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What came first, the chicken
or the egg? That question
may be as old as time itself.

At Deloitte, we're pondering a modern version of that question.
Does the leader create the culture or does the culture create
the leader? Taking that a step further, what's the cost to an
organization’s culture if the leader is a "bad” egg?

Culture is a system of values, beliefs, and behaviors that
shape how real work gets done in an organization. When
organizational culture is aligned to business strategy, the
workforce will act and behave in ways that support the
achievement of business goals. It's the leader's duty to
uphold the values and beliefs of the organization’s culture
through their actions and decisions. This, in turn, enables
the execution of strategy.
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Results showed,
o average, an equity
premium of up to
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for organizations with
perceived effective
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for organizations that
were perceived to have
ineffective leadership.

Cuiture, leadership, and strategy are

the triumvirate that together steer the
organization toward excellence—and
much like any triumvirate, being in sync
is necessary for an effective working
relationship. Put simply, a stool with only
two legs topples—every time

So what is the cost when a leader fails

to exhibit and balance these critical
components of their role? A leader that
does not aligr with, act on or Liphold

the organization’s valugs can encounter
tensions that impact their ability to drive
results Poor leadership ¢can reinforce the
wrong values, behaviors, and ateitudes,
creating interferences that can shape a

toxic culture and create discord between an

organization's image and how they actually
aperace. A leadership study' conducted by
Deloitte meastired the impact of effective

leadership, finding thar the quality of senior
leadership had a measurable impact on
analyst opinions about whether companies
would be successful. Results showed, on
average, an equity premium of up to 15%
for organizations with perceived effective
leadership and a discount of as low as 19%
for organizations that were perceived o
have ineffective leadership

These results reinforce an old saying;
leaders make and breagk organizations
every day. Leadership and culture are
the crosshairs that, when coordinated,
can make for a competitive advantage
inan organization,

l.et's take a look at three key areas where
the intersection between leaders and
culture 1s paramount,
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A leader needs to...

fit with the culture
and model desired
behaviors.

A 4

A organization’s cufture isn't always
right,” and a leader’s approach certainly
isn't infallible either—but at the end of
the day, the leader's example sets the
tone for the organization. Leaders’values,
acuons, and the development of their
teams need (o visibly reinforce the culture
of the organization. Through the example
they set, leaders shape the culture in their
words and actions every day. These actions
then gain momentum through a variety
of structures, policies, and governance,
shaping how employees operate.
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understand his or her
fit with the culture and
use that awareness to
drive positive change.

v

Some teaders tend to “go with the flow,”
leveraging existing channels 1o get things
done. Others may tend to move outside
of the typical way things get done, using

a different set of values or behaviors

tc achieve results. Leaders in tune

with their fit in the existing cuiture can
more effectively drive change through
understanding when (o leverdge existing
ways of working and when to mix up their
approach, An effective leader uses this
self-awareness to inform an intentional
approach toward daily decision making,
recognizing each action shapes the culture
they operate within

connect with
employees’ hearts
and minds, aligning
to a common purpose.

v

As discussed in our publication Take your
corporate culture off cruise control, emotions
are the driving force for human behavior,
more than rational calculation. To shape
and sustain organizational culture, leaders
rieed to connect with the emotional side
of the workforce, creating a shared sense
of purpose and motivation. Efforts leaders
make to shape and guide the behaviors
connecred to a greater purpose can

have a multiplier effect and quickly gain
mormentum across the organization.
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workforces. \
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So whar does it all mean—did the egg really Leaders niot only set the strategy,

come before the chicken? Does the ieader they also play an instrumental role in
create the cuiture, or does the culture connecting with the hearts and minds of
create the leader? their workforces, reinforcing the values
and habits through thelr own behavior
At Deloitte, our experience snows that g and actions, and ultimately shaping their

culture aligned to an organization’s strategy organization’s culture
can provide a competitive advantage
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George Ambler<http:.//www.georgeambler.com/>

