41412017

Attitude in Leadership

12

.
o

Search

Shares

YOU ARE AT

\ttitude in Leadership

ICHAEL Ot AUGUST Tu, 2015

ivie” 3 Sail weadacsip » Atitude n Leadership

(L]

SELF LEADERSHIP

:ing Life With The Right Mind

g of dhgieg fesning hal yoil Can <oreral i 4l any

Jplirs,

artiryle

By Arhsire oo e

Isagder

Eoagrhige e i

g

T ir e, 89 matied the ciogn

s ol At ae i e is sportaot, but mors s having iy

CES YOU ai'e TaCing

g to adiiet your aitride (s the firse step i seffjeadersinion you fead your (ame of racd

5 ean mprisoned by the Germans during

L 7The one thing you car't ake

voene G the way L chaoss 1o respond 19 WAt youy 4o 1o

Conflict Resolution

Manage conflict in the
workplace. Download a free
guidebook here!

NEL
I Eri e
dalscamesgie.com (3}
W amstance
DHrieng thig Sed g Whed Whst | ene Geervrdis djd apany thiings (o tey (o Brgak the will of vikead Srankl bur thay ool
Wil THsr b e gl uled desoroy b physical shage, Bue chay could never deseroy e resoline o Jeeticlie
el e e articudg Be kepl noldingg o boowas thot ong day he will walk oo of tpe camg angd than live 1o nell [ha
oy Phat e (Ol antiovidde wiarowtn kel b aliessowiligre achmes daspoir 2d ondd porisieal
il Franki TR T o Il o iy igonrand lessal (LR T CTATIT e Kalier eradioly DR Woairs you
1 A gy Bty 0l loweol G Bl Clcimmat agic i My iydy rak A ! g e chie
SO st
Marl ritleeld s Hie y b At SIS fo it andd 0% o b S For ) Py diciyt bave i
arn oy then bt Ol s LI Lo o it

http://www |eadershipgeeks.com/attitude-in-leadership/

Get this free Leadership Cheat Sheet!

LEADERSHIP
GEEKS

suf AT ANILY

LADEMSTCTIS Com

) IADN A4
T

ol

(1"

Allignce and Gers e Free Chear Sheet

joir the
5 Cammon Leadarship Mistakes (bnd How To
Avaid Themi)

Your ermal address

Erriait

Signup

1/4



4/42017 Attitude in Leadership
What is Attitude in Leadership?

SOl Pk A e Posiued a0y £noose 1 [ook at ife . deneral

Alge & e way von

zinaliy fook at the world arouad you 101s haw you ey

1§ YO wWarlciyiaw

12 ¥ Doesife suck, ard
Shares

s ife 0 mearingful

*

!

ghfen

LAY G

+ EVERY guestion. By thesa i

Y

¢ Besicias the gomuoleid worl e haye our atutides toward orher o 5 Ui e s (500 3 chore or 4

orabig hiatls tendl, rel

IS oy Or gain) Al o s Lase, Laagdersiipn

A0 o v e

s oand Les Baoale’

o D0 Yo visw Yok

LAre YING {0 USuro vou (¢ 1ak

eV RVIIE by dane?

i p0nl e e g

SOSARY Triatss

& (oW power sl Y it

W yois are 4 ead

Yot Ve d ool chiedss & pos

de towvard the geople you're leaging You have s choucs

[atiat

Bush away

AUITGOES £y TEWSTSL ABOUL DROEIE. PUL mIoUe MRan gur artirgo

g% BROPIE Ut

attibadas taward e will masies ail the @iffarsnce ay wel

iy 2ueh

HERUTH T

by, salg, s our alsrude gt e beginnis

else, will derermine (s sucasaul outcome

A leader e

s et of chatlenges v yous arganiiauor: an witernial strugyle ke 3 conficr gt

&

ek place o 30 extern st & sy bty of your organuzasn

I i itinnatelis your s

dirtar anes i b

L ful i fack

To Have Great Attitude in Leadership,
We Must:

16 huave v pretudy b

Jevshup, we must confiantly be swars of iha oy

woflysn

you are constuntly nfluanang ogopte, vou yourssl e congondly iniueneed Dy v SUrynannnes

