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给主管的四个忠告



本
 期《大师轻松读》谨献给所有的企业主管，无论你是第一次当上主管，或已是经验丰富、身经百战的经理人，都请在领导部属之前借由这四个忠告，重新检视自己的价值观。文中所提出的“价值观导向的领导”需要把握以下四大原则：自我反思、保持平衡、满怀自信与谦逊处世。首先，在领导别人之前要先引领自己，不时停下脚步反思目前有何值得改进之处，静下心来倾听自己内心的声音，进而树立个人的领导风格与做法。另外，也不该一味认定自己的假设是“对”，其他人都“错”，因为领导者通常不会亲身执行公司的日常业务，所以更应该重视部属或基层员工的建议，并设法在公司短期和长期目标之间达到平衡。还有要提醒经理人的是，真正有自信的人会为自己的成就自豪，但同时也能坦然面对自己的缺点与失败，而不灰心丧志或仓皇不安。不要认为公开提问就是在挑战你的权威，反而应该鼓励大家多提出意见，好做出最佳决策。最后别忘了，永远都要秉持着初衷，保持谦逊的态度。谦逊处世必定比自吹自擂更能展现领导风范，让部属对你更加认同。记住这四个忠告，你未来的领导成绩将更加亮眼！
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5分钟摘要



领导，先从正确价值观做起　
英文



要成为成功的领导者，首先要有正确的价值观，才能够激励与你共事的部属与员工，带领公司提升绩效、精益求精，致力让世界变得更美好。价值观导向的领导者要先了解自己的信念，并把握4大原则：自我反思、保持平衡、满怀自信、谦逊处世，并透过种种实践行动，带领公司走向卓越之路。

所谓“领导力”，指的是影响他人的能力，而“价值观导向”的领导，则是让领导者能够激励鼓舞他人追求最重要的目标。采用价值观导向的领导者，会在其个人影响范围之内，积极致力于使世界变得更美好。价值观导向领导的最终目标，就是要影响和你互动的人，让他们做出符合你个人及公司价值观的选择和决定，好让一切事务走上正确的方向。

要成为价值观导向的领导者，可分成3个阶段：
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第1阶段　了解自己，把握信念　
英文



要成为价值观导向的领导者，就像是一趟旅程，而旅程的起点和终点都在于价值观导向领导的4项原则。这些原则彼此紧密相连、互相依靠，共同为价值观导向的领导打造一个坚实的基础。
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 原则1　自我反思

想有效领导他人，首先必须能好好领导自己。而领导自己的关键，就在于定期进行自我反思。你必须不时停下来，检视自己目前的表现，否则就不知道有什么可以改进，而使得未来更进步。

有些人忙进忙出但成果有限，有些人却有很高的生产力，两者间的差异往往就在于能否自我反思。或者换句话说，自我反思能让“活动”转变为“生产力”。这不只让你更明白了解自己身为领导者所做的各种决定，也能使各种决策更为透明，从而大幅提升你的领导威望。而你也能真正做出重大的决定，而不需要总是仓促定案，最后才显得短视而能力不足。

许多新任的领导者都有远大的抱负，觉得一定要模仿亚伯拉罕·林肯、通用电气前执行长杰克·韦尔许、或是美国前总统雷根，才能当个成功的领导者。不论在何时何地，向他人学习都是一项聪明的做法，然而，真正的领导深植在你的心中，而不是来自于模仿别人。想知道自己可以及应该成为哪种领导者，首先你必须认清自己是谁，并把握自己的信念，接着就可以用你自己最坚持的信念作为基础，树立自己的个人领导风格和做法。

为什么自我反思有助于你成为领导者？这里有几项重要优点：


	自我反思可以作为一种警钟：它可以提醒你别太执着，要好好把握当下、享受生命，而不是挂念着不在自己控制范围内、未来还不一定会发生的事。这种重新连结的过程，可以让你与身边的一切更协调一致，因而成为更好的领导者。

