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Why do organisations increasingly demand

more and better leadership capability? The

pace of change and expectations of

“Generation Y” talent means that to thrive and

succeed is now a real crisis for organisations

that are woefully under-led. The solution is to

identify, equip and accelerate great leadership

talent. This means identifying and nurturing the

few people who can inspire, set and deliver new

strategies through innovation and execution.

JMG Consulting is committed to inspiring and

enabling great business leaders that are fit for

the future. Dr. Gregg sets out to provide a

foundational context for the way forward.

People often ask me the question: “Why do

managers find the concept of leadership so

difficult to master?” After being in the field of

leadership effectiveness for over 35 years, my

answer is quite simply that most organisations

view leadership from the wrong perspective

and the root of the problem (and it really IS a

problem) is that individuals get promoted to

leadership roles without a notion of what is really

involved in being a leader. Often it is as simplistic

as the interchange of title between “Manager”

and “Leader” – which is a common mistake.

Most organisations reward their people for

superior performance by making them leaders.

So, Customer Service Managers get promoted

because they are good at customer service;

Sales Managers are promoted because they

are good at sales; Production Managers

because they're good at production, and so on.

This epidemic of functional promotion over

leadership effectiveness requires awareness,

honestly and commitment to overcome. It’s not

to say that great managers can't be great

leaders, and it’s not to say that organisations

don’t need managerial excellence – because

they certainly do, but what it does mean is that

the evaluation of, and rewards for, leadership

are most often the same as they are for

management. This is a mistake that is

compounded by the fact that many, if not all,

great leadership results are discretionary unless

at an executive level.

There is no question, when you look at all the

evidence, that a key difference between

managers and leaders is that you can be

appointed to a managerial position, but true

leadership can ONLY be earned. It is a

privilege bestowed on an individual by their

team of followers. That privilege can only be

granted by the team - and it can be withdrawn

by the team - which is, incidentally, the root

cause of why leaders fail. It is only after the

leader has lost the support of the team that

organisations realise that something is wrong

and take action. To complicate matters further

one major challenge that has emerged from

recent studies is that many of these “leaders"
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What does great leadership look like?

have roles in global, matrixed organisations,

where their need to influence and create

results becomes tested to the limit. Often

these same individuals can work well in a

close (local) structured environment, but their

challenges are 10 fold when put through the

global lens.

Leadership is a purely functional role, and that

function is to make the team perform to its

maximum. That is the only reason leaders exist.

Depending on the level of seniorority, the "team"

could be a peer group or a whole organisation.

Then it is the team who ultimately says 'you can

be the leader'. Managers can have formal,

hierarchical power, but leaders have moral

authority (that has to be earned) to influence and

change the lives and performance of people.

Remember that managers do things right, but

leaders do the right thing.

This has fundamental implications for both the

selection and development of leaders. When you

look at it from the perspective of the team and

not the organisation the question then becomes:

"What does any team or group of people require

from their leader?" This question is historically true

of political, community, business, educational,

military, spiritual or indeed any other category of

leader - even monarchies. Before you even

consider the business angles, my view is that there

are four things that really separate leaders from

managers – the 4 key pillars of leadership. These

are Integrity, Judgement, Insight and Vision.

"Leaders are a resource
for the team and are not
there as a right. It is the
team who ultimately
says 'you can be the

leader'."



Integrity - Judgement - Insight - Vision

Integrity. Team members need to trust their leaders. In

just about every definition of leadership comes the

word integrity. But where does it come from? There are

some subtle issues surrounding trust and integrity that

come from carefully nurtured relationships. In fact

integrity is built on one relationship at a time, and that

comes from one conversation at a time, built from

personal trustworthiness. In order to follow a leader,

team members need to have confidence in their

leader, and believe what he or she tells them. To

achieve this level of trust is not easy and leaders have to work

hard to build the confidence of their team over a long period

of time. It takes emotional intelligence and real care to show

the character of a leader. It takes influence in all its forms.