Leadership is Not Title or Position

By George Ambler<hctp://www.georgeambler.com/author/gt76hy89uj65uy49/>, November 17, 2016

in 5134 | W Tweet 8 529 | f E_sggj

Many see leaders as those with power and position. This view of leadership

assumes that leaders are the few people at the top of an

organisation. Nothing could be further from the truth!

http://www.georgeambler.com/leadership-is-not-title-or-position/ 1/8
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1)
“All the effective leaders I have encountered - both those | worked

with and those I merely watched - knew four simple things: a leader
is someone who has followers; popularity is not leadership, results
are; leaders are highly visible, they set examples; leadership is not

rank, privilege, titles or money, it is responsibility.” - Peter Drucker

"

Position, title and authority are often confused with leadership. We often
read news reports that refer to anyone with a title as a “leader”. However,
leadership is not an actual position or title. Whether you're the president of a
country or a chief executive officer, your title does not make you a leader. All

a title does is make you a senior executive.

Whilst position and authority provide you with the potential to lead, it does
not make you a leader. You don’t suddenly become a leader just because you
have a fancy new title. In fact, you don’t need a title to lead. Every day you can

find examples of people with fancy titles that fail to demonstrate leadership.

Leadership happens when people allow you to influence their lives. It’s only
when your influence causes people to work towards a shared vision that you
become a leader. Leadership is more about influence and relationship than it

is about control and giving orders.

The Danger of Leadership as Position

http:/Awww.georgeambler.com/leadership-is-not-title-or-position/
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"The function of leadership is to produce more @
leaders, not more followers." - Ralph Nader

A danger of seeing leadership as the result of position, rank, power and

authority is that it leads to dictatorships and control freaks. Leaders who

think that because of their elevated position they can do whatever they like.

Leadership as position encourages “leaders” to use command and control as

a way of getting things done. This style of leadership results in the following

negative outcomes:

Leading from position undermines meaningful relationships.
Leading from position encourages negative political behaviour.
Leading from position crushes the human spirit.

Leading from position results in compliance.

Leading from position frustrates creativity and innovation.
Leading from position erodes trust.

Leading from position produces mediocre result.s

Leading from position feeds the ego.

Leading from position destroys empathy for others.

hitp:/fwww .georgeambier.com/leadership-is-not-title-or-position/
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Those who lead from position don’t invest the time needed to create a shared
vision<http://www.georgeambler.com/vision-separates-great-leaders/> that inspires

others.

n
| “The problem is that while authority can compel action it does little

| to inspire belief. Only leadership can do that. It’s not enough to get

people to do what you want, they have to also want what you want or |

any change is bound to be short-lived.” - Greg Satell, To Create Real
. Change, Leadership Is More Important Than

Authority<http://www.digitaltonto.com/2014,/to-create-real-change- ;

leadership-is-more-important-than-authority /> |

”

Another big danger of seeing leadership as position is that it undermines the
development of others. When we see position as leadership, we falsely
assume that leadership responsibility resides with the few people at the top
of the organisation. When this happens leadership potential residing in
‘others is not nurtured. Instead, what we need in the fast-changing world of

today is leaders at all levels of the organisation.

i B e e e -

1)
“Before you are a leader, success is all about growing yourself. When

you become a leader, success is all about growing others.” - Jack
Welch

hitp://\www.georgeambler.com/leadership-is-not-title-or-position/ 4/8
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Leadership is not the exercise of control over others. Leadership is the

empowerment of oneself and others towards a shared vision.

Leadership is Influence

|
. "The key to successful leadership today is influence, not authority.” -

| Ken Blanchard

"

It often comes as a surprise to new leaders that a large part of their job
involves influencing others outside of their control. I often hear senior
executives complaining about their lack of control. They say things like “If
only the operations area reported to me, I could get a lot more done”. These
leaders believe that if they could control people, they would get the results
they wanted. The reality is that you cannot control anyone - except yourself.
Leading by command and control is the lowest form of leadership. Control is

an illusion. Control is limiting. Control is demoralizing. Control doesn’t scale.

