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Leadership

usiness people are starting to believe that the psychologists
have hijacked the leadership movement, citing a growing
number of interventions which induce deep personal insight
yet fail to produce tangible business results. A fresh approach
is needed.
While the business environment relentlessly challenges executives to become broader
and smarter, it would be a serious mistake to believe that psychologists hold a
on which it is based. In the present organizational setting and with an increasing
emphasis on the concept of leadership, that philosophy is challenged to reach out to
embrace a deeper meaning of Self within the Organization and to recognize a wider,
richer context of Organizational reality.
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Modern leadership needs to offer practical insights to help the leader survive and prosper in the
increasingly complex world of the Twenty-First Century. The emerging demand is for a new leader
in a new world (see Figures 1,2&3). A world in which knowledge of management processes is
simply not enough. A politically charged world. An increasingly demanding, turbulent, ambiguous
and global world. A world in which you either swim or sink.
Leadership has been widely associated with management, conferring a mundane image of inertia
of a repaired, enhanced, universal, and higher form of the traditional management activity.
Traditional models no longer provide guidance for the leader navigating these hazardous waters.
Being a leader involves being true to self, providing benefit to the organization, and service to the
World. In short, being authentic in engaging the World. The fire of the principled leader is passion.

Principled Leadership (see Figure 4) is the emerging brand of management which is fit for purpose
advantages is that its foundation is philosophical, not psychological. Whereas dominant
management thinking has historically grown from the psychological perspective concerning itself

accountable, and more ethical.
Leadership thinking has to shift towards a more principled approach. Principled Leadership is a
relationship between Self and Organization based on recognizing who I am and how I interact with
my environment.
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Figure 3. A Short History of Modern Business Leadership

Until the 1950s
THE NATURAL LEADER
The
believed that
there were a common set of
leadership characteristics possessed
by men and women who were born to
lead. Management scientists
researched these qualities or traits.

In the 1960s
THE BEHAVIOURL SCHOOL
The focus changed to emulating the
behaviour of successful leaders. This
was limited to balancing demands of
task against needs of people.
Exponents included Adair, Blake and
Mouton.

From the 1990s
AGE OF INTELLIGENCE
Exponents recognized that existing
leadership models were inadequate
for the increasingly complex business
environment. Research focused on
match response to context. Exponents
include Kotter, Goleman, Bass, and
Alimo Metcalfe.

TODAY Early 21st Century PRINCIPLED
LEADERSHIP

from Organizational Psychology to
Organizational Philosophy

From the late 1960s CONTINGENCY MODEL
The emphasis changed to exploring
how leaders could match their
behaviour to cope in a changing
political climate. Exponents included
Situational Leadership.

1. Leadership is a way of thinking
2. Everyone can be a leader
3. Leadership encourages reciprocity
4. Effective leaders inspire and can be
inspired
5. Leadership is being authentic

Figure 4.
PRINCIPLED LEADERSHIP

PRINCIPLED LEADERSHIP

SELF
Spiritual Awareness
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ORGANIZATION
Practice of Management
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Credo

A popular method that has evolved in recent years for teaching leadership compares the
characteristics of famous people who are widely regarded as successful leaders. An identikit
profile is then constructed out of repeating factors or themes. This approach can be called in
search of leadership.
In examining any comprehensive roll-call of such leaders there will be found those with
antagonistic political views, differing faiths, polarized beliefs, opposing ambitions, and
antipathetically ethical stances. Some will have lived in democracies, others under totalitarian
regimes. There will be both good people and bad people on this list. Some will come to gain from
their leadership efforts; others will become net losers or make a great personal sacrifice. Yet all
are recognized as good leaders. What can all these people possibly have in common?
Those who succeed as leaders do so within the circumstances of their day. It is not enough to say
that they were simply lucky. Many of these leaders will have worked at promoting their cause over
extended periods of time. Almost by definition all will have worked in a hostile environment. If
there is some common factor at play, it is to be found somewhere between their robustness in
clinging to an ideal sense of purpose, and in their ability to negotiate the changing circumstances
of an evolving and pragmatic world. Leadership is to be found, too, in the way they choose to
construct their personal view of reality and project into a dialogue with their world.
At its root Leadership is a way of thinking.

