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PROLOGUE

Another Leadership Book?

People need to be reminded
more often than they need to be instructed.

SAMUEL JOHNSON

THESE ARE NOT THE BEST OF TIMES FOR LEADERS IN
corporate America.

I'write this at a time when CEO has become a four-letter
word in many circles. We are in the midst of corporate scan-
dals involving the likes of Adelphia, Arthur Andersen,
Enron, Global Crossing, Tyco, and WorldCom. Just today I
read a USA Today/CNN/Gallup Poll stating that seven in
ten Americans say they distrust CEOs of large corpora-
tions. Fully eight in ten believe top executives of large com-
panies will take “improper actions” to help themselves at
the expense of their companies. Credibility for business
leaders may well be at an all-time low.

These corporate scandals leave me feeling ambivalent.
On the one hand, I am pleased that corporate crooks are

getting what they have coming and that the system is, at
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least in part, working. On the other hand, 1 feel sad for the
many, many good, hardworking, and honest CEOs who are
being painted with the same broad brush. Indeed, I have
met far more honest CEOs than dishonest ones. As one
pundit put it, saying all CEOs are crooks is like saying all
priests are pedophiles.

WHERE ARE ALL THE LEADERS?

As an avid student and educator on the topic of leadership
and specifically servant leadership, I often wonder if there
is anything left to be said on the topic.

A search on Amazon.com reveals more than 280,000
titles on leadership and management! Tens of thousands of
pages are written about leadership in magazines and jour-
nals each year.

Three-quarters of American corporations send people
off to leadership classes each year and spend an estimated
$15 billion on training and consulting for those on their lead-
ership teams. Yet more than 9o percent of the leadership
training and development courses organizations are spend-
ing billions on each year are a waste of time and money. Yes,
the managers will receive information about leadership; they
will probably leave the training feeling excited, warm, and
fuzzy; yet less than 1o percent will actually change their
behavior as a result of the training,

We have roughly 2.5 million graduated M.B.A.’s in Amer-
ica today, and we will graduate another 110,000 M.B.A.’s this
year. Sadly, I have observed many hotshot M.B.A.’s entering

vy
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organizations fresh off our nation’s best campuses trying to
impress everyone with how much they know, seemingly obliv-
ious to the simple truth that people do not care what you
know until they know that you care. I have met far too many
M.B.A.’s who are fit to manage but unfit to lead.

Recent studies conducted by the Gallup organization
show that better than two-thirds of people who leave their
jobs resign because of an ineffective or incompetent man-
ager. Put another way, the significant majority of people
who leave their organization do not quit their company,
they quit their boss.

So we arrive at a major disconnect.

With this abundance of resources directed toward devel-
oping better leaders, one could easily assume that great lead-
ers, or at least good ones, would abound. Yet where are they? [
worry that if the proverbial visitor from Mars ever arrives and
demands, “Take me to your leader!” we won't have a clue
where to take him (it).

It is obvious to me and to many others that something
is missing,.

Something very big.

YEARNING FOR MORE
In the six years since my first book, The Servant, an allegory
about servant leadership, was published, I have been con-
tacted what seems like countless times by people searching
for ways to implement the values and principles of servant
leadership in their organizations and/or personal lives. Many
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in leadership positions do not appear in need of any more
convincing that servant leadership is the right way to lead
and live, because the principles of servant leadership are self-
evident. What many are seeking is a plan, a guidebook, or a
map on how to implement the principles into their lives.
They are saying, “Show me how! Tell me what I must do.”

There are many in leadership positions yearning to be
the leaders they know their people need and deserve. Many
long to be better parents, coaches, spouses, teachers, pas-
tors, or managers. Many in leadership positions genuinely
desire alignment between their beliefs and good intentions
and their actual behavior and performance.

From firsthand experience, I know there are many
thousands inleadership positions who know they are failing
their people and desperately desire help in developing
effective leadership skills. Many have long ago recognized
that the old ways of leading through command-and-control
and barking orders are largely ineffective when working
with a diverse workforce of 78 million baby boomers, so
million Generation Xers, and 8o million Generation Yers,
the vast majority of whom do not trust “power people.”

In addition to these yearnings, there is an inward search-
ing going on around the world, as evidenced by phenomena
such as the Million Man March, Mel Gibson’s movie The
Fassion, twelve-step programs, and Promise Keepers, to name
just a few. Even Business Week magazine recently devoted its
cover to a story titled “Spirituality in the Workplace.” The

events of September 11, 2001, have made words like charac-
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ter; prayer, God, and leadership fashionable once again. I have
also found in my seminars leaders looking for ways to inte-
grate their spiritual beliefs into practical application at
work and in their personal lives. The success of The Servant
has also convinced me of that fact.

Again, it is obvious to me that people need something
more,

That is why I wrate this book.

THE GOOD NEWS
The good news is that the timeless principles of servant
leadership meet the tough challenges facing those in leader-
ship positions today.

The good news is that we have the “technology” of how
to become a servant leader not only in “head knowledge”
but in behavior and actions as well.

The good news is that the skills of servant leadership
can be learned and applied by most people who have the
will and intent to change, grow, and improve.

The good news is that organizations around the world
are changing their attitudes toward leadership, people, and
relationships. Relational and values-based leadership has
been written and talked about for decades, with great authors
defining it in different ways and calling it different things.
In the end, most of these folks have been talking about the
same things. And that is the simple truth that leadership
and life are about peaple and relationships. Consequently,

servant leadership is emerging on a grand scale in many
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parts of the world. The evidence of this is that many of the
most admired and successful organizations on the planet
are now practicing the disciplines of servant leadership.

Fortune magazine is famous for its “lists,” the most
famous of which is the Fortune 500, in which Ametican com-
panies are rank-ordered by revenue. Fortune also compiles
two other popular lists annually: the “100 Best Companies
to Work For” and “America’s Most Admired Companies.”

In Fortune’s recent installment of the “r00 Best Compa-
nies to Work For,” more than one-third, thirty-five-plus
organizations, are involved in the servant-leadership move-
ment and/or specifically identify servant leadership as a core
operating principle. Four of the top five on the list specifi-
cally practice servant leadership: the Container Store, Syn-
ovus Financial, TDIndustries, and Southwest Airlines.

The latest “America’s Most Admired Companies” list
reveals ten organizations practicing servant leadership,
including well-known organizations such as Federal Express,
Marriott International, Medtronic, Pella, Herman Miller,
ServiceMaster, and Nestié¢ USA. In fact, two of the top ten
“admired companies” practice servant leadership, including
the planet’s largest business organization, Wal-Mart, with
more than $250 billion in annual sales and more than 1.4
million employees, and Southwest Airlines, one of the most

successful airlines in the world.

PROLOGUE: ANOTHER LEADERSHIP BOOK? 19

NOW FOR THE BAD NEWS
Are you ready?

You will not become a better leader by reading this book! If
you are still reading these lines after that statement, thanks
for hanging in there a little longer.

Please understand that nobody ever became a better
leader by reading a book, listening to an audiotape, watch-
ing a training video, or attending yet another class on lead-
ership. You can certainly learn about leadership by doing
those things, but you will never become a better leader by
simply doing those things.

Becoming a skilled leader is analogous to becoming 2
skilled doctor, chef, lawyer, pianist, or golfer. You may gain
information and insight into a subject by reading a book or
sitting in a class, but application and practice is #he key. No
one ever learned to swim by reading a book.

Developing the skills of servant leadership is difficult
work and comes with a price. Becoming a servant leader
requires a great deal of motivation, feedback, and extended
practice, as does any worthwhile discipline. Becoming a
better leader is not something that is grasped intellectually,
like learning algebra or how to read a balance sheet. We
become leaders by applying our learning, knowledge, feed-
back, and experience to our everyday lives.

To become a better leader, one must be willing and moti-
vated to change and grow. To develop leadership skills, one

must be motivated to seck out and receive sometimes painful
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feedback from others so one can see oneself more clearly To
become a more skillful leader, one must be willing to go down
* deep to explore old scripts, habits, and behaviors that need to
be identified and changed. To become a more effective leader,
one must be motivated to break old habits and begin learning
new ones. There are few things more difficult in life than
breaking deep-seated habits, which is why few benefit from
simply taking a class or workshop on leadership.

Most people believe that smoking can kill you over
time. But that head knowledge alone has done little to dis-
suade the 25 percent of the population still smoking in this
country. In fact, a couple of thousand people will die today,
many with a cigarette still hanging in their mouth, who
£now smoking kills.

More, much more, than intellectual agreement about a
certain proposition like “smoking kills” or “servant leader-
ship is the right thing to do” is needed.

GOALS FOR THIS BOOK
My goals for this book are twofold.

My first goal is to articulate the principles of servant
leadership as I have come to know and understand them in
a simple, concise, and straightforward manner.

My second goal is to provide a guidebook and a map
along with a simple process people can use to implement
the principles of servant leadership into their lives and/or
organization.
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Goal #1—Clearly Defining Servant Leadership
Some may question the value of this goal, wondering if it
has already been accomplished by other authors or even by
my first book. In fact, what I hear most often about The Ser-
wvant is gratitude for making a somewhat difficult topic to
articulate easier to grasp.

Yet 1 feel compelled to redefine and rearticulate the
principles of servant leadership for several reasons.

First, I am convinced that more information is needed
on the powerful and timeless principles of servant leader-
ship. Though the principles are centuries old, relatively few
resources are available on the topic. A search on Amazon
.com reveals a mere twenty-eight titles on servant leadership,
with only a dozen or so still in print. Of those in print, the
majority are directed primarily toward religious audiences.

Second, we need to be continually reminded about the
basics and about doing the right thing. Think of the million-
dollar athletes in spring training going over the basic funda-
mentals again and again. T am immersed in the world of
servant leadership on an almost daily basis, yet I often find I
am preaching to myself when I speak or write. I know from
personal experience that we cannot hear these principles
enough. I have not arrived in my development as a leader,
parent, coach, or husband. I am certainly not where I want

to be, but I am further along than I used to be. We need to
hear the principles again and again and again; we really do
need to be reminded more than we need to be instructed.
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Third, The Servant was written seven years prior to this

book being released. During that time, I have continued to

" be immersed in the field of servant leadership and have
gleaned new insights and experiences that I am anxious to
share with my readers.

Finally, writing an allegory like The Servant put certain
constraints on how well I could express a concept or make a
point and still leave the story readable and enjoyable. In this
“business book” format, I have much more freedom in the
way [ can go about articulating these timeless principles.

If you do not desire further education on the principles
of servant leadership, I would suggest you skip chapters 1
through 5 and get right into the application portion of the
book, beginning in chapter 6 and continuing to the end.

Goal #2—Praviding a Map for Implementation
Education in leadership principles without application is
rather useless, so I intend to move from discussing servant
leadership to discussing the practical application of its
principles.

[ often ask participants in my leadership seminars to
raise their hands if they believe in continuous improve-
ment. Virtually everyone will dutifully raise their hands in
response to this question. In my hometown of Detroit, I
have even had business groups sing me their organization’s
jingle about continuous improvement! I mean, everyone

believes in continuous improvement these days, don’t they?
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I then ask how many of them believe that continuous
improvement applies to them personally. Predictably, the
hands will again rise.

Finally, T pose the tough question: “By definition, can
you impraove if you do not change?”

The audience usually looks blankly at me for a few
moments before slowly shaking their heads. At this point, I
will remind them of the definition of insanity: “continuing to
do what you've always done and hoping for different results.”

I conclude by saying, “If you all believe in continuous
improvement, then each of you must, by definition, be
ready and willing to change, correct?”

Of course, they will lie and say, “Yes!” in unison.

Like the weather, change is effortless to talk about, but
doing something about it is another matter. Change is diffi-
cult and requires effort as we move from the familiar and

comfortable to the unfamiliar and uncomfortable.

In this book, one of the primary themes is that leader-
ship development and character development are one. Building
character requires change and is therefore much easier said
than done. The work and even the pain of changing the per-
son we are, breaking old habits, and becoming someone dif-
ferent than we are today is no easy task. Let me say it again:
Leadership development and character development are
one. More about that later.

In this book, I will provide an uncomplicated, straight-

forward, three-step change process that | have seen
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successfully employed by literally thousands of leaders to
effect change in their lives and organizations.

ARE YOU SURE YOU’RE READY FOR THIS?

Before you venture any further into this work, I strongly
suggest you search the depths of your being to answer three
crucial questions: ‘

1. Are you truly committed to personal continuous
improvement and being a more effective leader? If your
answer is yes, then you must understand and agree that per-
sonal change will be required in order to accomplish this.

2. Canyour ego handle receiving feedback, even emo-
tionally painful feedback, from others, including subordi-
nates, to better determine the gaps between where you are
now as a leader versus where you need to be as a leader?

3. Are you willing to do the necessary work, take the
necessary risks, and suffer the necessary pain in order to
close the gaps between where you currently are as a leader
and where you need to be as a leader?

If your answer to any of these questions is no, there is prob-
ably no point in reading another page in this book.

If your answer to these questions is a committed yes,
then this book contains some of the most significant and life-

changing information you may have read in a very long time.

CHAPTER ONE

On Leadership

There are no weak platoons —
only weak leaders.