The best leaders don’t lead from position.

When you think of a leader, who comes to mind? When [ think of leaders, |
think of people like Nelson Mandela, Martin Luther King, Jr., Jesus Christ,

Rosa Parks, Mother Teresa, Mahatma Ghandi and many others. The majority

hitp:/Awww.georgeambler.com/leadership-is-not-title-or-position/ 5/8
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of these leaders did not have any formal position or authority. The lives of

these leaders were not defined by their position. Yet, these leaders changed

the course of history. Their leadership was defined by the impact they had on

the lives of others. Leadership then is about what you do, not where you're

seated.

", ) o |
' “Leadership is influence. Nothing more. Nothing less.” - John Maxwell |

v

The hallmark of effective leadership is the influence you have on the lives of

others.

Leadership is about influence, not control. The greater your influence, the
greater your leadership. Thus if you want to improve vour leadership, you

need to improve your influence. So how do you improve your leadership?

Firstly, you need to accept that influence doesn’t come from position.

Influence comes from caring for others. If you don'’t care for people, you cannot

influence them. If you cannot influence others, you cannot lead. It’s through

relationships that leaders gain influence.

12
|

"No one cares how much you know until they know how much you |

| care.” - Theodore Roosevelt
|
| 14}

— = —

Developing influence means making the decision to care for others. Leaders
care about the impact their actions have on others. Leaders care about the

quality of their relationships. Leaders care about the kind of contribution

http://www.georgeambler.com/leadership-is-not-title-or-pasition/
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they’re making to others and to the world.

Success<http://www.georgeambler.com/successful-leaders-create-definition-success/> is
about adding value to yourself, whilst significance is about adding value to

others.

Your Turn

L N T v
“Leadership i1s an action, not a position.”
- Donald McGannon

-
ﬁ':‘--
. ——
g

o B ot
8 ? e nan

-—
e ——

-

) i
o
D o

- » -
P ~ r4 ¥ -
e ———————— . e ®
O .

-~y .

- -
a

- - - 4 - w i »
Ay s s B gy
st M . .

—
-

tttttt
1

-~

Leadership has nothing to do with your position, rank or authority. True

leadership is not appointed, mandated or assigned. If you're going to make a

difference, you will need to sharpen your leadership skills. This means

improving your influence.

Consider your leadership style:

e Do you rush to lead from your position? Or do you take the time necessary

to influence others?

« What are you doing daily to expand your influence?

hitp://www.georgeambler.com/leadership-is-not-title-or-position/

718
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e What do you do to show others that you care?

Remember: Leadership cannot be demanded, it can only be earned!

Copyright © 2017 George Ambler. All Rights Reserved.

Privacy<http://www.georgeambler.com/privacy-policy/> * Terms of Use<http://www.georgeambler.com/terms-of-use/> *
- Contact<http://www.georgeambler.com/contact/>

http://www.geargeambler.com/leadership-is-not-title-or-position/ 8/8
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" Inclusive Leadership: Critical for
Competitive Advantage

Biversity exists today in just about every part of the world and every industry sector.
As the world becomes “Hlat” and organizations continue to globalize, a diverse
workforce is commonplace,

Global organizations understand that a diverse workforce can be the primary source
of competitive advantage. But simply having a diverse organization is not enocugh.

Successful organizations share one common characteristic. They have learned
how to leverage diversity to create a unified and inclusive global culture.

This includes developing a deeper understanding of culture and cultural differences as
it applies to individuals, teams, functions and organizations,

Practicing diversity and inclusion on a global scale allows for more effective
tolent management {attraction and refention}, more effective alignment and team

performance, and improved efficiency, all factors which contribute to building o

[P SR SN S
HIGR-DENoimance OrganiZanon.

