rely on
each other, and they knew that they were capable of
solving any problem thrown their way.

Strengthening others, as Jeff's experience demonstrates, 4"
up-front investments in initiatives that develop peop! i
and foster their confidence. Such investments produce P‘°ﬁ"’ > ]
find that those companies that spend above-average l‘“"““f’ o:; o1
Ing have 8 higher return on their investment than companics Loyet
below-average spenders. The former also enjoy higher level® of emf

¢'s compete?*
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—

d commitment, better standards of customer service,
ter understanding of, and alignment with, company

. ¢ and values." Furthermore, studies report that 40 percent of em-
o who report receiving poor training leave their positions within
S::Y(:; year. The lack of skills training and devclopment was the deter-

Jsoas -
mining factor cited in their leaving. |
is another important educational tactic, and

m“,lvcmcnl an

‘]ons %’ilh 8“3

Sharing information
recall that this factor showed up prominently on the list of what made

ple feel powerful, and when absent made them feel powerless.
silicon Valley author and global strategist Nilofer Merchant echoes this
observation: “Everyone is better off when they know why decisions are
made with as much accuracy as possible. It gives them an understand-
ing of what matters and provides information on which to base the
trade-offs being made constantly at every level. When reasons behind
decisions are not shared, the decisions seem arbitrary and possibly
sell-serving™"

For leaders, developing the competence and confidence of their
constituents so that they are more qualified, more capable, and more
effective, and so that they are leaders in their own right, reflects their
appreciation of the truth that they can't get anything extraordinary
accomplished all by themselves. Making people smarter is the job of
every leader. In today's world, if your constituents aren’t growing and
learning in their jobs, they're highly likely to leave and find better
opportunities.

Organize Work to Build Competence and Ownership
People confronted critical organizational issues in their Personal-Best
;‘::‘:::P C:se studies. Although it may seem obvious that people do
oy the‘:hm the work.is essential to success, this principle is ofien
Organize ass; y-to-day design of work. Do as exemplary leaders do and
Presing oo r:gnmems so that people feel that their work is relevant to the
ence V‘ﬁttyc'cnl: <->f the business. Moreover, ensure that people experi-
i abomm he" lasks and have opportunities to make meaningful
ow their work gets accomplished. Find opportunitics
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wmuﬂwymrkmmﬂnmkfomcommmmmw 1
lem solving groups dealing with the critical functions and g
them in programs, meetings, and decisions that have a direqy ‘m:::’
mwmmm.mmnummbuudmm,mmm: ‘
a sense of ownership and accountabiliry.

Remember that your constituents can't act like owners and Proae
leadership if they Lack a fundamental understanding of how the orgam.
zation operates. To fully comprehend critical organizational issues ang
tasks, they need to be able to answer such questions as "Who are our
most valuable customers, clients, suppliers, and stakeholders? How &o
they percerve us?” “How do we measure success?™ “What has our track ‘4.
record been over the past five years?” "What new products or services
will we initiate in the next six months?” If your constituents can't answer
crtical questions like these, how can they work together 1o transform
shared values and common purposes into reality? How can they know
how their performance affects other teams, units, divisions, and ultimate
ly the success of the entire enterpnise or endeavor? How can they feel very
strong or capable if they don't know the answers to the same questions
every “owner” or CEO would know?*

Penny Mayo is the accounting supervisor of a local guvemment 4
agency that has been consolidating services. As a result, Penny bad
to take on more responsibility, and found hersell struggling to Jet §°
of some of her payroll duties. While she was commutted to ensuring
that no payroll mistakes were made, she slso recognuzed ":“ .
time consuming task that other people could learn to do- The rtu:_
lemn was me, not the team.” she said. “Several peaple were 300:; :ol
didates to take on these responsibilities. It occurred to me that team’
letting go, | wasn't demonstrating the trust I truly had for m'“ and
She finally realized that this was an opportunity [0 callabor
strengthen others, and she built ownership 1n stages. Furst. she
for a volunteer whod be willing to learn payrolL then she o
ing and coaching opportunities for that individual 1©
prove It didn't take too long before that new person e
ning on her own, taking responsibility and assuming ¥®
payroll funciion.**

wasd
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Like Penny, exemplary leaders carefully look at what constituents are
doing in their jobs and figure out where and how to enrich their tasks
and positions. They provide sufficient information so that people feel that
they have the perspective of owners in making decisions, which fosters
greater competence and enhances their self-confidence.