300 ket Ve Griesuin WIGGE Com vour subsdundiies  What gng the bisoks you ¢

ocial madio ke Farehnok and Pwittar are gon 1 ally nny e cormglan, acciesa Ty blame ande ol
vy T yon st Tomg eoough an sooal e, o D SUrIsIYE Ual Yol DT e radganvae. ankiy and
I (1]
bRl By, 0 e i Mot i gl putsg 'y J | s sy watie S gunly Yo ol g
LAROE G By oy Yo G . | Iaa wb bl s Lrly
v it Gl the Fhini il ey SRR aped yooraiomactes T Koy fainushy sondd iar goneon e the
[RLRATH (L) MR vt Cloesaest poaple G yim FIy G L2 JLESE 1 SILA TR AR ST | iy SO ST TR T (TR LT TR )
L

hitp://iwww |eadershipgeeks.com/attitude-in-léadership/

| Leadership Movies

Leadership mowvies can teach you mucih more than
maost books can. This site provides you with the
several great leadership movies as well as a short
descriprion on how you can use them ts teach

leadersi
AHGUST (0 200 ke

| Leadership Icebreakers

Leadershipcati s

kars are o great way to start your
session i you are canducing a teadership workshop,
Craate a livelier atmosphe) & using 1cahreinkers

2/4



4/4/2017 Attitude in Leadership

Sofye cavafol aban svbai and whivyes oy sisund yalrsell these Gings snconsaonosly shaoe yaur so)ldvissy and Bearch Search

MEGAeS

Lealzeship Geers Lol w equip ol the aghe mutydes Iy constantly stanng key leader i ponciples and -
w5 That wall Rl you stape vous dinking snd e PrORIESIVE IN YoUr Brawth [ourmsy
The rightinfluancs birings the nght aritades and behavionrs, Stay with the aghn mfuance and youll hagin 1o see
yoirsell hecoming a nerter stronger anel moee affacrive leader whersvar you arel
Return from Attitude in Leadership to Inner Leadership
12
Sharas Return to Home Page
RE.
< PREVIOUS ARTICLE NEXT ARTICLE >
Assertiveness Skills: Tips on Speaking Your Authentic Leadership ~ Learn to Value Add
Mind
RELATED POSTS
MIARCH 23, 2017 20 MARCH 15, 2017 St FERBRUARY 8. 26+7 4
| Jack Ma Leadership Profile | Justin Trudeau Leadership | Michael Phelps Leadership
Profile Profile
LEAVE A REPLY
Vour Cormmerit
Your Marne
Your Bimal
fouc Website
3/4

http:/Awww.leadershipgeeks.com/attitude-in-leadership/



4412017

ABOUT

Aftitude In Leadership

RECENT POSTS

DOWNLOAD A FREE TEAM BUILDING EBOOK

The Leadershup Geeks website was created 1o give
you the leadership twols and resources to equip you
10 become a more capable leader Mo marter how
12 I you are, you can be better. To learn mare about
Shares (ici here,

yright ® 2017 Leadership Geeks. All Rights Reserved

http://www.leader shipgeeks.com/attitude-in-leadership/

MARCH 29, 2017 0

Jack Ma Leadership Profile

MARCH 15, 2017 21

Justin Trudesu Leadership Profile

FEBRUARY 8, 2017 %0
Michael Phelps Leadership Profile

About - Contact

4/4



9" )
N asde

The Center for Association Leadership

Home Resources 8 Common Leadership Styles

8 Common Leadership Styles

By: Rhea Blanken, FASAE

If you're leading well, you won't have just one leadership style. You'll
mix and match to engage your team and meet your goals. Look over
these eight style types to see what you're doing right—and what you
might be missing.

There is a time and place for all leadership styles. No style is good or bad. It's how leaders use them
that determines success or failure.

Take the case of New York Giants Head Coach Tom Coughlin. Today Coughlin is a two-time Super Bow!
winner. But early in his tenure, it was unclear whether he would remain as a head coach. Team
members were turned off by his rigid management style. He imposed many rules to infuse discipline. He
fined players if they were not in their seats at team meetings five minutes before the start time. Morale
was terrible. There was no playfulness in playing.

Something had to change. The team's general manager and the head coach had a heart-to-heart.

Coughlin not only survived but became an extraordinary head coach. His willingness to dramatically
alter his thinking and behavior transformed his relationship with his players. He became more concerned
about their lives as well as their performance on the field. He demonstrated his accountability for their
development. He created a players' council to improve communication between the coaching staff and
the men in the locker room.

While reinventing himself as a leader, Coughlin showed perseverance and persistence and never lost
sight of his goal: winning the Super Bowl. He surrounded himself with people who shared his values but
did not necessarily act in the same ways. The result: His team now consistently dominates its division.



Coughlin's example confirms an essential truth: Leadership and management styles are not fixed in
place, permanently attached to an individual's personality. While most leaders develop a dominant
leadership style, the best learn to adopt elements of other styles when needed to achieve their goals. In
the parlance of the eigﬂt management styles described on the following pages, Coughlin falls squarely
in the command-and-control category, but he adapted key attributes of the situational, transformational,
and innovative styles. And it worked.