To be successful, organizations and corporate leaders must embrace the differences
people represent and demonstrate they are inclusive as well as diverse.

Global trends

The importance of diversity and inclusiveness are further underscored
by key global trends that are affecting the workforce.

® The workforce is advanced; industriolized economies are maturing.

m The percentage of immigrants and minorities in the workforce and customer
base of industrialized countries will increase.

m  The proportion of women in the workforce and in decision-making positions
will increase.

@ There is increasing recognition and acceptance of gay/lesbian lifestyles
B People with disabilities are increasingly represented in the workforce.

m  There are increasing cross-border/cross-boundary influences and dependencies
[M&A, suppliers, JVs, stock- and stakeholders, etc.).

m  Severol generations with different needs and learning styles are represented
in the workforce.

Inclusive Leadership: Critical for a Competitive Advantoge 2
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“ We can go back to

drawing board and ensure

we continue to hire to the
optimum mix, but our
turnover pattern does not
change! Not sure what to
do. We have created
affinity groups and they

seem fo be working but...

[Heard from many
hiring managers and
HR professionals)

” Global Orgonizations are

characterized by a high

level of diversity particularly

on a linguistic, cultural
[national, organizational

and functional) and

7

experientiol basis. What is

not given however is the
degree to which the
organization’s culture
possesses the quality

of inclusiveness.”

Joerg Schmitz and
Maricy Curl: The Guide
for fnclusive Leaders

A TMC Publication.

Bardiz Cultural Insights Senes

Today, diversity has a much broader meaning than traditional definitions focusing
only on gender and ethnicity.

Uversity in the global context can be defined as visible and invisible differences,
thinking styles, leadership styles, religious background, sexual orientation, age,
experience, culture ete.

Inclusivanass is the quality of the organizational environment that maximizes and
leverages the diverse talents, backgrounds and perspectives of all employess,

Diversity is the mix; inclusiveness is the lever.

Many organizations focus on attracting o diverse group of employees, but then struggle with
refaining the right falent. Organizations with a highly diverse workforce that do not pay
attention to an inclusive environment are likely to be more dysfunctional than organizations
without a diverse staff,

Research suggests that the answer lies not so much in policies and procedures as in
the mindset of leaders in creating a culture that is inclusive.

The following chart shows the relationship between diversity and inclusion.

The upper left quadrant {A} shows high diversity but low inclusion,
The lower left quadrant (B} represents low diversity and low inclusion,
The bottom right quadrant {C] shows high inclusion but low diversity.
Quadrant D shows high inclusion and high diversity.

Organizations that practice inclusion as well as diversity are able to experience high levels
of collaboration, engagement and retention which provide a competitive advantage.

Achieving Quadrant D

Adapted from The Gude for inclusive Leaders 2006

4
High
Compatitive Advantage. Low Comgelitive Advantage. High
Collabaration: Low Coliaboration: High
fMorala: {ow Maoraler High
Engagement Low Engagemeant: High
Retention: Low Ratantion. High
. - D
Olversity
C
gripetitve Acyantage Competitive Sdvaniage. Low
Avitiags Collaieration: Low
LCullabeatian, Ageiage Moraie: ligl
Morale Syerage Engagement High
Enggagament Average Retention. High
L owy Retention Lvarags
{2
Low Inclusion High

Inclusive leadership: Critical for o Competitive Advantage
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The role of the leader is crucial in driving performance
in a globally diverse and inclusive environment

Traditional teams created with no particular emphasis on diversity typically perform at
average levels. Global and culturally diverse teams experience heightened risks and
opportunities, but high team performance occurs if the team leader drives performance
through inclusiveness.

The journey to cultural agility

Focusing on inclusion starts with developing Cultural Agility, the ability to effectively
navigate, communicate, interrelate and function well in diverse cultural settings.

Culturally agile leaders are adaptable and flexible. These are skills necessary to reduce
risk and maximize opportunities to ochieve performance and results.