	自我反思可让你做出更好的决策：因为你会花时间来了解你所面对的各种结果和决定。

	对于眼前出现的各种机会和挑战，你会变得更加敏锐：因为你曾经投注了时间和精力，思考你在过去面对各种情境的方法优劣，于是也就能在未来做出更佳的决定。

	你能创造机会，弥补各种缺失：你现在真正做的与你应该做的，两者之间可能不尽相同，而各种一时冲动又太容易让人误入歧途。自我反思就能冷静一下，让自己想清楚现在的情势。



自我反思还有不受时空限制的好处，像是航班延误受困机场的时候，就可以好好利用时间，不是把时间浪费在无谓的事情上，而是坐下来想想过去的事，以及有什么可以改进的地方。抱持着这种态度，原本一时的不便，也可以变成反省和改进的机会，反而是绝佳的礼物。

自我反思并没有绝对正确或错误的方式，重点在于要找到适当的时间和地点，静下心来、倾听自己内心的声音。对某些人来说，问问自己以下问题会有帮助：


	我今天说过要做什么，而最后情况又是如何？

	我原先的计划和最后的结果有何不同？造成落差的原因是什么？

	今天哪些事情很顺利？哪些又不太顺利？

	我今天待人接物的方式如何？我在这方面还有什么该加强的？

	今天整体而言，我觉得如何？

	如果有机会重来一次，我想改变什么？

	我今天所学，哪些对未来可能有所助益？



除了平常定期的自我反思，很多领导者每年也会特地找出时间来做较长时间的自我反思。像是有些人每年会安排大约为时3日的静修，在过程中彻底自我反思。虽然这种做法不是人人可行，但至少可以安排像是每周或每天15分钟的反思时间，会很有帮助。此外，平常也可以先将想反省的议题列成清单，如此一来，如果临时有机会可以自我反思，你就有明确的目标、可以立刻上场。


关键思维

“要成为价值观导向的领导者，一定要学习如何花点时间先退开一步，好好自我反思一番。”

“自我反思是领导的核心。你愈能反思自我，就愈能了解自己，包括自己的长处、弱点、能力，以及有待加强的领域。有了自我意识，你就会明了自己相信什么，也知道自己最在乎的是什么。相关概念都清楚之后，你就能更有效和他人连系及沟通。有了对自我的认识作为基础，你的领导也就能更稳固。”

—哈瑞克·雷默




 原则2　保持平衡

领导者都知道，任何事都不只有一种观点。如果只是一味认定自己的假设是“对”，而其他人都“错”，就无法找出真正最成功的方法；譬如得花更多时间说服别人为什么你的方法是正确的，真正花在做事情的时间反而受到排挤。价值观导向的领导者不会认为自己知道所有答案，而是向团队中的所有人征询意见和建议，因此最后的决策会更健全。

请记得，领导者通常不会亲身执行公司的日常业务，但身为领导者，应该要多多考虑那些真正做事的员工，聆听他们的意见。如果忽视他们的建议，只想从上而下去规定某些事情，未来必定会出现许多问题。相反地，如果聆听团队成员的意见，就会带出一支了不起的团队。你必须了解，身为领导者并不是要知道所有问题的答案，而是要在团队成员提出各种建议之后，判断哪个是最佳的解决方案。


关键思维

“所谓‘平衡’，是指能够从各种角度和观点来看议题和问题，甚至有时候是与自己完全不同的角度和观点。有良好平衡的时候，就不会只看到偏狭的某一点，而能够看清整体的影响，从而明确做出决定。不论是在专业或个人方面，追求平衡，都能够让生活有更丰富、更全面的观点。”

“领导这件事不是要讲民主。我作为一位领导者的功能，是要让人人贡献心力、提出看法，而不是达成共识。如果决策只不过是投投票、少数服从多数，公司根本就不需要我。在理想的过程中，应该要了解究竟团队成员最希望的是什么，以及找出做出某项特定决策的原因。”

—哈瑞·克雷默



身为领导者，另一项要达到的平衡，就是在短期和长期目标之间的平衡。这件事不太容易，一方面需要产生短期即时的效果（例如达到销售和盈利目标），一方面又不能忽略有益于公司长远目标的各项投资。
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想在长期和短期目标之间达到平衡，关键在于别把这视为非黑即白的选择题，而是要看成在同一个光谱上的两端，可以在上面自由调整；有些时候比较偏向短期目标，有些时候则是比较偏向长期目标。最重要的是，你必须考虑整个光谱的总体情形，才能真正达到平衡，不能一面强调现在，一面却完全忽视对未来的投资。这两项活动都是必要、必需的。