GENERAL WILL1AM CREECH

TWENTY-FIVE YEARS AGO, I BEGAN MY CAREER WORKING
in the field of labor and employee relations. My territory
was the same area where 1 was born and raised: Detroit,
also known as the Motor City, the home of the American
labor movement and arguably one of the toughest labor
areas in the United States.

In my late twenties, I left a private company after serv-
ing as personnel director (that’s what they called them back
then) and became an independent labor-relations consultant
working with organizations experiencing labor problems.
The typical “employee problems” were union organizing
drives, strikes, violence, sabotage, low morale, low commit-
ment, high absenteeism, and excessive turnover.

As a relatively young business consultant, 1 felt intimi-

dated upon entering potential client organizations. I would

15
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often find myself sitting nervously across from powerful

. CEQOs, invariably men, sitting arrogantly behind an expen-
sive mahogany desk, dressed to the max, and sometimes
even puffing on the proverbial cigar.

They would usually begin by saying something like
“We've got some pretty serious problems here, son.”

Eager to please my potential élients, I would politely
nod my head in agreement as I peered out their windows at
the violence and the fires burning down below:

“Yes, sir,” I would reply; trying to sound confident and
self-assured, “We do seem to have some problems here. I
think we should begin by . . .”

As if not hearing a word I said, they would interrupt
with “Let me tell you what we need to do here, son” and
then proceed to tell me what “the problem was,” followed
by, of course, the solution to the problem. These egomani-
acs always had everything figured out. It made me wonder

why they even called me in.

“Our problem is that troublemaker named Chucky out
there driving the forklift, the bigmouth handing out the
union cards. Once we shut him up, our problems will be
solved, everyone will be happy here, and we will be back to
business as usual!” Chucky on the forklift, or Norma Jean in
the warehouse, or Bill in customer service. I discovered
over the years that everyone seemed to have a “Chucky on
the forklift” who needed to be “fixed,” and all of our prob-
lems would be solved.
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And I used tobelieve it! I would think, “No wonder you're
the CEO and making the big bucks. What abrilliant idea!”

So T spent several seasons running around organiza-
tions trying to silence the Chuckys of the world. I even
have some scars to prove it.

Over time, I came to the surprising conclusion that
Chucky was not the problem. In fact, Chucky was usually
the only person in the place telling the truth! It even got to
the point that when I entered a dysfunctional organization,
1 asked specifically to speak to Chucky so I could figure out
what the heck was really going on! I sure wasn't going to
find out in the front office. They were generally clucless
up there.

Over time, I became convinced that 9.5 times out of 10
when I entered a dysfunctional organization, first day, first
interview; talking to the big dog in the big chair, I was
speaking directly to the problem.

In order to face myself in the mirror each morning, 1
felt compelled to tell the leader that he was paying me well
to address the symptoms but not the problem. So I would con-
duct a dog-and-pony show over a couple of weeks to earn
the right to tell the leader that he was the problem. As you
can probably surmise, a few assignments were cut short fol-
lowing those conversations.

My wife is a psychologist who has also dealt with orga-
nizations for many years, namely marriages and families.

Any time two or more people are gathered together for a
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purpose, an organization exists and there is an opportunity
for leadership.

" In her practice, parents often bring in their children
pleading, “You've got to fix these kids! These kids are acting
out terribly*”

Early in her career as a “neophyte shrink,” Denise
would accept the assessment of the parents and begin “fix-
ing the kids” while the parents went off to dinner. In short
ordet, she came to the same conclusion I had— namely, that
the problem invariably resides in the leadership team, not
in the expressed symptoms being acted out in the organiza-
tion. Now the kids go off to the playroom while she goes to
work on the parents.

There is another phenomenon that occurs in our re-
spective businesses. We both tend to work with the extremes
of very dysfunctional organizations and very healthy orga-
nizations —organizations or individuals with such severe
symptoms that they must reach out for help and organiza-
tions or individuals that are “doing quite well, thank you”
but want an even better edge as they strive for continuous
improvement and being the best they can be.

We have observed a similarity between healthy orga-
nizations and unhealthy organizations, healthy marriages
and unhealthy marriages, healthy churches and unhealthy
churches, healthy families and dysfunctional families. And
the similarity revolves around leadership. We have found
the single greatest predictor of organizational health or
dysfunction to be leadership or lack thereof,
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About fifteen years ago, I made a decision to stop try-
ing to fix the symptoms and begin focusing on the root of
the problem. I have been teaching the principles of servant
leadership ever since.

“Everything rises and falls on Jeadership.”

“It all starts at the top.”

“No weak platoons, only weak leaders.”

Could there actually be something to these old clichés?

LEADERSHIP IN OUR INSTITUTIONS
In my travels in the corporate world, I am troubled whe'n I
observe far too many “managers” concerned about doing
things the right way and looking good for their boss rather
than striving to do the right thing for the people they lead.

I look at our great nation’s capital and see many of our
elected politicians analyzing polling data and making politi-
cal calculations based upon what people want rather than
providing leadership and seeking to give their constituents
what they need. Mercifully, there is evidence this may be
changing in a post-September 11 world. As President Harry
S. Truman put it, “How far would Moses have gone if he had
taken a poll in Egypt?”

1 observe far too many parents attempting to be “best
buddy” to their children by running around trying to gratify
their never-ending wants rather than providing the leader-
ship they need. Leadership that provides boundaries, love,
feedback, and discipline that children so desperately need to
be the best they can be. I see parents mote concerned with
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spoiling and lavishing upon their children the material things

_ they themselves did not receive growing up while failing to
provide them with the important things they did receive
from their parents.

I encounter far too many professionals in our educa-
tional institutions who see their roles primarily as impart-
ing book knowledge to a “bunch of kids” they don't really
care much for. They are more interested in rushing to get
everything “covered” before the semester ends rather than
seeing themselves in leadership roles with the responsibil-
ity of serving their students and assisting them in develop-
ing their character, so necessary in order to live a successful
life. Theodore Roosevelt said it best: “To educate a person
in mind but not in morals is to educate 2 menace to society”
We must never forget that the horrors of Nazi Germany
arose from the educated and refined land of Nietzsche,
Beethoven, Einstein, and Mercedes-Benz.

Tobserve coaches intent upon winning at all costs rather
than mentoring and leading our young people in their char-
acter development, utilizing the great metaphors athletics
can provide,

I know leaders in churches and synagogues who appear
more concerned with the weekly head count and budget con-
siderations than in providing the leadership their congrega-
tions need most. I observe religious leaders more intent on
saying the things people want to hear rather than having the
moral courage to say the things they need to hear for fear of
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upsetting them, resulting in their withholding contribu-
tions and/or support.

In short, I observe far too many in leadership positions
failing to do the right thing for those they lead. Too t.)ften,
leaders are taking the path of least resistance and trying to
“avoid the hassle.”

This widespread lack of leadership is a failure of charac-
ter, which is why leadership has everything to do with char-
acter. Character is about doing the right thing. Leadership is

about doing the right thing, It has even been suggested that

managers do things right while leaders do the right thing.
The good news is that we can all choose to do some-

thing about our character. In fact, we can choose to grow
our character until leadership and doing the right thing be-

come second nature.

LEADERSHIP DEFINED

In The Servant, I defined leadership as:

The skill of influencing people to enthusiastically

work toward goals identified as being for the common

good.

Over the past several years, I have modified this definition
somewhat as my knowledge and experience in leadership

has been evolving,
Today, I define leadership as:
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The skills of influencing people to enthusiastically
work toward goals identified as being for the common

good, with characzer that inspires confidence.

The operative words in this definition are skif, influencing,
and character; which will be explored later.

But before we go there, let’s explore what leadership
is 7102,

LEADERSHIP 1S NOT MANAGEMENT
When conducting leadership seminars, I often begin by say-
ing, “I am going to level the playing field right from the start
this morning. My basic assumption will be that you are all
excellent managers, have solid technical abilities, and are
skilled at accomplishing tasks. I will give each ofyou anA-plus
in management skills right out of the chute this morning,

“In fact, chances are you rose to a position of leadership
in your organization by being proficient at those things. If
you came to hear about being a better manager today, you
are in the wrong room. Today, we are going to talk about
leadership, not management.”

Management is about the things we do: the planning,
the budgeting, the organizing, the problem-solving, being
in control, maintaining order, developing strategies, and a
host of ather things. Management is what we db. Leadership
is who we are.

I have known many great managers who were train

wrecks when it came to leading other human beings and
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inspiring them to do great things. Conversely,  have known
some highly effective leaders who were not particularly
astute managers. Few have ever accused Winston Churchill,
FDR, or Ronald Reagan of being a good manager.

“Good managers” often have a style that is authorita-
tive and command-and-control because they mistakenly
believe they must have all the answers, fix all of the prob-
lems, and, above all else, maintain control. Most leadership
training, if they receive any at all, is simply more manage-
ment training turning out people capable of managing
things but not producing people capable of leading and
inspiring others to action.

Simply knowing how to do the job well has little to do
with developing the skills necessary to inspire otbers to do
the job well. The technical and task-oriented skills that
managers work so hard to develop and that have served
them well in rising to leadership positions do not serve
them well in becoming effective leaders. A whole different
skill set is required.

Leadership involves getting people from the neck up.
Leadership is influencing people to contribute their hearts,
minds, spirits, creativity, and excellence and to give their all
for their team. Leadership is getting people to commit to
the mission, to take the hill, to be all they can be.

When Ross Perot ran for president in 1992, he made a
great statement that I will paraphrase: You do not manage
people; if you want something to manage, go manage your

inventory, your checkbook, or yourself.
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You do not manage people.
You /ead people.

LEADERSHIP IS NOT ABOUT BEING THE BOSS

In America, we all too often confuse good businesspeople
with good leaders. A successful businessperson does not
define a successful leader. Observes famous investor War-
ren Buffett, “I've seen a lot of not-very-good human beings
succeed in business. I wish it were otherwise.”

The media loves to idolize and demonize successful
businesspeople of our day and glorify them on the covers
of magazines. Business “leaders” are often defined as great
visionaries, strategic planners, organizational gurus, and tac-
tical geniuses. These may be important management skills,
but they have little to do with excellent leadership and
influencing people to give their all to the mission.

This tendency to glorify and complicate leadership only
serves to make leadership more remote and seemingly
unattainable to the average supervisor, parent, coach, pas-
tor, or teacher out there in the trenches trying to lead his or
her group of rather stubborn and defiant Generation Xers.

Please note that one does 7ot have to be in charge of
others or in a position of power to meet the criteria of our
definition of leadership. We have all met people in organi-
zations with little or no positional power who daily influ-
ence others to be more enthusiastic, more committed, and

more willing to be the best they can be. Again, one of the
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operative words in our leadership definition is the ability to
influence others for good.

It has been said that truly effective teams are never led
by dictators or autocrats. It has even been suggested that
genuine communities are leader/ess, but it is probably more
accurate to say that the most effective teams are groups of
all leaders in which everyone is taking personal responsibil-
ity for the success of their team. Indeed, anyone who ever
said marriage was 50/50 probably was not married for long.
A successful marriage, like any successful organization, is
100/100 and requires the players to get their heads fully in
the game. Everyone on the team is influencing others and
leaves their mark on the team. The only question is what
kind of mark each member will leave behind.

I witnessed this principle recently while traveling on
Southwest Airlines. As mentioned earlier, Southwest is a
servant-leadership organization and is listed on the New York
Stock Exchange under the ticker symbol LUV. One of its
famous slogans is “The airline that love built.”

Living near Detroit means I travel Northwest Airlines
almost exclusively because Detroit is a Northwest hub. On
a business trip two years ago, I had the good fortune of get-
ting bumped off Northwest and ended up with a ticket on

Southwest. I was excited by this because I had heard the
stories of the company’s servant leadership and of the flight
attendants doing crazy things like hiding in overhead com-
partments and pulling practical jokes on passengers. 1 was
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cager to see if any of this servant-leadership stuff on South-
‘west was really true.

I checked in and received my plastic boarding card. I
remember being a bit surprised that there was no seat assign-
ment on the card when suddenly somebody velled, “Go!”

Not being skilled in this new way of boarding an air-
plane, I got pushed and shoved around until I ended up in
the back row in a middle seat. To say the least, T was not too
impressed.

Just before the cabin door was closed for departure, a
preteen boy jumped onto the plane, his arms filled with
large boxes of candy, the type sold by schoolchildren for
fund-raisers.

There may have been one or two empty seats left on the
plane, and the overhead-storage availability had long been
depleted. As a very frequent flyer, I have been around my
share of crabby and less-than-helpful flight attendants, and
I was sure this kid was going to get blasted with the usual
“Those boxes will need to be checked below! Can’t you see
we are out of room back here?”

But that is not what happened.

Instead, this young flight attendant asked the boy if he
would like assistance in selling his candy. Of course, the
boy’s eyes lit up as he said, “Sure.”

The flight attendant then proceeded to take the candy
and put it into the cockpit with the pilots! I had never seen
a flight attendant put a passenger’s belongings into the
cockpit before, nor have I since that day.
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The next thing I knew, we were at cruising altitude, and
the flight attendant was on the overhead PA system
announcing that candy bars were going to be passed down
the aisle for $2 per bar. The flight attendant concluded the
announcement by saying that she wanted to know whowould
be the first person ot to buy one so she could inform the
rest of the passengers to stay clear of the grump in seat 10C!
The plane roared with laughter.