In the old days when you signed up for a job-for-life, you knew that certain corporate activities were
to remain forever secreted in a reserved estate hovering somewhere towards the top of the
to market themselves at all once they were recruited. Organizations alone worked on corporate
strategy while individuals were restricted to no more than running a project or program within it.
Organizations owned brands while individuals sold their souls only to dissolve into the companies
the went to work for. Now all that has gone, and gone for the better.

there is no longer anyone else who will do this for her. She will be acutely aware of the value of
working life and know where she wants her working time to fit into her overall lifestyle. She weighs
and balances work against all the other components in her life. She works hard at building her
unique personal brand.
Personal marketing, personal strategy and personal branding are now being learned and
practiced by millions of individual leaders. By and large, they seem to be making a good job of it.
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In the past there was one key activity we used to associate exclusively with the people or the
person at the very top of an organization: leadership. The word leader implies that there will be
followers. What is new and different today is that these roles no longer remain fixed to the same
people all the time. They revolve and rotate depending on competence and situation. The hallmark
of the principled leader is her inclination to identify and enable other leaders. She seeks to
construct a meritocratic society in which all can lead. In this way, her spirit of guanxi spreads
Principled Leadership like wildfire beyond the organizational boundary.

achievement of some collective goal. So, the modern leader combines her competence to
contribute with her humility to accept. This two-way balance of information makes modern
leadership a form of dialogue, as opposed to a dictatorial management monologue. I may lead on
this; you may lead on that: all the while each of us is a leader. Principled Leadership is respectful
because it sets out to be reciprocal. Leadership involves continual interaction between Self and
Other.
Whereas hierarchical organizations encourage a masterthe roles are fixed, networks are moving towards a peer-to-

-

-

The difference is that the baton of leadership can pass rapidly and unrestrictedly between all its
follower roles.

Leadership is not a back office activity. An executive may have the best idea, the best plan, the
best innovation, the next best thing for her organization. Yet her efforts will come to nothing if she
does not engage the world and bring it along with her. A leader must reach out to share and
project her ideas into the world.
The organizational world is propelled by shared ideas. Shared ideas are at the foundation of
agreements and contracts. They are the building blocks of consensus. They are the fuel of change.
And the essence of shared ideas is inspiration.
Inspiration talks the language of being, not the language of doing. An inspirational leader does not
simply tell people what to do; she helps them discover why they will be doing it, and how the
conversation couched not in activity but success. It is also, in its initial stages, a two-way dialogue
as such conversation allows an executive to test ideas and check their feasibility in the real world.
As well as engendering inspiration in others, a Principled Leader will on occasions be inspired by
others because she believes leadership should be reciprocal.
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As career responsibility has shifted from a vaporous corporate entity towards each individual
worker, a new sense of personal responsibility, and awareness of agency (the effect I can have on
the world) comes along with it. Executives are not simply working differently they are becoming
different kinds of people. In a sense, they have set themselves free.
terms of what he does, whereas the knowledge worker defines herself by who she is. The
alternative perspectives of doing vs. being characterize the core difference between management
and leadership. The leader primarily wants to be herself; she becomes interested in doing and
having only to support her in achieving this higher aim of being.
Of course, her biography is never static; there is an ever-revolving interplay between her evolving
self and her evolving situation. And all the time, like the tightrope walker, the leader strives to be
her authentic upright self in the world. To achieve this balance requires some knowledge of self,
and some knowledge of the world. So authentic leadership implies then need for a personal
dialogue, a dialogue of reflection.
Authentic leadership is another kind of reciprocal relationship based on self-awareness, it
involves the continual and free interaction between Self and World.