此外，“平衡”的概念也应该应用在个人层面上。就个人而言，除了要兼顾长期和短期的目标，同时还要想想如何在专业和个人生活之间达到平衡。如果整天只专注于工作，没有时间定期好好充个电，做为领导者的效率也会下降。

完成以下的练习，看看你现在的生活是否达到良好平衡，以及你是不是一位有抱负、价值观导向的领导者。不论你是公司的执行长或是新进的基层员工，每周都同样只有168个小时。首先，就要找出过去一周在这6大领域分别耗费的时间：
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如果你现在过的确实是一个平衡的生活，你的时间和精力就会合理地分散在各个项目之中。当然，如果你正在旅行，情况会有所不同，但希望在连续记录两三周之后，就能看出一般的正常状况。

等到这张表显示真实状态后，你就可以开始准备填写以下第二个表：
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每周追踪状态，看看你真正花的时间，和你的目标及优先顺序是否有所差距。排出优先顺序和计划，想想要如何才能达到你所希望拥有的每周良好平衡。你必须先能像这样准确一致地掌握自己的时间，才能真正做出必要的改变，以达到理想的平衡。这也是个很好的练习，每周不断向平衡的生活迈进，就能提升你生活以及领导的品质。


 原则3　满怀自信

真正有自信的人，会知道自己不可能样样精通。一方面你可以为自己的成就感到自豪，但同时也能够实际地面对自己的缺点。此外，你也能坦然面对过去的失败，不觉得灰心丧志或失去安全感。你一定要能规律、定期地自我反思，并采取行动来弥补弱点、并向前迈进，才能真正培养出自信。

想要描述自信为何，最好的方式可能是从反面着手，讲讲究竟什么不是真正的自信：


	装腔作势和虚张声势，都是佯装出的自信。如果有个人吹嘘自己的成就，或是拒绝承认自己的错误，几乎就代表着他们并没有任何自信。

	同样地，如果有人总是强调自己的弱项、拒绝承认自己的长处，他们也同样没有自信。




关键思维

“真正的自信是一种内在的特质，可以确立你的领导地位，并赋予你的团队力量。真正的自信绝对不只是工作上的熟练或技能，而是让你看清真正的自己，并且全盘接受。有了真正的自信之后，你就能真正自我悦纳，认识自己的长处和弱点。你能清楚知道自己所知为何、所不知又为何。如果你有真正的自信，就能不断改进自我，在已经出人头地的领域更加脱颖而出，同时发展那些有待加强的领域。”

—哈瑞·克雷默



真正拥有自信的象征是：


√容易与人合作。


你能够欣赏成员为团体带来的技能、特质和特色，并且能够主动寻求他们的意见和投入。这种态度的优点在于，可以鼓励拥有重要资讯的人说出来和大家分享。


√欢迎任何人挑战既有事实。


如果你有自信，就会请所有人表达意见、提出疑虑。你不会觉得有人提出问题是件麻烦事，反而会请大家公开提出意见，好做出最佳的决定。你不会认为提问是在挑战你的权威。


√能够坦然面对自己的优缺点。


具有自信的话，你就能真正敞开心胸，知道自己的长处和短处。你也能够欣然接受这件事，知道这是让团队为公司发挥最大效力的方法，因而能够诚实、公开地告诉大家你是什么样的人。


√愿意站起来，发挥出重要性。


如果你有自信，那么当公司的决定不明智时，你就会挺身而出。有时候这需要勇气，因为你可能会直接和顶头上司唱反调，但真正有自信的人，就能发挥不顾一切的勇气，点出真正正确的道路。

上面的最后一点特别重要。受雇于公司拿人薪水，就应该要在公司需要你的领域中表现杰出、知识丰富。如果某项提案在公司管理高层得到广泛支持，但你觉得该项提案并不明智，最初的反应可能是噤声不语、默默接受、少惹乱子。但如果你真正具有自信，你就会提出自己的疑虑之处。或许可以告诉老板：“我知道您是老板，最后的决策权在您，而且您见多识广，观点可能和我有所不同。然而根据我个人所知，关于这件事，我可能还是会建议采取某某做法，我会有这种结论的理由如下：……。”

当你真正有自信时，就会肯定自己能为公司带来价值，而且你的意见也有一定份量。如此一来，你在未来也就更有信心，因而开启一个良性的循环。随着这个循环不断增强你的能力及竞争力，尽管在未来的职涯中你还是必然会面对挫折和困境，但你已经更能好好面对和克服了。