Foster Self-Confidence Even if people know how to do some-
thing, a lack of confidence may stop them from doing it. Strengthening
others is an essential step in a psychological process that affects the in-
trinsic need for self-determination. People have an internal need to influ-
ence other people and life’s events to expenience some sense of order and
stability in their lives. Feeling confident that they can adequately cope
with events, situations, and people prepares them to exercise leadership.
Without sufficient self-confidence, people lack the conviction to take on
tough challenges. The lack of self-confidence manifests itself in feelings
of helplessness, powerlessness, and crippling self-doubt. By building
people’s belief in themselves, you are bolstering their inner strength to
forge ahead in uncharted terrain, to make tough choices, to face opposi-
tion and the like because they believe in their skills and decision-making
abilities.

Self-confidence affects people’s performance. In a classic study,
researchers told one group of managers that decision-making was a
skill developed through practice: the more one worked at it, the more
capable one became. In the other group, they told the managers that
decnsion-making reflected their basic intellectual aptitude: the greater
one’s underlying cognitive capacities, the better his or her decision-
making ability. Working with a simulated organization, both groups
::f managers dealt with a series of production orders requiring various

Afing decisions and the establishment of different performance tar-
f;:‘ \:"::cn fa'ced with demanding performance standards, those man-
e “‘: :lneved.tha! decision-making was an acquirable skull contin-
rategies allenging goals for themselves, used good problem-solving
e (hou' :nd fostcrefi .org.mizalioml productivity. Thewr clountcrpms.

i mS 1t that d‘ccmon-mak.ing ability was latent (that s, you cither

You don'), lost confidence in themselves over time as they
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e.ncoumfn:d difficulties. They lowered their aspirations fq, 1h
tion, their problem solving deteriorated, and organizationy|
declined.™

Ina re‘lalcd set of studies, researchers told managers cither thy f
ple are easily changeable, or that “work habits of employees are
easily changeable, even by good guidance. Small changes do no:m‘ iy
sanly improve overall outcomes” Those managers with the conf:]::
that they could influence organizational outcomes through their acyj,
maintained a higher level of performance than those who felt tha ;},:
could do little to change things.” Stull another study, involving entry.
level accountants, found that those with the highest self-confidence were
rated ten months later by their supervisors as having the best job per
formance. Their level of self-confidence was a stronger predictor of job
performance than the actual level of skull or training they had received
' before being hired." In applying these same concepts to teenagers, re-
searchers found that in national field hockey championship competi
| tion in Turkey, those with the strongest self-confidence were the most
l highly motivated, as evidenced, for example, by their intensive practice
' routines."”

These studies document what experience underscores: having coo-
fidence and believing in your ability to handle the job, no matter how
difficult, are essential to promoting and suslaining consistent effort. By
communicating to constituents that you also believe that they can be suc: H
cessful, you help them extend themselves and persevere through chat

e Ormu‘
o Odu“ihq

lenging arrcumstances.

rs commMuRnICe thetr

Coach Although it’s true that exemplary leade ?
hng

confidence in others, you can't Just tell people they can do somet
they actually can't. Leaders need to provide coaching. becaise no one ¥
got to be the best without the constructive feedback, probing ‘]“"“"'.“
and active teaching by respected coaches.® Among sales managers ¥
example, developing their staff is the competency mos! [rcqucnl')' four

among those at the top of their field. In a three-year study of the impa<t .
training, high-improvement learners were four times m kely to b&¥

had coaching conversations with their managers than i

orch

adividuals wbe
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or no improvement.™ In other words, Improvement isn't
the training; it's the coaching associated with it. You have to
ske yourself available to offer .ndvi-ce and counsel as people apply what
they have learned in real-time situations.

Mark Soden, the lead performance coach for the Harlequins, a
premiership Rugby Union team in the United Klngdom, and a senior
facilitator with a management consultancy firm, Mission Performance,
takes the viewpoint that *coaches have to empower each player’s dream.”
He views the coach’s role—whether working with athletes or would-be
leaders—as needing to move from pushing (the coach’s agenda), which
operates from a fixed mindset, to pulling (the player's agenda), which
generales a growth mindset.* The Travelers Companies have found that
their employees are eight times more engaged when their leaders are
evaluated as effective coaches. These employees demonstrate improved
capacity, efficiency, and commitment, and they feel most strongly sup-
ported by the company.”