An open attitude is

the prerequisite for engaging
in the continuous learning
process of developing
crossculfural effectiveness,

Seif-awareness facilitates
other-awareness.

To become useful, self- and ether-
owareness myst be grounded in
eross-cultural knowledge.

Cultural knowledge,

in hure muct ba tranelatad inta
NN MUSst De WTansgies inig

cross-cultural skills to achieve
crosscultural sffectiveness.

Developing cultural agility starts with an open attitude,
which leads to self-awareness, other awareness,
knowledge and skills to apply this knowledge.

Leaders agile enough to diagnose team dynamics exhibit change agent behavior, Leaders
whe are unable or unwilling to use this change agent behavior can negatively impact the
organization in a number of ways: unconscious biases in grooming of individuals, unequal
and inequitable standards, lag in using diversity and inclusiveness to further client relations
and grow accounts and the inability to refain falent

Also important on the journey to cultural agility is a focus on micro-behaviors: small,
subtle, often unspoken and unconscious behaviors that communicate dispositions,
attitudes, biases, and sentiments. Body language, voice tone, and facial expressions
can impact positively or negatively, putting some team members ot o disadvantage and
others ot an odvantage.

Four key skills are fundamental to attaining cultural agility:

m  Cultural Du= Diligences the process of adequately assessing the possible
effects of culture in relationships,

B Style-Switching: the ability to use a broad and flexible behavioral repertoire
to accomplish one’s goals.

inclusive Leadership; Critical for o Competitive Advantage 4



” Innovation provides the
seeds for economic growth,
and for that innovation fo

happen depends as much

on collective difference as on

aggregote ability. If people
think alike then no matter
how smart they are, they
most likely will get stuck

at the same locally optimal
solutions. Finding new and
befter solutions, innovating,
requires thinking differently,
That's why diversity
powers innovation.”

{Dr. Scott Page, Professor of

Complex Systems, University
of Michigan at Ann Arbor]

Barfiry Culturad tnsights Series

Cultural Dialogue: the ability to illuminate cultural underpinnings of behavior
and performance, close cultural gaps and create cultural synergy through conversation.

Cultural Mentoring: the ability to advise, teach and coach individuals in one’s
sphere of influence to {a)] recognize the cultural underpinnings and consequences of
their behavior, (b} understand the cultural and behavioral requirements for true
inclusion, and {c) support change through inclusive behaviors, practices, and
approaches (including policies and systems].

Practical suggestions to get you started on your
journey to cultural agility

To become an inclusive leader

Check your assumptions and bigses. Cultivate o non-judgmental attitude towards

differences. Ask yourself: are your assumptions based on fact?

Assume paositive infent, Participate in meetings and discussions with a positive
attitude to build an inclusive environment.

Slow down your responses. Think and listen before you talk. Develop listening
skills that help build inclusive behavior,

Scan social dynamics and interaction patterns for exclusion behaviors.
Look of your team. Are some members more dominant while others are more passive
ond quiet? Work fo engage passive parficipants.

Treat everyone as your Number 1. Give everyone a voice. For example,
someone on a performance improvement plan should be treated with the same
respect and included in the same way as any other colleague.

Deepen self and other-awareness. Recognize your own behaviors, how it
impacts team members’ behaviors, and work foward becoming more inclusive.

Engage and motivate others in learning about differences and
experiences non-judgmentaily. Speak with peers and direct reports

about the importance of the journey to cultural agility. Talk about your own journey;
share it with others and engage colleagues in conversation about the importance
of inclusion.

Engage in consteugtive conversations to prevent, reveal and trunsform
pxclusionary patterns and behaviors, Go into meetings and discussions with
a win-win affitude,

Provide individual feedback and coaching to fransform exclusion
behuaviors, Be forthcoming and let someone know when their nonverbal or
verbal behaviors are exclusionary.