关键思维

“要培养发言的勇气（也就是培养真正的自信），首先必须掌握自我反思和平衡的原则，这两者之间会有相辅相成的效果。透过自我反思，你可以自问，为什么对于这项建议你有如此强烈的感觉。你是想争个对错，或是觉得这么做才是正确的事？等到自己能够放下自我之后，就可以采用”平衡“的技巧（也就是用全面的观点来看情势），向前迈进。关于某项议题，要和同事、同侪甚至其他团队或部门的领导者讨论，以征询意见。很可能就是因为在这个过程中将其他人带入了讨论，而能让你找到先前未曾想过的观点，甚至可能正是你老板的观点。等到过程结束后，你就能重新思考你的建议如何了。”

“当你有了真正的自信，就会接受这项事实：你可能永远无法达成自己所有的目标。但你能感觉到，这就是一场不断开发出更多潜能的旅程；永远都有更多要学、更多要体验。随着你建立真正的自信，就能更轻松找出你能脱颖而出的领域，也知道自己有哪些领域有所不足。许多人往往想要立刻投入更多时间在不擅长或是能力不足的领域上，但反而排挤了本来能力较好、或是天份较高的领域。其实，重点反而不应该放在你的弱项上。毕竟，你之所以能达到今天的地位，正是因为你发挥了自己的长处，善用了擅长的领域。因此合理的做法，是继续加强这些领域，让工作技能更为娴熟，并追求卓越。”

—哈瑞·克雷默




 原则4　谦逊处世

纯净而简单：你在职涯上不断发展时，谦逊能让你继续脚踏实地。事实上，真正的谦逊并非难事，唯一要做的，就是永远别忘了你是谁、别人曾经如何帮助你的事业发展，而你又来自哪里。谦逊可以让人看到你是什么样的人，而你为人愈谦逊，未来你的领导成绩也就会愈亮眼。

如果你已经在大公司里升到高级主管的位置，很容易会觉得自己广受欢迎。只要工作做得好，就会有许多人来吹捧你：

“恭喜！新产品真是太棒了。”

“你下决定真是比任何人都明快。”

“很高兴能和一个会把一切搞定的人合作。”

不要得意忘形，也别太把这些赞美当真。你会发现，到了最后，真正的谦逊会比自吹自擂更能展现领导风范。别人称赞你的成就时，如果你保持谦虚、平易近人，这种态度日后会激励你的团队更为努力。原始赤裸的野心总会令人不悦，而谦逊则令人觉得亲切。

虽然如此，也并不是说每次有人称赞你的时候，你都得说“哪里哪里，没有的事。”一直这么做，过一段时间就会变得令人厌烦，还会引人怀疑，觉得这只是一种策略，想让他们更加赞美你。同样地，你也不该说：“是啊，你说得一点也没错。我太棒了，想到都觉得不可思议。我连上次犯错是什么时候都想不起来了。”这种态度可能又太偏向另一方，也不会有多大帮助。


关键思维

“要记得，真正的谦逊不是要试着看起来像个好人。那样做，就不是真正的谦逊。真正的谦逊是要提醒我们，每个人都可以带来更多价值，没有人一定在他人之上。”

“真正的谦逊能让生活的每一个层面都得到提升。”

“这4项关于价值观导向领导的原则，无论在职涯初期或以后都同样重要。你接受这些原则之后，无论其他人是否需要向你报告，你都能带领着他们、发挥你的影响力。接着，随着职涯发展，你的领导技能也会日益精进，于是一切愈来愈驾轻就熟。到那个时候，员工之所以听从你的指示，将不是因为你是老板，而是因为你知道如何影响和激励他们。遵循这些原则，就像是指出一条明路，能让你的领导技巧达到最佳的水准。”

—哈瑞·克雷默



想要维持谦逊，可行的大致策略如下：


	得到称赞时，要多提到身边或是团队成员的意见，而且让他们也一同得到赞誉：强调自己虽然看起来是团队的领导，但主要还是得力于他们的投入。这种做法不只使自己更谦逊，也会鼓励自己身边有潜力的人，让他们更为努力。同时，这也显示你的团队中有一群经验丰富、能力优秀的成员，因此日后你可以投入更大、更好的专案之中，而不用担心团队没了你就撑不下去。