A Winning Formula

There is no such thing as a born leader. Leadership is an acquired attribute that begins early in school
and on the playground. Some children develop take-charge attitudes, some make friends fast, while
others are happy just to make the team. As time goes on, education, jobs, and life experiences shape a
leader's philosophy and psychology. How best to get the job done and work with others? How to set
goals and objectives and manage their results? The answers to these questions become a leader's
winning formula for success.

But over time, a leader may find that her winning formula is not producing the results it used to. New
challenges require new leadership skills, behaviors, and ways of communicating. It's time for her to
unlearn her familiar leadership approach, recognize her limitations, and adapt her leadership style to
become the leader she needs to be.

Louis R. Mobley, the director of IBM's executive school in the 1950s and 1960s, first alerted executives
to the need to "wake up" to the comfortable parameters they worked in so they could better "feel" their
leadership potential. His lessons still apply today.

Mobley taught that leadership is based in experience and habit, not intellect, noting that success comes
20 percent from knowledge and 80 percent from behavior. For Mobley, waking up to leadership meant
being responsible for one's impact on others. He pushed for a "radical revolution in consciousness,"
believing that great leaders don't know different things from everyone else, but they think in utterly
different ways. Leadership lives in how we think, not what we think.

Consider the eight leadership styles outlined here and the real-world leaders who exemplify them. If you
are aware of these different ways of leading, you can adapt your style to manage circumstances and
advance your intended goals. How do you decide which styles to employ? Read, reflect, and go

experiment.

1. Charismatic

THE ICON: OPRAH WINFREY



Known all over the word by her first name alone, picks a book to read and makes it a bestseller
overnight, runs her own television network, and has more than 14 million Twitter followers. Her word can

move the stock market and social issues for the better.

BEHAVIORS

» Influences others through power of personality

* Acts energetically, motivating others to move forward
» Inspires passion

e« May seem tobelieve more in self than in the team

WHEN TO USEIT

» To spur others to action
« To expand an organization's position in the marketplace
e To raise team morale

IMPACT ON OTHERS

« Can create risk that a project or group will flounder if leader leaves
» Leader's feeling of invincibility can ruin a team by taking on too much risk
e« Team success seen as directly connected to the leader's presence

2. Innovative

THE ICON: RICHARD BRANSON

Launched his first business at 16, founder of Virgin Group, comprising more than 400 companies in
fields ranging from music to space tourism. He recently described his philosophy to /nc. magazine:

“Dream big by setting yourself seemingly impossible challenges. You then have to catch up with them.

BEHAVIORS

e Grasps the entire situation and goes beyond the usual course of action

» Can see what is not working and brings new thinking and action into play
WHEN TO USE IT

= To break open entrenched, intractable issues
e To create a work climate for others to apply innovative thinking to solve problems, develop new
products and services

IMPACT ON OTHERS

¢ Risk taking is increased for all

e Failures don't impede progress

« Team gains job satisfaction and enjoyment

» Atmosphere of respect for others' ideas is present

Leadership in Action



"My best leadership moments have all occurred when I realized | did not have to lead anymore. Leadership is not always about being
in front. Sometimes, it is about being comfortable enough in your skin to lead from the rear and let others shine."—Velma Hart, FASAE,

CAE, chief financial officer, Thurgood Marshall College Fund

"The best leadership moments are the ones that | don't know about. They happen when someone on the staff or volunteer team makes
the right decision that solves a problem, or delights a member, or inspires an idea, or advances our mission. The ultimate measure ofa

leader is what happens in your absence."—Gary A. LaBranche, FASAE, CAE, president and CEQ, Association for Corporate Growth

"What comes naturally to me is the desire to connectideas, experiences, stories, efforts, and peopie. Sharing relevantinformation at
opportune times in ways that enhance outcomes is energizing. Communication skills, timing, including all stakeholders, and ego-free

interactions are keys to successful leadership."—Susan Gorin, CAE, executive director, National Association of School Psychologists

3. Command and Control
THE ICON: TOM COUGHLIN

Controversial head coach of the New York Giants, a stern taskmaster and disciplinarian who learned to
adapt his leadership style to improve his relationships with his team but never lost sight of his goal:
winning Super Bowls.