Of course, the candy was gone before the boxes
reached the halfway point in the fuselage. The flight atten-
dant then had to deal with the cranky passengers who did
not get a chance to buy some candy! One guy yelled across
the aisle and offered $5 over the selling price to another
guy, who flatly refused him. I mean, we had eBay going on
right in the aisles at thirty-seven thousand feet! I am not
kidding you: The whole plane was involved in this thing!

That was an act of leadership on the part of one flight
attendant who had no positional power in her company. She
went the extra mile with that boy and /nfluenced that entire
airplane! I am sure I was not the only one on that airplane
who would never forget the look on that boy’s face as he
held the empty boxes and a thick wad of cash.

My experiences with Southwest Airlines since that day
have been consistent in this regard. Whenever I fly that air-
line, 1 continually find a group of people working together

to do whatever is necessary to accomplish the mission,
including influencing the customers and one another. On

many occasions, | have watched as this “group of all leaders”
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do whatever is necessary to make the flight successful,
-including encouraging one another, pushing one another,
utilizing humor, working enthusiastically, and so on. Doing
whatever is necessary to get people to be the best they can
be. Doing whatever is necessary to #nfluence the customers’
experience. .

Now; some could try to dismiss Southwest as awacky; off-
the-wall, flaky organization, excepe for the fact that Southwest
is arguably the most successfil airline in America, if not the
world, today. In a highly unicnized industry, one in which it is
difficult to be profitable, Southwest has not had an unprof-
itable year in more than thirty years, including the nearly
three years since September 11, 2001, which have been disas-
trous for the airline industry.

And some could try to write Southwest off as an aberra-
tion, except for the fact that Southwest’s market capitaliza-
tion as I pen these words is $11 billion, nearly two times the
market capitalization of the “Big Six” US.-based airlines
combined, which includes American, United, Delta, North-
west, Continental, and US Airways.

When an organization is successful in getting its mem-
bers to take leadership responsibility, to understand that
everyone is responsible for the success of the team, it is an
awesome sight to behold. Unfortunately, this largely un-
tapped resource lies dormant in most of the organizations in
the world. Thankfully; there are signs that this is changing,

Again, one need not have positional power in order to
positively influence others. We all leave our mark on the
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organizations we choose to become a part of. The only
question is, what kind of mark will we leave?

With that said, I want to clarify that for the purposes of
this work, I will generally be speaking about those in tradi-
tional positions of leadership within their organizations
who have the customary responsibilities of the growth,
development, and performance of those they lead.

Let me further add to our definition of leadership by

stating what leadership 7.

LEADERSHIP IS AN AWESOME RESPONSIBILITY
Reflect for a moment on all of the different leadership roles
for which people “sign up” in their lifetime: manager,
spouse, parent, coach, teacher, clergy, and many, many more.
Never forget: When we “signed up” to be the leader, we
volunteered for an awesome responsibility. Human beings
have been entrusted to our care, and much is at stake. I
never cease to be amazed at how casually and nonchalantly
people approach their leadership roles. |
I keep saying “signed up,” because we are all leadership
volunteers. Presumably, nobody coerces us to marry, forces
us to be parents, or makes us take a paycheck from the
stockholder or taxpayer every other week. We signed up for
these tours of duty. We come freely, and we are free to leave.
The point is, we signed up for something big—and some-
thing very important. o
Think about the role of a manager in an organization.
Employees will spend half of their waking hours living and
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working in an environment created by this manager.
- Employees will spend more waking time with this manager
and one another than they will with their families.

Further, this manager has been entrusted with the
careers of other people. Think of that! Will these people
grow and develop as a result of the leader’s influence? Will
they be better human beings as a result of having contact
with this leader? Wil they be inspired to do the right thing
and develop their character? Indeed, the ultimate test of
leadership is this: Are the people better off when they leave
than when they got there?

Think about the awesome responsibility of being a par-
ent. As a kid, I'm stuck with you for the rest of my life! I
can’t get away from that. Do you think that’s a big responsi-
bility, Mom? Who about you, Dad?

How about a teacher, pastor, coach, rabbi? Ever had a
person influence you positively or negatively for life? I
have. As leaders, we need to reflect for a moment on the
impact we are having on other people and the responsibitity
inherent in this position of trust.

How we behave as the boss at work today affects what
goes on around the dinner table in other people’s homes
tonight. Anyone who has ever had a bad boss can certainly
relate to what T am talking about. As Max Depree, author
of Leadership Is an Art and Leadership Fazz, is fond of saying,
“Leadership . . . is a serious meddling in the lives of others.”

I believe this is where servant leadership begins. We
need to reflect regularly on this awesome responsibility for
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which we signed up and recognize that our choices and
behaviors are impacting lives. I have found that getting
people to reflect upon the awesome responsibility inherent
in their leadership roles is an important first step toward
growth and change.

Many years ago, I had a friend tell me that he believed
being an ordained pastor was a “high calling.” I agreed but
said T also believed being a supervisor was a “high calling.”
Just think how one manager can positively or negatively
influence the lives of others simply by how he or she
behaves on a daily basis. Says basketball coaching legend
John Wooden, “A leader . . . has a most powerful influence
on those he or she leads, perhaps more than anyone outside

of the family. . . . I consider it a sacred trust.”

LEADERSHIP IS A SKILL
Are leaders born, or are leaders made?

The age-old question.

“My grandpa was a lousy supervisor, so that is why I am
a lousy supervisor,” or “My mama was a poor wife and
mother, and that’s why I'm a poor wife and mother. I just
didn’t get those leadership genes in my DNA strands.”

Is leadership genetic? Is leadership merely a series of
molecular, self-replicating materials that are the main con-
stituent of chromosomes either present or absent in your
genetic makeup?

Management guru Peter Drucker flatly states that

while there may be some “born leaders,” there are surely
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too few to depend on them. “Leadership is something that
‘must be learned.”

Adds Warren Bennis, “The most dangerous leadership
myth is that leaders are born— that there is a genetic factor
to leadership. This myth asserts that people simply either
have certain charismatic qualities or not. That’s nonsense;
in fact, the opposite is true. Leaders are made rather than
born.”

Whether they are born or made is a crucial point
because if we believe leadership is a set of traits we are born
with or without, then we do not have to take responsibility
for it. We can just blame our ancestors. Once we accept the
fact that leadership is a skill, we’re on the hook. What are
we doing to develop that skill to the best of our ability?

‘Twenty-five years ago, I wasn't so sure leadership was a
skill. I believed that effective leadership was some combi-
nation of genetic and environmental factors, mixed in with
a strong personality and a good education. A dozen years
ago, I started to become convinced that leadership was a
skill as I'watched myself and others I knew develop the skill
through education and application. Today, after watching
hundreds of committed managers grow and become more
effective leaders, there is no doubt in my mind that leader-
ship is 2 skill — that is, a learned or acquired ability. Indeed,
I now know that the vast majority of the population can

develop the skills of leadership.
In addition, with the high probability that virtually
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everyone will assume one or more traditional leadership
roles in their lifetime as parents, spouses, managers, coaches,
teachers, et cetera, I have a difficult time believing that the
good Lord would reserve the essential skills necessary to
being an effective leader to those fortunate few blessed with
just the right DINA composition.

In his bestselling book, Good to Great, Jim Collins dis-
cusses the highest performing leaders in the truly great
companies and refers to them as “Level 5” leaders. Says Mr.
Collins, “I believe that potential Level 5 leaders exist all
around us, if we just know what to look for, and that many
people have the potential to evolve into Level 5.”

I do believe there are people incapable of becoming
effective leaders, but I believe the percentage is less than 1o
percent. This small group would include those suffering
from severe personality or character disorders and other
serious mental or emotional deficiencies who may not have
the raw material necessary to develop or sustain healthy
relationships with other human beings.

Barring serious mental or emotional deficiencies, I am
convinced that the seeds of leadership are present and
available to the vast majority of the population. Leadership
is a latent skill waiting to be developed in most people.

Robert Greenleaf, noted consultant, lecturer, and author,
wrote about servant leadership decades before it became
fashionable in business circles. He recognized this latent
leadership potential when he wrote, “Many, many teachers
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at both secondary and college levels have sufficient latitude

-in dealing with their students that they could, on their own,
help nurture the servant-leader potential that, I believe, is
latent to some degree in almost every young person.”

My dictionary defines a skill as “a learned or acquired
ability” If leadership is a skill, that definition would cer-
tainly imply that it is available to most people. As stated
earlier, developing leadership skills is analogous to develop-
ing other skills such as learning to shoot baskets, play the
piano, hit a golf ball, or fly an airplane. To be sure, not every-
one can play basketball like Michael Jordan, play piano like
George Winston, play golf like Tiger Woods, or fly an air-
plane like Chuck Yeager. Nevertheless, most of the popula-
tion could become more skilled at shooting baskets, playing
the piano, hitting a golf ball, or flying an airplane than they
are today. Certainly, it would take a lot of motivation,
extended practice, and discipline. But we could drastically
improve our skills in nearly any area if we combined proper
desire, proper tools, and proper actions.

Similarly, developing leadership skills may not mean we
will be able to lead General Motors or the United States of
America anytime soon, but everyone can be the best leader
he or she is capable of becoming.

Our past choices define the leader we are today and
may define the leader we will be tomorrow— but not neces-
sarily. We can choose to develop the skill of leadership. We
can choose to further develop our character. We can choose

to be someone different in the future than we are today.
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SAYING IT°S 50 DOESN’T MAKE IT 50
Most of the decision-makers 1 meet in organizations today
say they believe leadership to be a skill set but behave as if
they do not really believe it.

The evidence clearly shows that the vast majority of
managers in this country are promoted into leadership
positions with little or no training in how to effectively lead
their organizations’ most valuable resource and asset— that
is, its people. All too often, people get promoted because
“She’s great with the numbers,” or “He’s a good soldier,” or
“He’s as loyal as they come.” It has become a broken record
in far too many organizations. We promote our best sales-
person to be the sales manager, and now we've lost our best
salesperson and we've got a lousy leader!

Most every executive I have ever met has told me
empbhatically that employees are an organization’s most valu-
able asset. If that were really true, would they just hire or
promote “loyal” or “good numbers” people to lead and service
this great asset? Hardly. Yet this is precisely how most
organizations behave. They hire or promote people into lead-
ership positions, send them to a daylong “supervisory skills”

seminar, touch them with their magic wand, and then turn
them loose! Recent studies suggest that spot training can
actually have a negative impact on leadership performance.

Again, once we accept the fact that leadership is a skill,
we have the responsibility to see to it that we are develop-
ing those skills. If we are decision-makers in an organiza-

tion, we have a responsibility, even a moral obligation, to
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ensure that our greatest assets are properly cared for and
- that the members of the leadership team have all the tools

they need to succeed in their awesome responsibility as
leaders.

LEADERSHIP IS INFLUENCE
One Minute Manager author Ken Blanchard states, “What is
leadership? It's an influence process.”

Leadership is influencing people to willingly; even enthu-
siastically, contribute their hearts, minds, creativity, excel-
lence, and other resources toward mutually beneficial goals.
Leadership is influencing people to commit to the mission.
Leadership is influencing people to become the best they
are capable of becoming. Accordingly, leadership is not syn-
onymous with management. Leadership is synonymous with
influence.

In the old days, he who knew the most about the com-
pany’s technology or was the best manager got to be king.
Not so anymore. You now regularly see top executives of For-
fune 500 companies switching industries. Lou Gerstner,
CEO during IBM’s dramatic turnaround, previously made

cookies at Nabisco; the CEO of Burger King used to run
Northwest Airlines; the leader of Home Depot ran the
power-systems division at General Electric. In fact, many
excellent organizations these days are “hiring for character,
training for skill,”
Leadership is somewhat analogous to being the con-
ductor of an orchestra. We can teach you music theory and

S b e
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how to play a musical instrument. But who has the sjk.ill to
get a variety of different people playing different instru-
ments to align and play the music in harmony? Who can
influence others to play with their heads in the game? Who
brings that skill to the party? .

Let me give you an example of leading through mﬂuenc.e.
Herb Kelleher, the recently retired CEO of Southwest Air-
lines, once sent 2 memo to his employees informing them
that the company was about to have an unprofitable quarter.
In that memo, he asked each of them to save $5 aday. It didn’t
matter if you were flying the airplanes, serving the coffee, or
changing the tires. Everyone needed to pull together and save
$5 per day. He signed the memo, “LUV,Herb.” |

Southwest Airlines cut 5.6 percent from its operating
expenses that quarter, 2 huge amount that allowed the com-
pany to be profitable. .

That is leadership. When he spoke, he had his people
from the neck up. How many CEOs do you know who
could ask the masses to save $5 a day? You can almost hear
the “Yeah, whatever!” as they crumple the memo and throw
it in the trash or even on the floor.

John Maxwell, the prolific leadership author, sums .up
leadership by saying, “Leadership is influence— nothing

more and nothing less.”

LEADERSHIP IS ABOUT CHARACTER
Life is a series of choices we face daily, and you and I ha've
made hundreds of choices today. I read that one psychologist
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estimated that the average person makes fifteen thousand

. choices in the average day.
Now, I am not talking about what color shoes or under-
wear we choose to wear or where we will have lunch today.
I'm talking about the hundreds of choices we make daily

about how we will behave toward the people who will cross |

our paths. I am talking about choices of character.