	永远不要忘本：换句话说，不要变成那些似乎人人都会谈到、但不真正认识的人。你要一直维持不变的本性，与前队友相聚的时候，就好好相处，享受彼此的陪伴。与自己刚入行时陪在身边的人维持友谊，再带着这份情谊继续向前。虽然你可能已经成就非凡，但他们会让你记得要脚踏实地。有些经理从未走出自己的办公室，但只要你和那些真正实际执行工作的人有所往来，就能够让你更胜一筹，更准确掌握客户的脉动。

	提醒自己，工作是工作，你是你：你这个人不完全是由你的工作职称来定义。就算你不论任何原因而失去工作，你仍是同样的一个人。提醒自己这项事实，有助于在员工称赞你的所作所为时（可能是希望你帮他们升职），不会得意忘形。永远别忘了，不论这个位子坐的是谁，他们都会同样逢迎奉承，所以不要被赞美冲昏了头而全然相信。

	回忆一下你早期的雄心壮志：看看在你现在的位子上，是不是已经有更多影响力，而能够完成某些改变。刚踏入职场的时候，常常会碰到棘手的问题，需要经常和同侪讨论。现在你已经有更高的能力，可以处理掉这些问题、做出必要的改变。在这个吵杂冲突的现实世界，这么做可以让你继续脚踏实地、实在做事。

	肯定每个人的价值：提醒自己，不论自己名片上的头衔为何，其实和公司的所有员工还是一律平等。将你的心力放在让他人觉得受到赏识，就不会有时间让自己为有心人士的甜言蜜语所惑。




“要找到自己，最好的方式就是先在服务他人的过程中抛下自己。你希望世界有何改变，就要从自己做起，由你来带领这个改变。”

—甘地




关键思维

“价值观导向的领导不会自然产生，而且也不是那么容易。你会遇到各种干扰和压力，就算原本立意良善，也可能会走偏方向。一旦发生这种情况，就要马上回到4大原则，暂停一下、进行反思。这4大原则就像是灯塔一样，能够指引你回家的路，回到你作为人、作为领导者的本质。”

“我现在已经能够了解，我们所有人，从实习生到新的执行长，都可以表现出领导能力。每个人思考和行动的方式，都会直接间接地影响着公司的文化，不论是对待客户、与同事互动、向上司报告、与供应商往来等等，都会反映出我们的价值观。如果我们对这些价值观一无所知，这些互动也就不会有效。”

—哈瑞·克雷默





第2部分　学习建立价值观导向的公司　
英文



在价值观导向的公司里，各阶层的员工都齐心合力，要达成更高的目标。价值观会营造出公司文化，并为其中各种互动定下基调。一家价值观导向的公司，会有以下6大基础要素：

要打造一个价值观导向的公司，你必须学习如何有系统地应用之前所提的4大原则。但具体来说，如果希望持续维持良好成效，有相关的6大要素。这6大要素分别是：
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 要素1　以价值观来领导

有时候，旁人会以为你的价值观只是在企业网站上列着好看，或是在午餐用餐处墙上海报的励志短语。如果你想打造一个价值观导向的公司，这些价值观就必须是你的信念、你的生活方式，每周7天、每天24小时，不能中断。如果没有价值观，公司就会缺乏凝聚力和目的。

要成为价值观导向的领导者，你必须言行一致，并进行自我反思，在所作所为之间寻求平衡，表现出自信，同时还要保持谦逊。如果你行事正确，你会发现：


	与你互动的人（包括老板、同事、部属）都会从你的日常行事当中看出你的信念，知道你真正相信的是什么。

	你身边的人，也会用这些价值观来决定如何行事、如何下决定，好和你配合。这时，所有人组成一个团队，而不是各行其事。

	客户会不断回来找你，原因就在于他们喜欢你的公司、你所创造的价值，能够为他们提供绝佳的产品和服务。



关键的一点在于，作为一位价值观导向的领导者，重点不在于你怎么说，而是你怎么做。身为一位有抱负、或是已经成就非凡的价值观导向领导者，你必须不断问自己一个问题：“我现在表现出什么样的模范？”或“我的作为是否和公司的信念及价值一致。”价值观导向的领导者，无论是在团队成员之间，或是和他人的互动，都能定下一个基本调性。