BEHAVIORS

e Follows the rules and expects others to do the same

WHEN TO USEIT

« [n situations of real urgency with no time for discussion

e When safety is at stake

 In critical situations involving financial, legal, or HR issues
¢ In meeting inflexible deadlines

¢ Demands immediate compliance

e Engages in top-down interactions

¢ |s the sole decision maker

IMPACT ON OTHERS
« If used too much, feels restrictive and limits others' ability to develop their own leadership skills
« Others have little chance to debrief what was learned before next encounter with leader

4. Laissez-Faire

THE ICON: DONNA KARAN

Founder of DKNY, built an international fashion empire based on wide appeal to both women and men.
Although she has spent less time creating her own designs since 2002, her vision lives on in the work of
other designers, inspired by her leadership.



BEHAVIORS

« Knows what is happening but not directly involved in it
» Trusts others to keep their word
* Monitors performance, gives feedback regularly

WHEN TO USE IT

» When the team is working in multiple locations or remotely
« When a project, under multiple leaders, must come together by a specific date
» To get quick results from a highly cohesive team

IMPACT ON OTHERS
o Effective when team is skilled, experienced, and self-directed in use of time and resources
o Autonomy of team members leads to high job satisfaction and increased productivity

5. Pace Setter

THE ICON: JEFF BEZOS

Founder of Amazon, set the pace for the boom in e-commerce by creating a transactional interface that
every other online merchant copied—the same people who are now following him to the cloud.

BEHAVIORS
« Sets high performance standards for self and the group
» Epitomizes the behavior sought from others

WHEN TO USEIT

¢ When staff are self-motivated and highly skilled, able to embrace new projects and move with
speed
e When action is key and results are critical

IMPACT ON OTHERS

« Cannot be sustained too long, as staff may "burn out" from demanding pace
¢ Results delivered at a speed staff can't always keep up with

6. Servant

THE ICON: HERB KELLEHER

Cofounder and former CEO of Southwest Airlines, famously said "the business of business is people
and created a company culture that reflects that philosophy. He once took an interior office with no
windows rather than encourage the traditional view of an office as a status symbol.

BEHAVIORS

» Puts service to others before self-interest
¢ Includes the whole team in decision making
» Provides tools to get the job done



» Stays out of limelight, lets team accept credit for results

WHEN TOVUSE IT

* When leader is elected to a team, organization, committee, or community
* When anyone, at any level of the group, meets the needs of the team

IMPACT ON OTHERS
» Organizations with these leaders often seen on "best places to work" list
» Can create a positive culture and lead to high morale
« lll-suited if situation calls for quick decisions or meeting tight deadlines
7.Situational
THE ICON: PAT SUMMITT

Former head coach of the University of Tennessee women's basketball team, holds the record as the all-
time winningest coach in NCAA history. Even as new players joined her team each year, she maintained
a winning record (more than 1,000 victories and eight national championships over 38 years) by
adapting her coaching to her young players' skills and needs.

BEHAVIORS

« Links behavior with group's readiness
« Includes being directing and supportive, while empowering and coaching

WHEN TO USE IT

e Where ongoing procedures need refinement, reinvention, or retirement

IMPACT ON OTHERS
e Can be confusing if behavior changes unpredictably and too often
« Can reduce uncertainty as leader adapts behavior appropriately
8. Transformational
THE ICONS: BEN COHEN AND JERRY GREENFIELD

Turned a $12,000 investment and a correspondence course on ice cream making into a beloved
international treat. They adopted a radical business philosophy dedicated to social responsibility and
created a business model that allowed members of their customer community to become stockholders.

BEHAVIORS

o Expects team to transform even when it's uncomfortable
e Counts on everyone giving their best
» Serves as a role model for all involved

WHEN TO USEIT

« To encourage the group to pursue innovative and creative ideas and actions



» To motivate the group by strengthening team optimism, enthusiasm, and commitment

IMPACT ON OTHERS

» Can lead to high productivity and engagement from all team members
* Team needs detailed-oriented people to ensure scheduled work is done

Rhea Blanken, FASAE, is president of Results Technology, Inc., in Bethesda, Maryland. Email:
rheaz@resultstech.com (mailto:rheaz@resultstech.com)
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Aspiring young executives dream of climbing the ladder in

order to gain more authority. Then they can make things
happen and create the change that they believe in. Senior
executives, on the other hand, are often frustrated by how

little power they actually have.

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 alse want what you want or any change is bound
4 | to be short lived.

That’s why change management efforts commonly fail. All too often, they are designed to
carry out initiatives that come from the top. When vou get right down to it, that's really the

just same thing as telling people to do what you want, albeit in slightly more artful way. To
make change really happen, it doesn’t need to be managed, but empowered.