You know, choices like: Will I be patient or impatient?
Kind orunkind? Puffed up, boastful, and arrogant, or humble?
Respectful or disrespectful? Selfless or selfish? Forgiving or
unforgiving? Honest or dishonest? Commitred or just in-
volved?

Remember Psych 1or with Pavlov’s dogs and stimulus-
and-response? There is a small world of choice between the
stimulus we face in life and the response we choose to make
to the stimulus coming at us. This little world is the world
we must get ahold of if we aspire to be more effective lead-
ers and better human beings.

And there is a lot of stimuli coming at us, isn’t there?
Bills, bosses, retirement planning, health issues, childrens’
college education to plan for, rude and intolerant people, and
on and on. Yet we have the power to choose our response to
any stimulus. One person goes to Vietnam, loses his arm
and legs, returns home, and burns out on heroin. Another
person goes to Vietnam and Joses those same limbs, yet
returns home and serves as the United States senator from
Georgia. Same stimulus, different response.

In fact, the older I get, the more I am convinced that
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life is not so much what happens to us as it is how we
respond to what happens to us.

This world between stimulus and response is the world
of character. Character is our moral maturity and commit-
ment to doing the right thing regardless of the personal
costs. Character involves the will to respond to stimuli
according to values and principles rather than to appetites,
urges, whims, or impulses. We are not animals.

Remember, leadership is character in action, and lead-
ership development and character development are one.
Character is doing the right thing, Leadership is doing the
right thing. Chapter 7 is devoted to the topic of character

and how we build it.

THE ULTIMATE TEST
The true test of the effectiveness of the leader s this: Are your
peaple better off when theyleave than when they arrived?
Are your children going to be effective human beings,
capable of being loving parents, capable of leading and serv-
ing others? Are your employees more employable, better
people, and have they grown more asa result of your leader-
ship and influence? As a wise general put it, “The first duty
of any leader is to create more leaders.”
In his 1970 essay “The Servant as Leader,” Robert Green-
leaf summed this point up by saying: “Do those served grow
as persons? Do they, while being served, become healthier,

wiser, freer, more autonomous, more likely themselves to

become servants?”
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Remember, the leader always leaves his or her mark.
‘The only question is what type of mark is left behind. Are
people better or worse off because the leader was there?

Larry Bossidy, former CEO of AlliedSignal and coauthor
of Execution: The Discipline of Getting Things Done, puts it this
way: “You won't remember when you retire what you did in
the first quarter of 1994, or the third. What you'll remember
is how many people you developed. How many people you
helped have a better career because of your interest and your
dedication to their development. . . . When confused as to
how you're doing as a leader, find out how the people you lead
are doing. You'll know the answer.”

IS SERVANT LEADERSHIP FOR WIMPS?

In my travels, I find many in leadership positions who are
skeptical about servant leadership because they believe it
to be some sort of namby-pamby, warm and fuzzy, passive
style of leadership. Many skeptics get a horrific mental
image of inverting the organizational pyramid and “turning
the asylum over to the inmates.”

Servant leadership is anything but that.

Servant leaders can be very “pyramid” minded, even
autocratic, when it comes to certain aspects of running an
organization. Aspects like the mission (where are we
headed?), values (what are the rules of the house governing
behavior on our journey?), standards (how will we define
and measure excellence?), and accountability (what hap-

pens if there are gaps between standards and perfor-
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mance?). The great servant Jeaders I've known can be quite
dictatorial when it comes to those issues.

Servant leadership does not allow one to abdicate his or
her leadership responsibility to define the mission, set the
rules governing behavior, set standards, and define account-
ability. The servant leader does not commission a poll, con-
duct a committee meeting, or have a democratic vote to
determine the answers to these questions. Indeed, people
look to the leader to provide this direction.

However, once this direction has been provided, it
becomes time to turn the organizational structure upside
down and help people win! The leadership now becomes
responsive to those being led by identifying and meeting
their legitimate needs so they can become the best they are
capable of becoming and effectively accomplish the stated

mission.



CHAPTER TWO

On Power and Authority

The value of coercive power
s inverse to its use.

RORBERT GREENLEAF

“IN THIS WORLD NOTHING IS CERTAIN BUT DEATH AND
taxes,” Benjamin Franklin once declared.

Not true, Mr. Franklin!

There are people in the United States today living com-
munally in the woods up in the Pacific Northwest who do
not even use money, let alone pay taxes. How do you pay
taxes if you do not use money?

The only two certainties in life are death and chosces.
Seren Kierkegaard, the Danish philosopher, pointed out
that not making a choice is, itself, 2 choice.

The quality of our lives, leadership, and character are
determined by the quality of our daily choices.

When we signed up to be the leader, we made the first
choice. Now; as the leader, we have to make another choice:

Are we going to lead by power or through authority?
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The vast majority of traditional leadership roles comes
prepackaged with power. But relatively few leaders ever
develop the authority to accompany the power with which
they have been entrusted.

Power and authority What is the difference?

POWER DEFINED
If you have ever taken a class in sociology, you will probably
recognize the name of Max Weber, one of the founders of
that field of study. Almost a hundred years ago, Weber wrote
a book entitled The Theory of Social and Economic Organiza-
tion, in which he articulated the differences between power
and authority, and we still use these definitions widely today.

Power is the ability to force or coerce others to do your
will, even if they would choose not to, because of your posi-
tion or your might. A simple paraphrase of Weber’s defini-
tion of power would be “Do it or else!” If I have the ability
to spank you, bomb you, beat you up, write you up, or fire
you, I can compel you to do my will.

As one of my favorite (Gestapo-style managers loves to

1»

bark, “It’s a power world, baby!

AUTHORITY DEFINED
Authority, on the other hand, is something quite different
than power. Authority is the sés//— there’s that word again —
of getting others willingly to do your will because of your
personal influence. A simple paraphrase of Weber’s defini-
tion of authority would be “I'll do it for you.”
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Another way to look at power and authority is this.
‘Power can be bought and sold, given and taken away. Just
because you happen to be my sister-in-law; I can put youina
position of power by appointing you vice president. If you
were born with the right genes, you get to be the prince. If
you inherit the most money, you get to be the largest share-
holder. History is littered with clueless rulers, czars, and
managers,

Not so with authority. Authority is never bought or
sold, never given or taken away. Authority is about who you
are as a person. 1ou inspire me, the person that you are.
Authority is about your character.

One of the themes of this book is that legitimate lead-
ership must be built upon authority. To develop this theme,
let’s examine power and its use in a little more depth.

POWER AND RELATIONSHIPS

Let there be no mistake: Power works.

If I tell my child to take out the garbage or my employee
to write that report or there will be heck to pay, the job
will probably get done. Power does work, and one can geta
few seasons out of power. However, there is a downside to
power— a rather major downside,

The downside of power is that it damages relationships.

If you power your children or spouse around, over time
you will begin to see some nasty symptoms arise. My wife
spent a large part of her counseling career dealing with
those symptoms.
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If you power your employees around, soon you will see
some nasty little behaviors start coming out of the walls on
you. I spent one-half of my consulting career dealing with
those symptoms in organizations, including strikes, violence,
sabotage, union drives, turnover, absenteeism, low commit-
ment, low morale — pick your symptom. The “kids” will start
acting out all over the place.

The United States military learned this decades ago.
They will put you in boot camp with some screaming drill
instructor, but only for a season, perhaps six or eight weeks.
Then they put you in a squadron or platoon headed up by a
leader. Why? Because over time power begins to damage

relationships.

RELATIONSHIPS AND BUSINESS
Believe it or not, I have had people say to me, “We are in the
automobile-supply industry. What do damaged relation-
ships have to do with my business?”

Everything.

No matter what product or service your organization
produces, you are in the relationship business. Have you
figured this out yet? It took me twenty years to understand
that all life is —all business is —is a series of relationships.
Without people, there is no business.

In my leadership seminars, I often ask, “Why does your
organization exist?”

Of course, I get the usual “To make a profit!” response,

sometimes even shouted out in unison.
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At that point, I will bang the table, make a loud buzzer
noise, and shout, “Wrong answer! That’s not why your orga-
nization exists, but thank you for playing!”

I go on to explain that the only reason #ny organization
exists is because it meets a human need. When your organi-
zation fails to meet those needs or your competition meets
those needs better than you do, yoﬁ will no tonger exist.
Profit is an essential component of a healthy organization,
but it is not why an organization exists. An analogy would be
life itself. We must have oxygen (profit) to survive, but it is
not why we exist.

Healthy organizations consist of healthy relationships
between customers, employees, owners (shareholders, tax-
payers, etc.), and significant others such as vendors, suppliers,
the community, unions, and the government. Healthy rela-
tionships, healthy business; bad relationships, bad business.

How does one go about developing healthy relation-
ships with these groups? By identifying and meeting their
legitimate needs. Serving them. Not by doing what they
want and being slaves — rather, by providing what they need
for the long-term interests of all.

We have been slowly discovering over the past thirty
years or so that the power style of management gives rise to
nasty collateral activities, including head games, adversarial-
ism, low trust, cronyism, political games, and a host of other
unhealthy behaviors damaging to relationships and conse-

quently damaging to the organization. Excessive command-
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and-control styles create fear and undermine trust, which
ultimately destroys relationships and growth.

A power culture in the new millennium is simply unable
to compete with a culture of excellence, speed, quality,
innovation—in short, with a culture in which people are
playing with their heads in the game. A power culture liter-

ally sucks the life “spirit” out of an organization.

OLD PARADIGMS
As I travel to different parts of the world teaching the prin-
ciples of servant leadership, I have little difficulty getting
audiences excited and bought into the concepts and prin-
ciples involved. Indeed, the principles are self-evident. The
difficulty lies not in getting people excited about the new
things but in getting people to let go of the old things—
namely, the paradigms they operate from.

In my previous book, I devoted an entire chapter to
paradigms and the influence our paradigms have over us.
When it comes to leadership, many of us are saddled with
old ideas and models that perhaps once served a useful
purpose but may not be a good model for leading employ-
ees in a new and ever-changing world.

The old command-and-control “power” style of leader-
ship has been around for thousands of years and is alive and
well today. They builc the great pyramids in Egypt using
power, and this style of leadership has been used in most

organizations around the world ever since. I wonder: Were



58 THE WORLD’S MOST POWERFUL LEADERSHIP PRINCIPLE

the great pyramids built to honor the pyramid style of man-
agement?

After our great successes in World War I and World
War IT, many Americans assumed that the military pyramid
style was the best way to run any organization, and it was
therefore transferred into most organizations. In the home:
Dad at the top, Mom in the middle, and then the kids at the
bottom, although this has changed to a large degree in our
country in the past couple of decades. In the church: pope
at the top; then cardinals, bishops, priests; and finally the
laity In organizations: CEQ at the top; then VPs, managers,
supervisors; and finally, at the bottom, what we in our
enlightened age now call “associates.”

Of course, the world was much different immediately
after World War II than it is today. Most of the civilized
world from Europe to Asia had been bombed to ruins, and
consequently we in the United States had little competition
for our products and services. The United States reigned
supreme in the global marketplace and could do little wrong,
a simple enough task when there is little or no competition.

Power appeared to work splendidly in the workplace
for the first couple of postwar decades. The rule of manage-
ment was “I don't want you to think— I want you to just do
what I say!” (Translation: I want you from the neck down.)
“When I want your opinion I'll give it to you!” The Mush-
room Theory of Management was the rage, with its motto,
“Keep your employees in the dark, and throw lots of
manure on them.” Many managers could relate to the char-
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acters in the movie Love Story—because being the boss
meant never having to say you're sorry.

The true belief about people in the workplace was well
expressed by a term often used to describe employees:
“hired hands.” Henry Ford summed up this paradigm when
he said, “Why is it T always get the whole person when all T
really want is a pair of hands?”

In a pyramid culture, the inertia of the organization
looks upward to making the boss happy and being respon-
sive to what he or she wants. Jack Welch, former CEO of
General Electric, bluntly states, “While employees are look-
ing up the food chain worshipping the king and queen,
they've got their asses to the customer.”

In a pyramid culture, people get promoted according to
their technical or functional expertise or because they are
“good soldiers.” And even worse, in this culture people 2.11'6
often promoted to their level of incompetence, a practice
dubbed the Peter Principle. The assumption, of course, is
that people who are technically strong or can do the job best
can get others to do the job well by telling them how to doit.

How ridiculous! Just because a person can do the job
well does not mean that he or she can inspire and influence
others to do the job well. A new way of thinking and a new
and different skill set are required. As Albert Einstein put
it, “You cannot achieve a new goal by applying the same
level of thinking that got you where you are today”

Task-otiented, technically or functionally strong employ-
ees promoted to leadership positions face another barrier. In
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the past, they often felt good when they left work at night
because of all the “rthings” they accomplished or all the “fires”
they put out.

In a leadership position, the measuring stick of success
changes. Efforts made to do right by people, deposits made in
emotional bank accounts, or efforts n}ade in coaching, teach-
ing, and encouraging people may not show fruit for weeks,
months, even years. This can be very difficult for people who
are used to immediate gratification and quantifiable results
at the end of the day. So they often resort to what they know
best to get results: “Do it this way and do it now!”