成为价值观导向的领导者，真正的好处在于决策变得非常简单。你只要做符合自己价值观的事即可，至于那些不合或违背你的价值观的事，则大可避免。这套价值观就像是你的道德指南针，为未来一生的工作指引方向。只要坚持自己的价值观，就能让你不致偏离正轨。


 要素2　培养人才

要打造一间价值观导向的公司，必须掌握好员工问题，也就是要吸引合适的人才、投入优秀的人力，并提供发展机会，让下一代的领导者有机会向上爬。在价值观导向的公司中，这是公司成长扩张所不可或缺的核心要素。

请注意，这并不代表你要掌控每位员工的职涯发展，而是要提升员工的能力，让他们注意到自己未来的发展道路。人才发展比其他任何事情更像是一种合作伙伴关系，你必须打开大门，然后让这些人自己做出决定，走上你为他们准备的路。如果是有理想、有抱负的员工，就会好好地利用他们所得到的这些机会。

人才发展也同时需要深度和广度。所谓深度，是要取得在某个专业领域的能力，例如销售、行销、财务或产品开发。至于广度，则是要有全球视角，能够欣赏在不同市场中以不同方式销售产品的方法。要真正培养人才，就必须提供手下的员工机会，让他们得到广泛的专业知识和观点。


 要素3　设定明确的方向

对于价值观导向的公司来说，想要逐步实现目标，就必须要传达出明确的方向。不论在公司哪个层级，“清晰明白”都是关键，否则公司的目标和员工实际的行动之间就可能出现落差。要设定明确的方向，就要掌握清晰和简洁这两大要素。

具有生产力的公司，一定是尽量维持事情的单纯。由领导者设定一个明确的方向，下面的员工就能够了解和体会背后的意义。设定出明确的方向之后：


	能够提高可能性，让所有人齐心协力迈向预定目标。

	员工知道自己所做的事十分重要，因此会变得更有动力。

	每位员工都明白自己的角色，也知道自己在整体局面中所发挥的作用。

	员工知道自己该走的方向之后，就可以授权他们自由行动，让他们自行其事，而不用一直监督或要求他们。



价值观导向的领导者设定方向的时候，也会注意到要不断给予回应及回馈。只要你懂得倾听他人的发言，而不只是自说自话，除了能从对话中学到很多东西，更可以营造适当的环境，鼓励员工提出好的想法、据以实行。

要真正成为有效率、价值观导向的领导者，你必须能在两种角色间切换。一半的时间是花在自己专业的领域，例如身为财务长，可能就要分析财务问题等等。而另一半的时间，则是用来看看各种可能影响整间公司的问题和机会；换句话说，也就是要综观全局。如果领导者懂得结合自己的专业知识，并运用不同的背景和多重观点，公司整体便能获益良多。而这一切的前提，就是要有明确的方向，让众人齐心协力、共同执行。


 要素4　沟通良好

有效的沟通绝不会自然而然产生。有效沟通的整体目的，就是要以开放的方式来传达思想和讯息，避免误解。而在匆忙急迫、或是压力重重的情况下，绝对无法有效沟通。

以下提供一些建议，让你成为更有效沟通、价值观导向的领导者：


	千万不要假设对方对某个问题的背景和你同样了解。提供所有员工可能需要知道的资讯，好让他们明了各种来龙去脉。

	可行的话，沟通完后，请对方解释一下他在这段沟通中听到了什么，又将依此做些什么。

	不论公司的情势是好是坏，都要培养时常沟通的习惯。如果某些事你还无法确知，起码要让员工知道，你有最新消息就会告知他们。

	沟通时要从接收者的观点出发，为他们解释其中的重点。

	以公开、坦诚和真实的态度，解释你正在以哪些行动来落实你的价值观。

	永远不要忘记，想要有效沟通，90％的重点在于倾听。应建立起良好的回馈循环。

	不断设法和你的团队成员建立关系，而且需要真正的连接交流。

	故事能够感动人心。找到适当的故事，用故事来说明你想教给员工的原则。如果想让员工了解相关的议题，说故事会是个绝佳方式。




 要素5　使员工投入

团队不会自然就凝聚在一起，而是需要你的苦心经营，以成为价值观导向的领导者为目标。学习如何建立团队、使团队投入、得到激励，并且再赋予团队权力，要让这群人都像你自己一样渴望达成某项目标，以上种种，都是伟大的领导才能。
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想让一群人形成有凝聚力的团队，共同朝向特定目标迈进，真正的关键重点就在于“信任”。员工如果知道你说话算话，并会以公平、尊重的方式对待他们，他们就更可能信任你，知道他们在专案成功时能够得到应有的赞扬。同样地，他们也希望能得到保证，就算专案失败，你也不会把错全怪到他们头上。而除非员工信任你，否则他们就不会积极地想成为你团队的一员。