Maoda! inclusive bahaviors in your sphave of influence, Leaders lead
by example,

Inclusive Leadarship: Critical for o Compatitive Advantage
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About Berlitz Corporation

Berlitz Corporation is @ global leadership training and education company
headquartered in Princeton, U.5.A. and Tokyo, Japan, With a strong global
presence, Berlitz has more than 550 locations in over 70 countries. Founded
in 1878, Berlitz has long been established as the world’s premier provider of
language and crosscultural iraining services. Today Berlitz and TMC, a Berlitz
Company, offer o comprehensive portfolio that includes communications skills
development, global leadership fraining and scalable customized business
solutions enabling individuals and organizations to leverage diversity through
inclusive leadership, and work and lead successfully in today’s complex
global marketplace.

Berlitz programs can be delivered through facilitated sessions facetoface, five
online via the Berlitz Virtual Classroom®, or through web-based selftdirected or
blended options. Together with TMC, we offer web-based learning programs
and assessment tools. The Cultural Navigator™ delivers the most comprehensive
and fimely cultural business intelligence available through an oniine interface.
The Cultural Orientations Indicator (COVY}, a statisticolly valid assessment iool,
measures personal cultural preferences, The COI enables individuals to acquire
the awareness and knowledge necessary for building effective skills and
behavioral adaptations for multicultural management and business.

Berlitz also serves the consumer market and provides educational services
through study abroad programs and Berlitz Kids programs for children
and teens. For more information on Berlitz programs and services visit
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visit

About the Author

Malini Janakiraman, o certified TMC consultant,

has had 25 years of corporate experience in Accounting
and Human Resources and is fluent in three languages.
She was born and raised in Bangalore India and works
on a global basis; currently consulting in the field of
Diversity & Inclusion, Executive Coaching and Leadership
Development. Malini has an International MBA from
Thunderbird University.



44412017

I 5+l

Home About Dan McCarthy

Want to build a
performance
management

program?

Get started building a program
people won't hate

Download

PERFORMANCE
MANAGEMENT
GUIDEBOOK

T Y:’ f/‘h

*A FHALD A PROGRAM
PEOPLE WON'T HATE

% S

K

(3 >+ C)
$

HALOGEN

COFTANARF

Great Leadership
Sponsors:

Improve your workforce productivity using
Advance Systems Mitrefinch time and attendance
systams

Speaking and Consulting

Great Leadership: A Four-wheel-drive Diamond in the Rough Leadership Model
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The Great Leadership Ebcok Blogroll

Wednesday, September 7, 2011
A Four-wheel-drive Diamond in the Rough Leadershi
Model

One of the cool perks of making the switch to university-based executive education is that | get to
work with and learn from a lot of awesome business school professors. At the University of New
Hampshire’s Whittemore School of Business and Econormics, we often use our own faculty; however, |
do have the flexibility to partner with external instructors when appropriate.

The following guest post is from James Clawson, one of those external
instructors we partner with in a program we're doing for a global, Fortune
500 client called “Change Leadership”. See bio at end of post.

In fact, I’m thrilled to introduce a series of posts from Professor Clawson
on the topics of change, which has been kind of a recent theme on Great
Leadership.

I think you'll really love Jim’s stuff - he’s one of the preeminent thinkers in
the world when it comes to leadership and change, he’s insightful,
inspirational, and funny, his models and advice are practical and effective,
and he's an ali-around great person to work with.

A Four-wheel-drive Diamond in the Rough

Theories of leadership abound to the point of confusion. What practitioners want and need, in my
experience, is a practical framework that will allow them to influence in a variety of settings and
incorporate new insights and various theoretical perspectives easily. | offer such a framework below. |
call it a “four-wheel-drive” model because over the past three decades it has proven to be flexible,
adaptable, and easily fitted to a variety of professional and personal situations. It represents a mental
map of leadership that can traverse almost any kind of leadership terrain.
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