We would laugh at a farmer who planted his crop in
November and then complained that the fruit failed to arrive
before the snow came. With leadership, there is no cramming
for finals. Leadership requires that we develop the essential
life skills of delaying gratification and being patient, trusting
in the law of the harvest and having faith that if we do our
part the fruit will come. We must be willing to bear the trial
of not knowing when the fruit will arrive or even if the fruit
will ever be evident in some people. This can be very difficult
for task-minded managers who want results now.

With this in mind, it should be no mystery why the
world is lictered with so many bad bosses.

0O0PS, THE WORLD CHANGED
‘There is an old saying in the Far East: “When the gods wish
to destroy us, they first give us forty years of prosperity.”
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For a few decades, nobody could really argue with the
unparalleled success that American business was enjoying
domestically and internationally. The pyramid style of man-
agement must have been working! We could do no wrong.

Then the world changed. Many of the countries that had
been defeated and largely destroyed began to rebuild and
were soon challenging America in the marketplace. Before
long, German, Japanese, Korean, and other fierce competi-
tors were beating the United States in the marketplace by
whipping us in efficiency, quality, and service. Japanese man-
agement, through team concepts, quality initiatives, kaizan,
kanban, just-in-time, and other programs, showed us how
important it was to get people from the neck up. Neck down
was no longer good enough. |

Thankfully, by the late 1970s, many organizations in
America began to wake up.

Many other organizations have yet to wake up.

POWER CAN BE EXPENSIVE
And the world continues to change.

In today’s world, having power-style managers running
an organization can be very costly.

These are the days of Oprab, twelve-step programs, pro-
tecting our inner child, and standing up for our rights.
These are the days when people do not take matters into
their own hands — they take ‘em to court!

Employment litigation is exploding nationwide, charging
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harassment, defamation, battery, intentional infliction of
emotional distress, discrimination, and abusive and hostile
work environments. Indeed, every state in America recog-
nizes some form of the common law of intentional inflic-
tion of emotional distress, which is a frequent companion
claim made in discrimination and harassment suits. Inflic-
tion-of-emotional-distress claims génerally involve con-
duct that is intentional and offensive to generally accepted
standards of behavior and causes severe emotional distress.
Out-of-control managers can even be personally sued.
According to Jury Verdict Research, the median
compensatory-damage award for employment suits is
$150,000. Compensatory damages do not include attorney
fees, and the loser often must pay plaintiff and defendant
attorney fees, which run $50,000 to $80,000 per side in
typical suits. Even more scary, compensatory damages are
separate from punitive damages, which can be astronomical.
Having “offensive conduct” being defined by a sympa-
thetic jury, along with the significant costs associated with
mounting a defense, can give a defendant manager, and

those in his or her organization, many sleepless nights.

EXERCISING POWER

Now, lest you think I am opposed to the use of power, I
want to make it clear that I recognize there are times when
power must be exercised by the leader.

In our homes, it may be necessary to apply the “board
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of education to the seat of learning.” At work, there will be
times when we need to tell Chucky, “You no longer get to
work here.”

Certainly, there are legitimate uses of power. Indeed,
power is sometimes necessary to meet the legitimate needs
of an individual or the organization we are serving. How-
ever, whenever I am called upon to exercise power, that is
usually a bad day for me as the leader. Why? Because my
authority has broken down and I had to resort to my power.

In his inaugural address on the two hundredth anniver-
sary of the presidency in January 1989, new president George
Bush offered a prayer about the use of power. “Heavenly
Father . . . write on our hearts these words: ‘Use power to
help people.” For we are given power not to advance our
own purposes, nor to make a great show in the world, nor a
name. There is but one just use of power, and it is to serve

people. Help us to remember it, Lord. Amen.”

AUTHORITY AND INFLUENCE
Authority has been defined as the skill of getting others to
willingly do your will, because of your personal influence.
Having power over people is one thing. Having authority
with people is quite another.

My mother could ask me to do most anything, and [
would not think twice about it. Now; let me assure you that
my mother has no power—I can run faster than she can
now. But Mom has a lot of authority. I would do anything for
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Mom. Where did she get her authority from? What supervi-
* sor skills seminar did she attend? What new management
book has she been reading?

Mom served.

My first boss in business, twenty-five years ago, was a
tough boss. I still have nightmares of him saying his favorite
line to me: “Mediocre, mediocre, mediocre, Jim. That report
you submitted was very mediocre.”

He would drive me nuts making me constantly redo
assignments. Now, deep down, I knew he was right. 1 got
through high school and college doing everything at the last
minute. I was just smare enough to get by doing the bare
minimum.

But that wasn’t good enough for this guy. He was relent-
less, and he often ticked me off. I am sure he was bothered
when I complained, pouted, and didn't talk to him for a
week, because he was a very nice man who did not enjoy
conflict. But he was more concerned about me being the
best I was capable of becoming.

He was also a great listener and would listen to all of my
excuses before telling me what we were going to do; he
appreciated me regularly, treated me with respect (like an
important person), and was generally very tuned in to my
needs.

To this day, this former boss could call me on the tele-
phone for help, 24/7/365, and I would be on the next air-

plane. My former boss is an old man now and has no power

ON POWER AND AUTHORITY 65

over me. But he has a great deal of authority with me. I
would do most anything he needed. Where did he get that
authority from? What business book has he been reading?

He served.

I didn’t like him much for the friction he provided me
at the time, but I love him for it now: If it wasn’t for his con-
stant prodding and pushing, I would probably still be just
getting by; doing the bare minimum. On second thought, by
now I probably would not be deing much at all because 1
was moving in the wrong direction. By now, I would proba-
bly be lying on a couch somewhere watching Days of Our
Lives and eating ice cream and potato chips with a “back
condition.” He cared too much to allow that to happen.

MORAL AUTHORITY
We have several examples of this distinction between
power and authority going on in America today.

When politicians are caught in scandals, particularly
sexcapades, the press and pundits will often declare that
the person involved has lost his “moral authority” Today we
are hearing these words about the Roman Catholic Church—
pundits regularly declare that the Church is losing its “moral
authority” because of the priest scandal.

Now, what is “moral authority”? That is classic Max
Weber-speak, eight decades old.

If a politician caught in sexual shenanigans gave a

speech on family values and the importance of marital
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. fidelity, what would be the likely response? It would be all
we could do to keep a straight face. Would that speech
likely influence anybody listening?

But that is exactly what leadership is. When the leader
speaks, people are influenced and become inspired to act.

For the past decade or two in America, I don’t think we
have been much interested in leadership in Washington,
D.C. Good management, yes. When we elect politicians, I
think, many of us are interested in people who can manage
things well: “Don’t mess up the economy; don’t screw up my
4o01(k); try to pass some laws; try to get along with each
other; try to stay out of jail.”

But are we looking for people to influence us, inspire us
to action, and assist us in living successful lives?

In 1964, three out of four people in America said they
trusted their government to do the right thing. A recent sur-
vey asking the same question showed that 18 percent (less
than one in five) trust their government to do the right
thing. Influence us? My goodness, we laugh and make jokes
about our political leaders. Did you hear about the two el-
derly women who were walking in an overcrowded cemetery
and came upon a grave marked “Here Lies John Smith, a
Politician and an Honest Man™ “How awful,” said one
woman to the other, “that they had to bury two people in the
same grave.”

Many say, “It’s the economy; stupid,” and define the suc-
cess or failure of politicians by how the stock market is

doing. Yet, in the year 2000, surveys revealed that more

ON POWER AND AUTHORITY 67

than 9o percent of Americans believed our country was suf-
fering from an erosion of moral and ethical values.

Remember, the ultimate test of leadership is whether
people are better off when the leader leaves than when he or
she got there. Are the people really being well served by our
politicians? Are we getting what we want— great returns on
our 401(k) balance — or what we really need, such as a country
of character built upon strong moral and ethical values?

Charles de Gaulle, the late French president, once said,
“When times are good and people take life easily, people
pay lip service to character and keep it at arm’s length. But
the world clamors for it when danger threatens.”

Think of the last fifteen years or so in America. No cold
war, world war, or race riots; good economy; collapse of the
Iron Curtain, America becoming the only superpower.
Times have been good, and consequently good manage-
ment has been all we wanted. Since September 11, 2001,
things have changed in America. Words like prayer, country,

flag, leadership, and patriotism are popular once again.

The military is well aware that armies do fine with
decent management during peacetime. Not so in war. Can
you imagine a military leader “managing” his or her troops
into battle?

Again, leadership is influence. There was a time in our
country when the president spoke from the bully pulpit and
people responded. Think of World War IT and FDR asking
people to sacrifice. And they actually did! That’s leadership.

Legitimate authority (influence) must be earned and
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does not come from a job title, nameplate, or special perks.
"If one is going to be in the leadership game for more than a
few seasons, he or she had best learn how to build authority
with people. Yes, you can get a few seasons out of power,
but if you are building your leadership style on power, it will
soon become a house of cards, and the symptoms will be
coming soon — if they haven't arrived already.

It is important to understand that building influence is
not about manipulating, persuading, or pressuring people
for personal benefit. Leadership is influencing people for
mutual benefit, Leadership is the willingness to extend one-
self and meet the needs of another human being. The
choice to seek the greatest good of those one leads is a
choice that is freely made and freely given. Leadership is
the choice one makes because it is the right thing to do,
regardless of the return that may or may not come one’s way
as a result.

The good news is that authority can be built by most
people who have the will to serve others. Stephen Covey,
author of The Seven Habits of Highly Effective People, put it
this way: “Anyone can be a servant-leader. Any one of us can
take initiative ourself; it doesn’t require that we be appointed
a leader, but it does require that we operate from moral
authority. The spirit of servant-leadership is the spirit of
moral authority.”

In a relationship built upon authority, when discipline
is required, all the leader may need to do is look the fol-

lower in the eye and say, “I am disappointed in you.”
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In a relationship built upon authority, the follower
would probably prefer to be yelled at or written up than to
have disappointed the leader. And rest assured: The fol-
lower is not going to want to disappoint the leader again
any time soon.

That, folks, is the most powerful form of human moti-

vation on the planet.



CHAPTER THREE

On Building Authority

Aryone wanting to be a leader among you
must first be the servant. ...
If you choose to lead, you must serve.

Jesus Curist

IF YOU WERE TO COME INTO MY HOME, YOU WOULD SEE A
ton of books neatly arranged on bookshelves. If you were to
look more closely, you would find the vast majority of those
books to be on the topic of leadership. I have been infaty-
ated with leadership for more than thirty-five years.

Leading with power was a concept I easily grasped and
was practicing effectively by the age of two. By the time I
reached adolescence, I learned that there were consequences
for using power: knuckle sandwiches, extra chores, and bro-
ken relationships, to name a few.

I therefore turned my attention to a different type of
leadership. The question I became intrigued by was this:
How were the great leaders in history able to get people

willingly 1o do their will or commit to a cause, even if it
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meant death? Or more simply put, how did the great lead-
ers of the past get people from “the neck up”™?

Knowing from experience and common sense that the
use of power is limited in its scope, my quest became
“What is the true essence of leadership?”

'To answer this question, I have studied great leaders
from many ficlds, including the military, education, religion,
politics, business, and athletics, looking for the answer. I
have studied mystics and sages from the past and present in
my search to uncover the true essence of leadership.

Then one day it dawned on me that I should look at
what Jesus had to say about leadership.

THE GREATEST LEADER EVER
Why did I pick Jesus?

For a very pragmatic reason. According to just about
any definition of leadership, this man was a great leader. If
leadership is about influence, which we know it is, I chal-
lenge anyone to name a human being in the history of the
world who has had more influence than this one man.
Name one who even comes close.

H. G. Wells, the famous author, historian, and atheist,
was a harsh critic of Christianity, yet he once remarked, “I
am an historian, I am not a believer, but I must confess as an
historian that this penniless preacher from Nazareth is
irrevocably the very center of history. Jesus Christ is easily
the most dominant figure in alt history.”
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Today; one-third of the planet’s population, more than
2 billion people, identify themselves as Christians. Eight
and a half out of 10 Americans self-identify as Christians.
Islam, the next-largest world religion, has half the followers
of Christianity. Many countries around the world have
national holidays based upon events in Jesus’ life. Our cal-
endar measures the passing of time from the days He lived
and walked the earth. No intellectually honest person can
deny that this solitary life had great influence in history.
And He still has it today.

The French general Napoléon Bonaparte put it this
way: “Alexander, Caesar, Charlemagne, and 1 have founded
empires. But on what did we rest the creations of our genius?
Upon force. Jesus Christ founded his empire upon love, and
at this hour, millions would die for him.”

THE ESSENCE OF LEADERSHIP

In the book of Matthew in the New Testament, Jesus makes
His definitive statement about leadership. The passage has
been paraphrased in various ways, but in substance He says
that anyone who wishes to be the leader must first be the
servant. If you choose to lead, you must serve.

Now; to be completely honest, the first time I read those
words I thought it was a nice concept for Sunday at church |
or for the hereafter but had little relevance to leadership
today. After all, we live in a power world, don’t we? You have
to be in control, in charge, or they will walk all over you.
Serve? I have been breaking my back for fifteen years trying
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to make all of my bosses happy, and now I become the boss,
and you tell me I have to serve again? No way!