想激励人心，最佳的工具就是和他人建立关系的能力。说得直接一些，如果你了解团队成员，就会知道怎么做才能激励他们、让他们投入参与。此外，如果员工知道你心胸开阔，能听进去他们的意见和建议，他们也会更愿意成为你团队的一员。相反地，如果你一味坚持自己的意见才最重要，就无法带出“我们在同一条船上”的感觉。

只要有鼓舞人心的目标，往往就能产生类似催化剂的效果，集结起一支高效率、成功的团队。目标愈远大，就能吸引到愈主动、愈愿意投入的人才。如果你能明确指出目标，营造充满信任的环境，鼓励员工敞开心胸彼此坦诚相对，并且建立起当责的追踪系统，就可以建立起一支业绩非凡的团队。


 要素6　有效执行

所谓“执行”，是你身为价值观导向的领导者，一切努力终于实现的一刻。一定要让所需的万事俱备，才能水到渠成，否则其他的事情做再多也没有用。如果用美式足球来打比方，价值观导向的领导者并不是场上的四分卫，也不是贵宾包厢里的大老板，而是像场边的教练；一方面和所有活动十分接近，但另一方面也离得够远，才能综观全局。所谓有效的领导，就是要在“授权”和“激励”之间取得平衡。

讲到“执行”，有4个管理步骤缺一不可：
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	策略这个步骤是要判断你今天的地位如何、想达到的地位如何，以及想成为什么样的角色。这个步骤并非一成不变，而是不断在更新、持续下去。

	员工这个步骤指的是要找到正确的员工，并具备与全公司一致的价值观。而你作为领导者的目标，则是要建立起一支高绩效的团队，另外还要培养未来的领导者。

	运作的步骤指的是要列出各种逐步操作的过程，好抓住公司碰到的机会，并且现在就投入实施。换句话说，也就是你今天究竟做了些什么，好达到你的短期和长期目标。

	检验步骤常常会被忽视，但到头来，还是要有能够测量检验的标准，做事才会有成效。在这个步骤中，要指出结果的判断标准及方式为何、结果将如何量化，以及最后会如何分配奖励。



要做一位价值观导向的领导者，其中一部份工作就是要让这4个系统同步运作。由于4项缺一不可，对此你就必须有平衡而全面的观点。此外，也要判断什么时候应该坚持到底、专注于将执行做得更好，什么时候又该放慢脚步、中途修正。要做出各种判断，你就必须一方面和业务站得够近，掌握与客户往来的实际情形，一方面又站得够远，从类似俯瞰的观点掌握全局。要在这之间达到平衡，虽然这项任务艰钜，但又绝对必须达成。



第3部分　带领公司从成功走向卓越　
英文



等你将价值观导向领导的4大原则与6大实践结合起来之后，就已经万事俱备，可以准备领导一间价值观导向的公司，能够无畏于外界的各种变化、争议和危机。优秀的领导者此时会开始转移重心，思考如何让公司不只成功，还要达到卓越。价值观导向的领导者，想的不只是提升获利，更要对世界提出积极的贡献。为了达成这项目标，有2大要点：
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 要点1　具备勇气和胆量，能在实际生活中落实价值观

等你完成各项建立价值观导向公司的努力之后，很自然会想先喘口气，休息一下等着享受成果。然而，如果你能够真正做到自我反思，就会开始把视野放得更宽广，而发现其实事情还没完。虽然你已经得到成功，但更要继续走向卓越。要做到这一点，就必须展现出你要让世界更美好的决心。

这点听起来在理论上很容易，但在现实世界中，随时都会有各种改变、争端和危机出现。这是正常的现象，但重要的是，这正是大好的机会，可以展现你的价值观：


	市场出现变化的时候，你必须积极主动出击，利用这些变化来使公司得益。许多价值观导向的领导者，都能够制敌机先，在被市场逼得不得不改变之前，就先做出改变。他们精准计算风险、迎向挑战，也就能因此成为市场的领导者，并且站稳脚步。