Judgement. Great leaders are courageous and decisive, yet

know how to act with wisdom and use good judgement. To

do this they should blend strategic agility with consistent

decisive clarity – even, and especially in, volatile ambiguous

conditions. Leaders need to know that what they do on an

operational level links to the strategic goals of the

organisation and they need to know enough about the

business to make bold, but still competent decisions. These

decisions must be based on a rational analysis of the

information they have at their disposal. When the going gets

tough, people look to leaders for good judgment.

Insight. Leaders have to know their stuff! In many cases this

can be the ability to show enough knowledge about the

business that they are in, the function that they represent, or

the market that the organisation is moving towards. However,

what is exciting about leadership is that it can be (in some

cases) transportable between industries and organisations. In

other words, you can source great leaders and bring them in

to drive a new culture, as long as they can demonstrate

enough insight around their capacity to drive organisational

success. To do that and be effective, they need to have the

capacity to involve those who know the inside workings of

the business. So great leaders need not only come from

within the current ranks of an established talent pool inside

an organisation in these days of massive change and re-

invention, but can legitimatley come from external talent,

and be a catalyst for positive strategic change. To

accomplish this they need outstanding interpersonal

effectiveness to fit and synergise with other key leaders and

internal stakeholders.

Vision. A key role that leaders perform is to align the

strategic goals of the organisation with the day-to-day

activities of their teams. Often team members have no real

idea about WHY they are doing what they are doing and

how it contributes to the vision and mission of the

organisation. This issue of alignment is an issue that many

leaders struggle with. However if they cannot inspire people

to commit themselves to the cause, then the results can be

dramatic and far-reaching. People who aren't connected to

a vision lack purpose and become demotivated and

disillusioned with their work, with the consequent loss of

output and productivity. Leaders need to have the influence

to sell the vision of the organisation to their teams and to

become a conduit of information linking the overall goals of

the organisation with what happens in the departments or

areas.



Great Leadership

Teams exist in the workplace in order to

maximise production and profit for the

organisation and provide greater rewards to

individual team members in the form of

better pay and increased bonuses. Team

performance hinges entirely on a leader who

can demonstrate Integrity, Judgement Insight and Vision.

Unless organisations change the way in which leadership

is viewed and rewarded they will continue to struggle.

Promotions will be made for the wrong reasons. Rewards

will be given for the behaviours that do not drive future

success. Then, most importantly careers will be wrecked,

leaders will derail and team members will become

disillusioned and demotivated. Who wants a workforce

like that?

When selecting leaders, it is crucial for organisations to

understand the basic premise that the fundamental

building blocks of a great leader are grounded in

personality and competencies. An individual’s

personality underpins and infers their leadership behaviour

(competences). While personality underpins behaviour,

competencies are the unique reflection of the industry

and function-specific aspirations that enables leadership

to contribute uniquely to different organisations. By

understanding an individual’s personality traits and

behaviour, organisations can make the best possible

decisions when choosing their leaders, and those with the

potential to be a great leader!

Things are changing rapidly in the 21st century and

organisations need to move quickly if they are going to

thrive in a world of uncertainty and volatility. The only

way of doing that is to manage talent well and to grow,

develop and nurture leaders who are capable of getting

the best out of their teams and steering their organisations

through the choppy waters ahead. If they don't, they

will lose the competitive race and will fail. If they do, then

the ability to drive new strategies, encourage innovation

and a sustainable high performance culture will ensure

organisational success. Then the old phrase “competitive

advantage through people” will start to be a meaningful

part of everyday culture and that simply cannot come

from management alone.

Inspiring and enabling great leaders in business is the

domain of very few, but the ambition for all who are

serious about delivering sustainable business growth.

Study after study, and survey after survey, points to a

serious lack of leadership talent. Let JMG help you to build

the next generation of great business leaders.

Info@JMGWorld.com

+44 2071 939335

@JMGConsult

© JMG Consulting International 2014 - All rights reserved.