One of my favorite proverbs teaches, “When the stu-
dent is ready, the teacher arrives.” Not long after I read Jesus’
words, I came across Max Weber and came to understand
the difference between power and authority. If you cannot
grasp the difference between power and authority, you will
never understand the point Jesus was trying to make.

Jesus certainly was not talking about leading with
power when He said that to lead is to serve. After all, He did
not possess traditional power. Caesar, Herod, the Romans,
Pilate, and the chief priests— those folks had all the power.

Jesus was talking about leading with authority In essence,
He was saying that if you want to get people to come willingly,
if you want to influence people from the neck up, then you
must serve. Legitimate leadership, influence, is built upon
serving, sacrificing, and seeking the greatest good of those
being led. Influence does not come because of 2 title or an
army: Influence must be earned. There are no shortcuts.

In my previous work, I detail several examples of great
world leaders who had no power but operated from a posi-
tion of authority and accomplished things that changed the
world. Leaders like Mahatma Gandhi, Martin Luther King
Jr., Nelson Mandela, and Mother Teresa.

I want to say it again: Influence, legitimate leadership,
is built upon service and sacrifice. Talking about serving and
sacrificing to business audiences these days can be a stretch

when thére are many employees who define “sacrifice” as
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having to pay $10 a month more for their health-insurance
benefits!

To further illustrate this point, I was watching the Super
Bowlrecentlyand observeda $9 million peryearathlete on the
sidelines holding up a handwritten sign that read, “1 ¥ MoMm,”
while yelling at the top of his lungs, “Hi, Mom; hi, Mom!”

What is up with that?

Perhaps you know the old saying that the best way to
get a brawl going in the local tavern is simply by making a
derogatory comment about somebody’s mother. That will
usually get the chairs and tables flying!

‘What is up with that?

['will tell you what is up with that.

Mom has served.

THE LAW OF THE HARVEST

Folks, this is not rocket science.

I have taught these principles to school-age children,
and they easily grasp the concept. It is simply the “Law of
the Harvest”—that is, you reap what you sow. You sow
service and sacrifice; you extend yourselves for others and
seek their greatest good; you will build influence with them.
As the cliché goes, “You go to the wall for me, and I'll go to
the wall for you.”

Suppose you have a sixty-foot tree in your backyard
that has been dead so long that it has lost its bark and has
turned gray. You would like to have it professionally removed
but cannot afford the serious expense involved.
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One Saturday morning, your neighbor, the one who
kind of bugs you, shows up with his chainsaw and says,
“Let’s take that bad boy down. You and me. Now.”

He spends the entire weekend with you sawing, cutting,
chopping, stacking, and raking. He even helps you dig out
the stump. Now, it is Sunday night and you are in your
garage with him, kicking back and sipping a soda. How do
you feel about your neighbor now?

I don’t know about you, but every time I drive by my
neighbor’s house, I will be looking at his yard, trying to fig-
ure a way to help him out. I will actively seek out opportuni-
ties to be of service to him. Again, this is not quantum

mechanics. You serve me, I'll serve you.

BEWARE THE 10 PERCENT
For the life of me, I cannot understand why more leaders
cannot grasp the simple truth that if you get your people
what they need, they will get you everything you need. Our
leadership will be defined not by what we accomplish but
by what we get accomplished through others. If we get
people what they need, they will make us look great!

Do you believe this? Do you believe in the law of the
harvest? Do you believe that we really do reap what we sow?

Perhaps you are skeptical because you know that
people sometimes will not respond to authority—and this
is true. In my seminars, I tell audiences that predictably, 10
percent or so of the people you lead will not only not
respond to your authority but will try to sabotage you and
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everything you are trying to build. There are some bad folks
out there. If you had any illusions about that, I hope Sep-
tember 11, 2001, shattered them.

Please be careful of becoming a skeptic and cynic because
of the few bad apples out there. I have known many, many
managers who have been beaten down by the 10 percent and
begin painting everyone with the same broad brush: “You
can't trust anyone anymore,” or “People are no longer moti-
vated,” or “People won't work hard for a living,” or “These
young kids don’t know what loyalty is.” What a shame that
most organizations draft interminable policies, procedures,
and handbooks for the 10 percent of the folks who probably
shouldn’t be there anyway.

My advice to my audiences is if they have any of that 10
percent in the group they lead, get them out as soon as pos-
sible. As one of my favorite CEOs, who also happens to be a
servant leader, likes to say when he fires one of these, “I love
you, and I'll miss you.”

Even in your home, if your son takes the family car
and credit cards every Friday night without permission,
there comes a point in time when you have to say, “You no
longer get to live here, son.”

That is known as tough love, and my experience is that
it is not exercised nearly enough in the vast majority of

organizations today.
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I’M NOT MOTHER TERESA
One of the dangers of giving historical and sometimes dra-
matic examples of great leaders of authority is that people
can quickly come to the conclusion (excuse?) that obviously
they can never aspire to that level of greatness, so what’s the
point of even trying?

In my seminars, when I mention these great leaders
from the past, I sometimes get outbursts like “What am I
supposed to do, die for my people like Jesus? Go on a hunger
fast like Gandhi? Find some lepers in our cafeteria to help
like Mother Teresa? I’'m just a supervisor at Sears, for good-
ness’ sake. Give me a break!”

My response usually goes something like this.

“I use dramatic examples from history to get people’s
attention. The good news is that anytime we extend our-
selves, sacrifice, and serve others, we build authority and
thereby influence. Nobody is asking anyone to die at the
office or even to give blood to the Red Cross. But how
about extending ourselves to appreciate our people? What
about treating them like important people? Perhaps we
could sacrifice by taking a little more time to listen to them.
How about working on being more trusting and less control-
ling? Maybe we could lend a hand and assist people to be the
best they are capable of becoming, Can we give that much at
the office?”
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ANYONE CAN SERVE
Martin Luther King Jr. recognized this truth: “Everybody
can be great because anybody can serve. You don’t have to
have a college degree to serve. You don't have to make your
subject and verb agree to serve. . . . You don’t have to know
the second theory of thermodynamics in physics to serve.
You only need a heart full of grace. A soul generated by love.”

Serving and sacrificing for others can be accomplished
in many, many ways. When we are dedicated to identifying
and meeting the legitimate needs of others (serving), we
will often be put into the position of having to make sacri-
fices. We may have to sacrifice our ego, our lust for power,
our pride, and other self-interests for the greater good. We
may have to sacrifice our need to be liked, our bad habit of
avoiding conflict, our desire to have all of the answers, to
look good, to always be right. When we serve others, we
will have to forgive, apologize, and give others credit even
when we do not feel like it. When we extend ourselves for
others, we will be rejected, underappreciated, and even
taken advantage of at times. Indeed, we will have to sacri-
fice and subordinate anything that gets in the way of doing
the right thing with and for people.

Unforrunately, many in leadership positions find this too
high a price to pay. Many believe that once they have arrived
as the leader, it is theér turn to be served. Says Peter Drucker,
“No leader is worth his salt who won’t set up chairs.”

The good news is that anyone can serve others, Each of
us has the capacity to make a difference in another person’s
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life, and this is especially true for those of us in leadership
positions.

Anne Frank, who died in one of Hitler’s death camps,
stated this point eloquently when she said, “How wonderful
it is that nobody need wait a single moment before starting

to improve the world.”

EMOTIONAL TWO-YEAR-OLDS
If you want to understand what the basic nature of human
beings looks like, just observe two-year-olds in action. Their
character can be summed up in two words: “Me firse!”

This basic nature of humankind is cute in a two-year-
old but rather ugly in a fifty-year-old.

I have spent a career dealing with many executives and
managers who have never successfully gotten over their
“terrible twos.” Behind all the nice trappings — charm, wit,
intelligence, and an Armani suit—is a two-year-old stating,
“Me first; the heck with you!”

My wife, in her counseling practice, often deals with
emotional two-year-olds. People come through her door, wal-
lowing in me. “My needs, my wants, my desires, my issues,
my inner child — me, me, me!” People totally consumed with
me. My wife will tell you that these people are some of the
most unhappy and miserable souls she has ever known. It is

another one of those strange and beautiful paradoxes of life
that when we break out of “me” and extend ourselves for others
and meet their legitimate needs, our needs will also be met.

If we desire to become effective leaders and human



80 THE WORLD'S MOST POWERFUL LEADERSHIP PRINCIPLE

beings, we must get over that “me first” problem. We must
grow up. When we sign up to be the leader, other people’s
needs become primary. To this day in the U.S. military, the
troops eat first, officers last.

Phil Jackson is a famous basketball coach known for get-
ting superstars and difficult personalities to work together to
win championships. In his book Sacred Hoops: Spiritual essons
of @ Hardwood Warrior, he writes, “The most effective way to
forge a winning team is to call on the players’ need to connect
with something larger than themselves. Even for those who
don’t consider themselves ‘spiritual’ in a conventional sense,
creating a successful team —whether it's an NBA champion
or a record-setting sales force —is essentially a spiritual act.
It requires the individuals involved to surrender their self-
interest for the greater good so that the whole adds up to
more than the sum of its parts.”

Some have said to me over the years, “Well, I'm just not
into all that serving-and-sacrificing jazz. I've got to look out
for numero uno, because if I don’t no one else will.”

If you are stuck in the “me first” mode, that is a choice. If
s0, please don’t make another choice — of signing up to be a
leader. Please don’t have children if you are into that “me
first” mind-set. Please don’t get married and have someone
entrust his or her life to you. Please don’t make employees
spend 50 percent of their waking hours working for someone
with a “me first” or a “my career” agenda.

Make a different choice! Tike a solo sailboat trip around
the world and write often. As poet W. H. Auden once
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quipped, “We're here on earth to do good for others. What
the others are here for, I don’t know”

THE JOY IN SERVING
As noted earlier, when we serve others and seek their greatest
good, it will often become necessary to extend ourselves and
sacrifice. It is difficult work and not for the faint of heart.

If you study great leaders of authority from the past like

Jesus, Gandhi, and Mother Teresa, you often find them
speaking about the great joy they derive from serving others.

The late, great American psychiatrist and author Karl
Menninger lived to be nearly a hundred years old. Before he
died in 1990, he was asked what he would recommend to a
person about to suffer a nervous breakdown. He replied,
“Lock up your house, go across the railroad tracks, find some-
one in need, and do something for them.”

Go get out of “me” for a while, and “me” will start doing
alot better.

1 once watched Larry King Live, when his guests were
Christopher Reeve and his lovely wife, Dana. As you proba-
bly know, Reeve broke his neck in a freak horseback-riding
accident and has been paralyzed from the neck down for
many years. I cannot imagine what this couple has been
through and continues to endure.

Here is part of the dialogue that evening.

LARRY KING: Aren’t there days when you get down?
DANA REEVE: When we’re feeling sorry for ourselves, the
first thing we try to do is reach out to help someone
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else. And it’s amazing how you can start feeling better
" because of that.
CHRISTOPHER REEVE: Take action. Get the attention off
yourself. That’s number one.

Abraham Lincoln, in his simple, concise way, said, “When I
do good, I feel good.”

So we’re back to choices again. We must decide if we
will choose to serve others or merely serve ourselves.

In the end, we must choose between being a servant

leader and a self-serving leader.

CHAPTER FOUR

On Leadership and Love

What's love got to do with it?
Tina TuRNER

DEATH AND CHOICES, RIGHT?

I made a choice over a dozen years ago to introduce the
concept of “love” into my business seminars.

Now, where I come from (Detroit), that’s a pretty big
risk, especially with my male audiences! They can be right
with me, even cheering me on, until I get to love. Then their
eyes begin to glaze over, their chins drop to their chests, and
they nervously begin kicking the carpet.

Yet as I have studied the great leaders of authority, from
Jesus to Martin Luther King Jr., from Gandhi to Mother
Teresa, from Herb Kelleher to Jack Welch, I am struck by
how these leaders constantly talk and write about that little
four-letter word: fove.

Geoffey Colvin of Fortune wrote a very special article in
November zoo1 entitled “What’s Love Got to Do with It?”
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in which he talked about Southwest’s Kelleher and GE’s
Welch and their fanatical use of the word Jove, (You can find
the article at http://wwwjameshunter.com.)

I'm convinced that the discomfort many feel around
the word /ove, particularly in business settings, is because
we are thinking about love as a feeling. The English lan-
guage has butchered the word because we almost always
associate [ove with positive feelings, with the exception of
when we are playing tennis.

For example, I can love my job, my dog, my cigars, my
girlfriend, and my ’68 Camaro. As long as I “feel good” about
something, I can say I love it. If we do not feel good about
something, we probably would not associate the word Jove
withit.

LOVE THE VERB

Vince Lombardi, the legendary football coach, once com-
mented, “I don't necessarily have to /ike my associates, but
_ asaman I must Jove them.”

Love? Now; wait a minute —wasn’t Lombardi the tough
guy who loved to say, “Winning isn't everything, it’s the only
thing!”? Many are unaware that Lombardi tried very hard to
distance himself from that quote later in life, saying, “I wish
to hell I'd never said the damned thing. . .. I meant the
effort . . . having a goal. . . . I sure as hell didn’t mean for
people to crush human values and morality” Lombardi
clearly understood the distinction between the love of feel-
ing (emotion) and the love of the will (volition).
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Emotlonal love, with its passnon romance, and warm
fuzz1es is the language of love, the fruit of love, the expres-

‘ sron of' love. But itis not what fove is.