[+ i !I
In the 1850's, [gnaz Semmelweis was the head physician at the obstetric ward of a small
hospital in Pest, Hungary. Having done extensive research into how sanitary conditions

could limit infections, he instituted a strict regime of handwashing and virtually eliminated
the childbed fever that was endemic at the time.

In 2005, John Antioco was the eminently snccessful CEO of Blocihuster, the 800-pound
gorilla of the video rental industry. Yet, despite the firm’s dominance, he saw a mortal threat
coming in the form of streaming video and nimble new competitors like Netflix. He initiated

an ageressive program to cancel late fees and invest in an online platform.

Things ended poorly tor both men. Semmelweis, was castigated by the medical community
and died in an insane asylum, ironically of an infection he contracted while under medical
care. Antioco was tired by his company’s board and his successor reversed his reforms.

Blockbuster filed for bankruptey in 2010,

While today the insights of Semmelwels and Antioco seem obvious, they did not at the time.
In the former case, it was believed that illness was caused by an imbalance of humours and in
the latter. the theeat of online video seemed too distant to justify forsaling profits. Even

given their positions of authority, neither was able to overcome the majority view,

Majorities Don't Just Rule, They Influence

http://iwww.digitaltonto.com/2014/to-create-real-change-leadership-is-more-important-than-authority/
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We tend to gverestimate the power of influence. It always seems that it we had a little bit
more authority or were able to make our case more forcefully, we could drive our ideas
forward. Yet Semmelweis and Antioco had not only authority, but also the facts on their side

and were willing to risk their careers. They failed nonetheless.

In the 1950, the eminent psychologist Selomon Asch performed a series of famous
experiments that help explain why. He showed the chart below to a group of people and
asked which line on the right matched the line on the left.

Tt seems like a fairly simple task and it should be, but Asch, renowned for his ingenuity,
added a twist. All of the people in the room, except one, were instructed to give wrong
answer. By the time he got to the last person who was the true subject, most who

participated conformed to the majority view, even though it was obviously wrong.

While we like to think of ourselves as independent and free-thinking, the truth is that we are
greatly affected by the views of thoge around us If you are in an office where people watch
silly cat videos, you'll find yourself doing the same and laughing along. Yet often you'll find
that they're not nearly as funny when you watch them in different company.

The truth is that majorities don’t just rule, they also influence, even if the majority is
extremely localized and contextual.

How Change Really Happens

Conformity is never absolute. Even in Asch’s experiments, there were some who held out
much like Semmelweis and Antioco. We all have our points of conviction on which we are
unlikely to be swayed, other areas in which we need more convincing and still others that we

really don’t care enough about to form mueh of an opinion at all.

That, essentially is what the threshold model of collective behavior predicts. {deas take hold

in small local majorities, Many stop there and never go any further, but some saturate those
local clusters and move on to more reluctant groups through wealk ties. Eventually, a

cascading effect ensues,

http:/Awww.digitaltonto.com/2014/ta-create-real-change-leader ship-is-more-important-than-authority/
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The best known example of the threshold model at work is the diffusion of innovations
model developed by Everett Rogers that is shown above. A small group of innovators gets
hold of an idea and indoctrinates a somewhat more reluctant group of early adopters to form
local majorities.

Before long, the more reticent denizens of those clusters soon find themselves outnumbered
and begin to conform, just as in Asch’s study. The new converts find themselves passing the

idea on to other social groups they belong to and the process continues until the idea has
grown far beyond its original niche,

When this happens, a cascade can form and even the laggards join in. Those who raised their
eyebrows and smirked at the very first cat video are finding themselves showing it to their
aunt at a wedding. Intuitively noting that it is aiready a crowd favorite, she laughs
approvingly.

weri L i
We can now see the failure of Semmelweis and Antioco for what it is. Rather than seeking to
lead a passionate band of willing innovators and build a movement, they sought the authority
to create wholesale change by forcing the undoctrinated against their will, Instead of
painstakingly building local majorities, they attempted to compel entive populations.

Control is an illusion and always has been an illusion. Tt is a Hobbesian paradox that we
cannot enforce change unless change has already occwired. The Junatics always run the
asylum, the best we can do as leaders is empower them to run it right.

And that's why change always requires leadership rather than authority. Respectable people
always prefer incumbency to disruption. Only misfits are threatened by the status quo. 8o if
you want to create veal change, it is not power and influence that you need, but those who
seek to overthrow it.

- Greg

Note: An earlier version of this post appeared in Harvard Business Review
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Frank Traylor rermatiii
June 1, 2014

Great post. Love " the lunaties always run the asylum”

[Reply]
¢

Greg Reply:

June tst, 2014 at 2;05 pm
That's great to hear! I've been aceused:-)
- Greg
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