Abhijit Chitnis, the manager for business excellence with India-
based Tata Consultancy Services, experienced effective coaching and
benefitted from the difference it made in his development. He was just
starting out in the corporate world when he was facing his first “real-
ly tough™ consulting assignment. The pressure only increased when he
was chosen to make the solution proposal presentation to their client.
Since this was his first client presentation in front of a sizable and se-
nior audience, he was understandably tense and anxious. Abhijit said
that his manager, however, took him aside, told him that he was fully
::::aﬁ:fm in his ability and the proposal, and coached Abhijit to take
; sho:gf 0: this c?pponunlty. At delivery time, he told Abhijit during

e propo: ;l;‘at it wa.s going great, not to worry, and the flncnl loved

T i lh. ese acu'ons. Adhijit said, boosted "my confidence, and
fience, Abhif Presentation to great applause” Reflecting on this expe-
)t appreciated how “leaders have to coach their teams and

cp lhe mol . : .
ful) N'tnlidl-nl‘on and energy flowing so that people can reach their

Wh :
ers, Thc:.nl 8 their best, leaders never take control away from oth-

cave :
V€ it 10 their constituents to make decisions and assume

showed litle
merely about

}
l
|
i
i
|
l
|
I
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responsibility for them When leaders coach, educate, b
termination, and otherwise share power, they're de ":'cgu

de.
trust in and respect for othery’ abilities. When leaders |y elp ou::,' decp
) vo

w

and develop, that assistance is reciprocated. People who fee| Capable
influencing their leaders are more strongly attached to those |c;::‘ of
more committed 1o effectively carrying out their responsibiligje, ,;M
own their jobs. Good coaches understand that strengthening othery
quires paying attention and believing that people are smart m,u‘hn-
figure things out for themselves when given the opportunity to to
Make

choices, provided with support, and offered feedback. Coaching sireyy,.
es people to grow and develop their capabilities, and It provides them
with opportunities to both hone and enhance their skills in challenging
assignments

Good coaches also ask good questions. This practice is summed yp
in the motto of Frances Hesselbein, former CEO of the Girl Scouts of the
US.A. and the founding president and CEO of the Francis Hesselbean
Leadership Institute: “Ask, don't tell” She learned this from renowned
management guru Peter Drucker, who noted. “The leader of the future
asks; the leader of the past tells™ The benefits of asking questions are
numerous. For one, it gives others the room to think and to frame issues
from their perspective. Second. asking questions indicates an underlying
trust in people’s abilities by shifting accountability, and has the bene-
fit of creating almost iImmediate buy-in for the solution. (After all. ity
thewr idea ) Asking questions also puts leaders in 8 coaching position,
more of a guiding role, which frees them up to think more frecly aud
strategically

The success of every organization s a shared responsibility As we
said in Chapter Nine, you can't do it alone. You nced a competent and
confident team, and the team needs a competent and confident coach
While you're at it, think about getting a coach yourself. There’s no bel-
ter way to model the behavior you expect from others tban by downg #
yourself
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TAKE ACTION
Strengthen Others

Strengthening others is essentially the

process of turning them into leaders—making
people capable of acting on their own initiative. Create a
virtuous cycle by extending more power and responsibility
1o others as they respond successfully Leaders strengthen
others when they make it possible to exercise choice and
discretion, when they design options and alternatives to the
ways that work and service are conducted, and when they
foster accountability and responsibility that compel action.

Leaders develop in others the competence, as well
as the confidence, to act and to excel. They make certain
that constituents have the necessary data and information
to understand how the organization operates, gets results,
makes money, and does good work. They invest in people’s
continuing competence, and they coach them on how to
put what they know into practice, stretching and supporting
them to do more than they might have imagined possible
Exemplary leaders use questions to help people think on
their own, and actively coach people on how to be at their
best.

To Enable Others to Act, you must strengthen others by
increasing their self-determination and developing compe-
tence. This means you must:

1. Take actions that make people feel powerful and in con-
trol of their circumstances.

2. Provide people opportunities to make choices about how
they do their work and serve their customers.

(continued)
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. Find a balance between people’s skills and the chalieng.

. Ask questions, stop giving answers.

Structure jobs so that people have opportunities 1o use
their judgment, developing both greater competence
and self-confidence.

es associated with their work

Demonstrate your confidence in the capabilities of con-
stituents and colleagues.