Voht1ona1 love is, the love of the wrll Vohtmnal love is

the choxce the w1111ngness of a person to be attentive to thei

FR et e

legitimate needs, best interests, and welfare of another,
regardless of how he or she happens to feel on certain days.
One of m Xfavonte authors is the late Enghshman profes—

e A

sor, author, and Christian apologlst C. 8. Lewis. Lewis wrote
" that love “does not mean an emotion. It is a state not. of the

v

s =L

_feelg;g_ s but of the will; that state of the will WhJCh web have

naturally about ourselves and must learn to have about other

fpeople It [means that we w1$h [seek] our own good.”

like. Hitler, Stalm, and Saddam Hussein were wonderful to
the people they liked and to the people who could do some-
thing for them. Anyone can kiss up to important people.
But loving people we do not like?

This is the type of love Vince Lombardi was talking
about. Lombardi once said that he and his players might not
like each other at times, but he was committed to demand-
ing excellence and pushing his players to be the best they
could be. That is how much he cared. He said his love would

be refentless,

You may find thlS dlfﬁcult to beheve but there are . : :

W T

_times my wife does not hke me very much But that fact thas

nothmg to do with whether she continues to love me. Her

¥

feehngs have nothmg to do W1th the chcuce she makes to
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remain kind, respectful, forgiving, and committed—all of
the things love 4 even though old Jimbo is acting like a jerk
this week. Are you with me?

As mentioned earlier, /ove is a word used frequently at
Southwest Airlines. In fact, the company’s advertising jingle
for many years was “The airline that love built.” Southwest’s
people not only talk about love — they work hard to behave
with love. Herb Kelleher, Southwest’s founder, said, “A com-
pany is stronger if it is bound by love rather than by fear.”

I'will be using the word Jove quite a bit in this book, so I
want you to be clear what I am talking about when I use it. I
am certainly not talking about how we feel about people or
suggesting we violate sexual-harassment laws. I am talking
about how we bebave every day. Are we interested in helping
people grow and become the best they can be? Are we
extending ourselves for others even when we may not feel
like it? Are we seeking the greatest good of those we lead?

For the purposes of this book, love will be defined as:

The act(s) of extending yourself for others by identi-
fying and meeting their legitimate needs and seeking

their greatest good.

‘The proper paraphrase of love is “Love is as love does.”
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_DON’T TELL ME—SHOW ME- v
Néarly eighf hundred years ago, Saint Francis of Assisi is
said to have exhorted his followers to “preach the Gospel at
all times, but only use words if necessary.”

I can remember in my younger and wilder days running
around with friends carousing in bars and other places I
probably shouldn’t have been. It would strike me rather odd
when my married buddy would say at three o’clock in the
morning, “I better get home to my wife. I sure love that gal.”
I can remember thinking, “You love her and you're out until
all hours doing this stuff?”

Another disconnect to me was when a buddy with chil-
dren would tell me how much he loved his kids but couldn’t
carve out an hour a week to be with them. He would lecture
me incessantly about the importance of the guality of time,
not the guantity of time. I remember wondering, is love as
love says, or is love as love does?

Back in the “dark” years of my consulting work, when I
was fighting unions and working with some very dysfunc-
tional organizations, I used to place bets with my partner on
how long it would take before we heard the “asset speech”
from the CEO.

You know how that speech goes: “Jim, before we get
started, you need to know something very important. You
need to know that our employees are our greatest asset. We
love our people here.”

Whenever I was on the receiving end of the asset
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Spt?ech, I felt like blurting out: Oh, is that so? May I speak
to Chucky on the forklift and see if that’s true? We will be
able to diagnose this in about thirty seconds. (By the way,
the line should 7oz be “employees are our greatest asset” but
rather “the 7ight employees are our greatest asset.”)

People are alike in that they will generally say the right
things. But I must confess that as I get older, I am much more
impressed with what people 4b than with what they szy.

Ralph Waldo Emerson put it succinctly when he said,
“What you are shouts so loudly in my ears I cannot hear
what you say.”

THE QUALITIES OF LOVE AND LEADERSHIP

My seminar and workshop participants over the years have
covered the full spectrum, from press operators to school-
children, from sanitation workers to physicians, from Boy
Scouts to Fortune 500 directors,

Often in my seminars, I would ask participants to list
for me the qualities of a great leader. I was interested in
knowing the collective wisdom of a large group around
what mattered most when it came to leadership.

I was initially surprised to find the “Leadership Quali-
ties” lists to be virtually the same from one group to the
next. The common responses would include being honest,
respectful, firm but fair; appreciative; having good commu-
nication skills; being committed; and being predictable.

During this same time period, I attended the wedding
of a close friend. Just before the couple recited their wed-
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ding vows, the pastor read the famous passage that is spo-
ken at nearly every Christian wedding: 1 Corinthians 13,
better known as the “Love Passage.”

Now, I had heard these words spoken a hundred times
before and even had them read at my own wedding. But for
some reason, I heard the words differently this time. Per-
haps the student was finally ready.

This is what the pastor said:

Love is patient, love is kind, it is not puffed up or arro-
gant (humble), it does not act unbecomingly (respectful), it
does not seek its own (se/fless), it does not take into account
a wrong suffered (forgiving), it does not rejoice in unright-
eousness but rejoices in the truth (honesz), it bears all things,
endures all things, it never fails (committed).

The list he read to the charming couple was virtually
the same list T was hearing in my leadership seminars! Here
was a two-thousand-year-old definition of love and leader-
ship as relevant and applicable today as ever. I remember
thinking at the time that perhaps there really was nothing
new under the sun.

Now where on that list do you see any feelings? Where
is the part about “love is romance, love is passion, love is

flowers and candy” in that definition? I don’t know about
you, but I see a lot of work on that list. I think that is why
that list is read so often at weddings—once the feelings
pass for a season it's time to get to work. As Tony Campolo,
the well-known professor, author, and speaker, has said, “At

every wedding we have an opportunity for a marriage. But
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we never really know what we've got until the feelings pass
for a time. Then we see.”

Anyone can do courtship and honeymoon. Anybody
can talk about love. I think it was Zsa Zsa Gabor who once
said, “Twenty men in one year, piece of cake, darlink. One
man for twenty years, that’s a real problem.”

The same is true with leadership. Anyone can sign up to
be a spouse, parent, boss, coach, or teacher, but when the
going gets tough, then we see what we've got.

What [ have come to believe about these eight qualities
oflove is that not only are they a splendid definition of love,
they also epitomize the very essence of leadership. And not
only do these qualitics define leadership — they embody the
true meaning of character. In fact, these are the same quali-
ties we've been teaching our little eight-year-old for seven
years now.'Over and over and over again. More about the

f¥ork of building character later.

/ ~=~ Loving others is about doing the right thing. Leader-
_ship is about doing the  right thing. Character is about -doing

_the rlght thing, Agam leadership development and charac-

., ter development are one.

THE ESSENTIALS DEFINED

After that wedding many years ago, I could not wait to get
home and compare that two-thousand-year-old definition
to the “Leadership Qualities” lists from my seminars to
confirm the near—pef}'ect match. This compelled me to
open my dictionary to better define these behaviors.

e
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Leadership Requires Patience
The deﬁnmon of patience is to show self-control.” \/

" Is this quality of character 1mportant for a leader? Not
only is it important—it is essential, because patience and
self-control are the essential building blocks of character,
and hence leadership.

I believe self-control is better described using the
phrase “impulse c_og;_rpl..” We are teaching impulse control
to our little girl every day by coaching her to respond not |
according to what she “feels” like doing but according to
what is the right thing to do.

Without control over our basic desires, whims, appetites,
and other urges, we have little hope of behﬁﬁhg with charac-
ter in difficult situations. A habit must be developed by
responding from principles rather than urges in order for

us to be effective leaders. [n short, we must get our impulses

under control. We must get the head (v%qw) in charge of the

LENE R L AL

heart (enf;g_ggxy)

.FPatience and self-control are essential to healthy rela-

nonshlps Ify you doubt this, then ask yourself this questlon
Do you have good relationships with people who are out of

control?
Patience and self-control are both about being consis-

= smmimamme s i TR

_ tent and predictable in mood and actions..Are you a safe

emmmers AT S g

]:_)erson> Easy to be with? Approacheble? Can you handle

TR TR R

Now, I am not suggestmg that we cannot be passion-

ate in what we do or that we have no emotlons Pass10n

AT
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(cornrmtment) is an essential leadership quality that we will
" discuss later. We can be very passionate in what we dowhile

~ maintaining our patience and self control with people. If

~ you are not a safe person for people to readily approach

with the bad news as well as the good lookout. ="

----- ~T often get people in my seminars Who readlly admit to
having bad tempers and will even admit that they some-
times rage at people and have inappropriate outbursts.
They are usually quick to defend their behavior by;ﬁng
things like “That’s just the way I am,” or “As you can see, ’'m
aredhead,” or “I'm just like my father was.”

When I hear this, I usually respond by saying, “So when
was the last time you ‘lost it’ and had a fit with the CEQ of
the company? How about with a valued customer?”

Of course, they answer, “Why, never!”

To which I respond, “Isn’t it interesting that you can
control yourself with the CEO or a customer but not with
the people working for you? Why do you think that is?”

I know of a guy who played adult-league softball for
many years after high school. He was a great guy, but unfor-
tunately for the umpires he had a temper that was the joke
of the league. If a questionable call was made, he immedi-
ately would be yelling and spraying saliva all over the poor
ump, usually resulting in ejection from the game.

One year, the league hired a new umpire who just hap-
pened to be the pastor at a local church. You guessed it. It
happened to be the difficult player’s pastor. Now; how many

we may ngt be partlcularly fond of Klndness and common

gpreaatlon and encoura&ament 1o
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games do you think he was thrown out of that year? You
guessed it again. Zero.

When asked how he achieved the feat of going a whole
season without getting kicked out of a single game, his

response was simply “Heck, you can't yell at the pastor,”

Now, you tell me: Are patience and self-control choices?
Anger is a natural and healthy emotion, and passionis 2
wonderful quality to possess, as we will see later. However,
acting out on anger or passion and violating the rights of
others is inappropriate and damages relationships. This is

the part that can and must be controlled.

Leadership Requires Kindness
RS

b o TR & LS

definition listed is “to display common courtesy 1o others.”

Kindness is an act of love (verb) because it requires us

=,

courtesy are about doing the thmgs that help relatmnshlps
flow smoothly. This includes extending ourselyes for others .

Dy appreciating them, encouraging them, being courteous,

listening well, and giving credit and praise for efforts made. |
William James, the great American philosopher and
psychologist, taught that human beings at the core of their

\/ personality have the need to be appreciated.

Have you been appreciating your kids lately? Your



94 THE WORLD'S MOST POWERFUL LEADERSHIP PRINCIPLE

spouse? Your boss? Your employees, who spend one-half of
their waking hours giving efforts under your leadership?
Your teammates? Mother Teresa often said that people crave
[ £ & AR LR LN
_appreciation more {than they crave bread.

TR DATE LD

Effective leaders encourage those around them to be

af = ——

S the best they can be. Effective leadere 1push calole pull ahdr
encourage others to raise ;h; lpy el of play. They encourage
others by their willingness to share their knowledge and

P T

Experiences and are a constant, _positive mfluence to the

e saan,

people around them. Remember, you don't have to he the

-

boss to encourage and influence others

RARATEAII T e A T T

Common courtesy is doing the little things that make a

house ahome thtle thmgs like saymg plehse, thank you

I’'m sorry, I was s wrong. Little thmgs like being t the f_irst one

to say, “Good morning,” in the hallway.

T

. Kindness is the WD-40 of human relationships.

~

v leadership Requires Humility

My dictionary defines humlhty as dlsplaymg an absence of

ptide, arrogance, or p«retensezbehawr:é authentlcally
Humility, like love, is another word that has been
_butchered in the English language. The opposite of humility
is a.rroganee-,ﬂ boastfulness, or pride. Many people therefore
mistakenly associate being humble with being passive; overly
modest, self-effacing, or even a “poor pitiful me” type. o
5~ To the contrary, humble leaders are not afflicted with
! some unbalanced sense of their inferiority. Humble leaders
,{"l can be as bold as alion when it comes to their sense of values,

b
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morality, and doing the right thing. They can be as fierce asa

p"'it bull when it comes to staying focused and on mission,

hitting margin targets, and holding people accountable.
_Humble leaders are simply those who have stopped

fooling themselves about who they really are. Humble lead-

_ers know that they put. their pants on the same way as _
everyone elsenThey know that ehey are only a disaster or
two away from the bottom of the pile. They know that they

~Lame into the world with nothing and will leave Wlth noth-

ing (you will never see a funeral hearse pulhng a U-Haul).
Humble leaders have gotten over themselves and their
 terrible twos. Humble leaders have grown up.