Making it happen

The ideal of modern leadership would fall flat on its face if it were to contain nothing more than
traditional management, an awareness of being, and a need to engage in dialog with others and
the world. Leadership often seems to be in danger of slipping down the chasm between two great
pillars and finding its home in neither. One pillar is the practice of management, which, however
defined, must ultimately speak to business benefit. The other pillar can be called spiritual
awareness the need to know oneself and engage meaningfully in the world.
You will find these pillars, and many others, in any good bookstore. Those who are dedicated to
doing a good job as a manager and eager to learn the necessary knowledge and skills will
frequently visit here. Along one aisle we find the monumental tomes of management theory sitting
next to the latest quick-fix checklist paperbacks. In a completely separate section, down the
corridor and off to the left, we will come across personal development guides right next to secrets
of true magik, astrological predictions, and popular psychology. The basement offers us a range of
found elsewhere in the store.
Modern leadership faces the challenge of convergence - to find a way to somehow integrate these
disparate sections: personal orientation, social dynamics, and business results. But a cultural
divide has hitherto prevented this hard-nosed business people often find difficulty in grasping
spiritual values are often trying to get away from the harsher side of management life rather than
embrace it.
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So the bridge that must now be built has to convey personal values in one direction and to
business outcome in the other. Such a bridge can only be constructed with planks of thought.
Attainment of the leadership ideal is all about changing the way we think. Leadership is a way of
thinking that enables us to do this.

Authenticity or self-awareness is often framed as a spiritual goal yet has important business
implications. Self-awareness is not simply a nice-to-know personal fact because it provides the
leader with a token of self-value. As an index of value, self-awareness is properly an economic

No organization remains static. Every organization regularly re-draws a picture of its intended
future, first by boldly defining the hard outline of its business ambitions and then shading-in
specific structures, functions and processes. My self-awareness helps me understand where I
might fit into that changing picture and how well I might value my role there. Self-awareness helps
me understand how comfortable or stressed I might be in that role, and allows me to profile a
range of roles I might prefer. It tells me whether I can see myself in the corporate picture and how I
might like to influence or change the picture itself. Self-awareness helps me value myself and my
situation.

Leadership recognizes this two-way flow of value between Organization and Self as neither
exclusively organization-centric nor self-centric. It is the negotiation and bridging of the middle
ground the space between the pillars which is uniquely important.
At one end of the bridge is Self and She Who Self Might Become. At the other end is Organization
and How This Organization Might Be Different. The task is to figure out how to create a flow of
value which matches needs at both ends, even though perfect knowledge of those needs is
unobtainable.
Another such bridge already exists in management literature. At its extremities are Organization
and Customers. Again the task is to broker value. Do we design and manufacture our product to
meet the expected needs of our selected customers? Or should we offer a standard product and
then see which market sectors are attracted to it? Structurally, both bridges are identical. The
marketing bridge is well researched and comes with proven methods and tools. Marketing and its
cousin public relations bring into play powerful concepts of matching, negotiating, contracting,
message, and audience. Marketing is the core balance technology of modern leadership.
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Summary

The leader exists as a purposeful Self who engages with Others in a new form of Organization.
The new organisation exists in an increasingly dynamic World. Thus today's leader must develop a
different way of thinking and speaking about herself, the role of her team, and the purpose of the
business. She will achieve this by reflecting and thinking about her World and those who inhabit it,
developing visceral knowledge to inform her behaviour.
Central to this thinking is her understanding of the importance of being authentic and recognizing
her personal worth. She recognizes that the mind-set she needs to help her engage in the ongoing
dialogue of leadership can be found rooted in marketing.
Leadership is a converging discipline, bringing together the pillars of Self and Organization. We will
know that the gap between them has been bridged when there is a new structural arrangement in
the bookstores.
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