'Humble leaders display a wﬂhngness, even an eagerness,
to listen to the opinions of others and are wide open to con-

_ trary opinion. Humble leaders know they do not have to

Jhaveall of the answers, and they are perfectly okay v;_;jlhth_gh'il_tw ]
Enghsh critic John Ruskin observed, “Really great ‘men have
a curious feeling that the greatness is not in them, but

through them. Therefore, they are humble.” '

Humble leaders do not take themselves or events too

at the themselves

SR =T = ]

« _seriously Humble leadegs are able to laugh
and the W_Dﬂ.d Wthh is so important because people. have a_

—

‘need to have fun. Humble leaders are quick to give credicto

T T T I T L T e

©others and do not seek our credit and adulation fqr them-

selves; they are secure in who and what they are.

PT s TP

I have met many, many people in leadershlp positions
.. Who seem mcapable of saying thmgs like “1 don’t know,” or
“What ¢ do o.youthink?” or “Challenge my thmklng, or “I am
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sorry, T was wrong,” or “You did that much better than T

érog_lg,have.” After getting to know these people, I generally
find that they are insecure and uncomfortable in their own
skins.

In Good to Great, Jim Collins refers to the highest per-
forming level of leadership, what he labels “Level 5,” and

says, “Level 5 leaders embody a paradomcal mix of personal

hum1hty and professional w will, They are ambltwus to be

_sure, but ambitious first and foremost for the company not

themselves
Humble leaders view their leaderskup as an awesome

e e rrmemrog oo

_responsibility They view leadershlp as a position of trust

“and stewardship and take having people eotmsted to the1r
care very seriously. They are not focused on their “manage-

[

ment rights,” nor do they lay awake at night worrying about

. office politics and who will get the corner office. Rather,

[

they are focused on their leadership responsibilities and often
lay awake at night thinking about whether they are effec-
tively meeting the needs of their people.

Humble leaders are authentic. They do not walk around
wearing “I've got it all together” masks. Humble leaders are
willing to be open and vulnerable because they have their egos
under control and do not operate from delusions of grandeur,

behevmg they are indispensable to their organizations. They

,,,,, i

arewellaware that cemeteries are full of md13pensable EeoRle
(O S
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Humble leaders are secure in knowmg they “have
strengths and hmxtauons knowmg fuIl well that there are

many others Whoicould do the ]ob as well or better tHﬂ

Crazreas
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_they could. Humble leaders know they are capable of f mak-

_ing errors and are conscious that the greatest fault of all is

belle;flhg you. have none.

A wise mystic centurles  ago commented, “If we could

truly see ourselves for what we really are, we would be very

i Lo

_ humble mdecd »

Dust to dust, ashes to ashes. I once heard a pastor at a
funeral say, “Nobody is getting out of this thing alive.”
Humble leaders are able to keep things in perspective.

teadership Requires Respect
My d1ct1onary defines respect as treatmg people like they
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are 1mportant
wl

- The people around the leader know full well that he or
i she is capable of respecting others, as they see him or her do

it every time someone important comes around. But what
i about the little people or the challenging ones? Do they get
* that same respect?

=~ Ethel Waters, the well-known black singer and actress

of the 1920s, was fond of saying, “God don’t create no junk.
He just creates people with behavior problems.”

So true. And guess what? You and T have some of those
behavior problems, too. I tell people in my seminars, “If you
don't think you have any behavior problems that you can
work on and improve, put arrogance at the top of your list.
And if you still think you have no issues to work on, stand
up now and we'll have the people on your team point them

P’

out to you!

&
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An effective way that leaders can give respect and build__

trust is by Vdeveiopmg the skill of d delegatmg resp0n51b111t1es
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to others S0 theyr can grow and d

 ties. Delegatmg respon51b1]1t1es isa wonderful way to demon—

strate trust, whrch of course, is a two Way street If we desire

e A

trust from others, we must give trust to them The discre-
tion and mdependent ]udgrnent we want our people to pos-
sess only come by exercising discretion and independent

judgment.

I once had a seminar participant say to me, “My daddy

taught me respect is earned. Therefore, I respect only
people who have earned my respect!”
“Your daddy lied” was my response.

Respect isn’t 't earned when you are the leader—respect is
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_ grven when you are the leader_bon t people get respect for
mh—eih_g human5 Den t people get respect for working for the
same orgamzanon that you do? In fact, if I was a share-
holder, I could argue that the leader’s job is to help his or
her people win and be successful. The leader will respect
them when they earn it? And when might that be?

Recall the definition of love. Love is a choice, the will-
ingness to extend oneself for others and seek their greatest
good regardless of whether they have earned it or have got it
coming. Love (Ieadership) does not pause to create an Excel
spreadsheet, putting people’s pluses and minuses in columns

before hitting the autosum button to determine if respect

lop Proper delegatmg
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is due. Rather, the leader ader gives respect. The leader chooses to
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~ treat all people Tike _important people even when they

_behave poorly or “don’t deserye it.”

. Effective leaders understand that everyone is unportant

and adds vaIue to an organization. And if they do not add
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value to the orgamzatlon Whose fault is that? Why are they
still there? A‘&am everyone is important. The only differ-

_ence is that people have dlfferent job. responsr,lhues"an

] the market compensates those responsibilities differently
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Put another way, th thmk of servant,le_ : ershrp as Qrzmm‘ .

mter " pares, translated as “ﬁrst ‘among equals.” Agam Herb

KeIleher of Southwest Airlines: “My mother taught me . ..
that positions and titles mean absolutely nothing. They're
just adornments; they don’t represent the substance of
anybody. . . . She taught me that every person and every job

is worth as much as any other person and any other job.”

% Leadership Requires Selflessness

Selflessness is defined as meeting the needs of others

What a beautiful definition of leaderslup _to_meet the
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needs of others.
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During seminars, I am often asked, “Even before my
own needs?” to which I respond, “Even before your own
needs, grasshopper.”

When you signed up to be the leader, that’s what you
signed up to do.

The will to serve and sacrifice for others, the mlhngness
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__toset aside our wants and needs in seekmg the c greatest good

l
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for dthers —thls 1s What 1t means to be se!ﬂgﬁg This is what
e
Jit means to be the leader.
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I often get challenged about serving others by indignant

people who will say, “Yeah, that serving stuff sounds great, but
you don’t know my boss!” or “You don’t know my spouse,” or
“You don’t know the kind of employees I am dealing with!”

I generally respond by saying they must work to kick out
that “stinkin’ thinkin’ ” because they are already on the wrong
track! The road to servant leadership lies not in trying to.

fixor change others but in workmg on changrng and i improv-
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mg_ourselves Ru551an novehst Leo Tolsto;r once remarked,

“Everyone wants to change the world, but no one wants to
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How true‘ Our world changes when we change. Besides
that we do not have the power to change other people As
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Alcoh, l A 1
coholics nonymous wisely teaches, the only person you

our own yard, we would soon have a clean street.
Service and sacrifice were more thoroughly discussed in

chapter 3, so rather than be redundant, we will move on.

Leadership Requires Forgiveness

My dictionary defines forgiveness as “letting go of resent-
R s

Jnent.”
People often remark that they believe forgiveness to be
a strange character skill to have on a leadership list, yet I

remain convinced it is one of the most important.
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Why?

Because when you are the leader, people are going to

make mistakes. A lot of them. Your boss, your peers, your

i i i

gomg to screw up, make mrstakes and let you c down People \

;jwrll__hurt you, sometimes deeply. Many will not make the
\efforts you believe they should or care as deeply as you do.

.Some will fail to respond to all the effort you have put in. A

.. few will try to take advantage of you.

Which is “ily it 1s essent1al for the leader to develop the

i skill (habit) of accepting lim l1m1tat1ons in others and the
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capac1ty to tolerate 1mperfect10n The leader must develop

. the sklll of lettmg go of the resentment that often lingers

when people hurt us or let us down After all, anyone could
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lead perfect people, if only there were any.

Lettmg g0 of resentment 15 not about being passive, a
i e S =

doormat for the world. Lettmg go isnot about letting people
get away with bad behavior or pretending the bad behavior
is acceptable. To do those things would not be behaying with
| Rather, forgiveness involves going to people and com-
municating assertively how what they have done has affected
you, dealing with it, and then letting go of any lingering
resentment. Buddy Hackett put it well: “While you're carry-
ing a grudge, they’re out dancing!”
JThis wonderful quality of character can be developed

_over time with practice and _courage. It can be a dxfﬁcult

ksloll to develop because when our prlde and feehngs are )
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hurt, we give ourselves many ]ustlﬁcanons for not letting

peopIe off the hook. It takes a secure, mature individual to

develop this skill. As Gandhi once observed, “The weak can_

never forgwe Forgiv: eness 1s the attribute of the strong

Pleep R

1 have known many managers who have ruined their

careers because their feelmgs and przde got in the Way and
they could not forgive others and let go of their resentment.
Any decent psychologist will tell you that resentment
M——r-m—-

destroys the human personality. People who harbor resent-
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ment, who seek revenge and obsess about what others have

_done to them get consumed and often become hateful and_

_ spiteful human bemgs Author Hermann Hesse, whose writ-
Vi;lés” inspxred Robert Greenleaf once wrote, “Whenever we
hate someone, it is because we hate some part of ourselves in
his image. We don’t get excited about anything that is not in
oyrselves.”

Some may say, “That’s easy for you to say. But what if a

drunk driver killed your child? What if 2 maniac murdered

your wife? What if your sales guy blew the biggest deal of
the year because of something stupid? Would you be so quick
to forgive?”

[ wonder myself. But that seems to me a bit like trying to
do advanced trigonometry before having learned addition
and subtraction. Perhaps we should begin practicing and
developing this character habit with the people around us
every day rather than worrying about forgiving serial killers.

What about practicing with people who have commit-

plce e
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ted lesser atrocities? Perhaps we could forgive a coworker
for talking down to us. Or forgive a neighbor who behaved
poorly one Sunday afternoon. Or let a boss off the hook
because he or she embarrassed you in a moment of anger
last year. Or cut a family member some slack after holding a

grudge for thirty years.

SEPARATING PEOPLE FROM BEHAVIOR
If you have ever taken a human-resources course on con-
structive discipline, you've probably heard the instructor
make statements that sound silly and nonsensical on the sur-
face. Comments like “When you discipline an employee,
you must separate the person from his or her behavior.”

Usually someone in the audience will respond, “Sepa-
rate the person from his behavior? How stupid is that? He’s
the jerk who did it— fire him!”

Of course, what the instructor means is that we all do

_.bad things but arent necessa.rlly bad people. For example

you should not say to an employee, * You re stupld'” Exactly

[ O,

how is an employee supposed to fix that? Do you have some
1Q pills in the first-aid box?

Rather, you should say, “The report you submitted does
not meet our standards here.” Now;, that is something the
employee can do something about.

You don't say to an employee, "You' e Iazy1 ” Rather,

“You have been ta.rdy Four times this month.” qut_l_ § some-
thing the employee can do somethmg about
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Theologians often refer to this as separatmg the sin
.. from the sinner,” which I must admit I once nce believed tobea
" rather 51lly d1st1nct10n.

Silly until T realized there was one person on the planet

with whom I do that routinely.

THE BIGGEST JERK | KNOW
There is this one guy I know who commits the most ridicu-
lous blunders and absurdities you can imagine. You would
not believe the foolish things this guy does that hurt me
personally, affecting my business and even my family. Yet [
am usually quick to get over it and overlook the brainiess
things he does. I am generally quick to conclude that those
_were just some thmgs he did, but it is not the person he 7. 1
mean, he really is a good guy.
Andj just who is this nincompoop?
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You guessed it, Me‘ -

Thmk about how. qutck we are to ook beyond our own.

For__glveness is an attnbute of love 0 the question now

f _becomes, are we wdhng to love others as we love ourselves? )
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Remember we are talking about love the wr& not how we

Jfeel about ourselves. Indeed, there are times when I don’t
like my own company, but I still continue to look cut for
number one. Love is looking out for others and seekmg theu'

_greatest good, like we do for ourselves
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There are other payoffs to developing this quality of char-
acter (skill) of forgiveness. As I write this today; a front-page
headline in US4 Today reads, “What Makes People Happy
The article discusses recently [;ubhshed research about what

drives happiness in people. According to University of Michi-
gan psychologist Christopher Peterson, forglveness is the

trait most strongly lmked ito] happiness. “It's tﬁeﬁaueegtlhof all
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vutues, and probably the hardest to come by,” he reports.
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My dlctlonary nary defines honesty as “being free from deception.”
Few would disagree that honesty and Wﬁegnty are
essential qualities of character that a leader must possess.

| i Aduinhe T L
Surveys have shown for decades that these are the qualities

/ Leadershm Requlres Honesty

of character people most want in their leader.

If you do not believe that these qualities are essential to
leadershlp, just ask yourself this question: Do you have
good relationships with people you do not trust? Are those
the people who inspire you?

TJrust is the &_that holds relationships together If my
wife and I do not have fundamental trust in our relation-
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m
ship, it would be difficult if not 1mposs1ble for our organiza-

ey

tlon (marnage) to survive. \Without trust, an orgamzatlon is
RS A el e T R 2 T i
a house of cards without the glue How does one bu1ld
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“trust? By bemg trustworthy, ‘of course. Behavmg w1th hon—
el ~
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esty and i integrity | buﬂds trust.
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I have been in many, many organizations whose execu-

tives talk about trust but whose actions betray what they