	争端发生时，价值观导向的领导者会采取迅速而坚定的回应行动。他们会和所有人进行清楚且频繁的沟通，告知现在的情形，因此不会有无谓的猜测和疑惑。

	不论时间早晚，每家公司迟早都会面临一两个重大危机。价值观导向的领导者会在危机发生时，领导众人投入并做出正确的事。



想要克服对于改变、争端和危机的恐惧，最好的解药就是知识。有了知识，无论公司面对怎样的外部或内部压力，都能有勇气以最佳的可行方式，做正确的事。勇气不一定就是正确答案，但确实代表着，即使风险很高，你还是能确实将价值观付诸实际行动。要做正确的事并不容易，但如果你想从成功走向卓越，这是唯一的选择。


 要点2　体会到自己负有改变世界的责任

这个世界有各式各样的问题、议题和挑战：贫困、环境问题、疟疾、高婴儿死亡率、识字率、数位落差等等。如果你是真正的价值观导向领导者，就不会认为这些问题将自行消失，而是需要你的投入，由你来积极参与、解决问题。

价值观导向的领导者，能够理解并接受自己更高的使命，要做出改变，投入对全球来说重要的议题。

面对这些问题，绝不是单纯砸钱就能有所不同。真正卓越的人，需要心思更加慎密周到。要真正改变世界的要点如下：


	花点时间来取得全面的观点：了解问题背后所有的潜藏因子，并收集到目前为止已经做过的相关努力细节。换句话说，在真正动手处理问题之前，要尽可能取得所有的观点，好达到自我反思和平衡。

	要接受自己时间能力有限，需要有所取舍：选择一两个你最感兴趣、或是特别喜爱的议题。

	引发他人对该议题的注意：向别人表达你对于这项议题的真诚看法，好吸引他人提出协助，让你事半功倍。

	看看有什么当下可做的改变：例如有一间慈善机构就曾买下几部卡车，帮助某个地区的农民将作物运至市场，而不需要支付高昂的运费。这个方案以这种实际、有形、持续的方式，让肯亚的农民生活不断得到改善。赞助的时候，可以找一些能提供持续、实在效益的计划。



要迈向卓越，其实就是将你的关怀延伸到公司之外。价值观导向的领导者，会希望借由一个又一个计划，为世界带来长久而有意义的贡献。


关键思维

“你已经登上山峰，和你的团队克服挑战，走出一条稳定的道路。在胜利的时刻，你终于抵达山顶，插下旗帜，大功告成。但当你坐在山顶饱览美景，却发现一山还有一山高，尚待征服的山巅还有无数。”

“等你扩大了你的视野，价值观导向的领导也就成了终身的旅程。你会知道，自己所知愈多，就会看到更多还需要知道的。你也会看到，价值观导向领导的4大原则（自我反思、保持平衡、满怀自信、谦逊处世）会如何对你个人、公司和社会带来改变。你在某个领域所学，能够提升你在其他地方的能力，于是进入良性循环。”

—哈瑞·克雷默





MAIN IDEA





中文



Leadership is the ability and capacity to influence others. Values-based leadership is where leaders inspire and motivate others to pursue what matters most. Values-based leaders are committed to and actively engaged in trying to make the world a better place within their individual sphere of influence. The ultimate objective of values-based leadership is to do the right thing by influencing those you interact with to make choices and decisions which are aligned with your values and those of your organization.

To become a values-based leader, the journey has three phases:
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Phase1　Know who you are and what you stand for　
中文



The path to becoming a values-based leader begins and ends with the four principles of values-based leadership. These principles are closely interconnected and build on each other. Together, they form a solid foundation for values-based leadership to arise.
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 Principle1　Self reflection

To lead other people effectively, you've first got to get good at leading yourself and the key to leading yourself is to engage in regular periodic self-reflection. Unless you pause from time to time and look at how you're doing, you won't know what you need to be doing differently in the future to get better.

Self-reflection is often the difference between being busy and being productive. Or put another way, self-reflection transforms activity into productivity. It enhances your leadership measurably because you become more aware of the explicit decisions you're making as a leader and that in turn generates greater transparency. You can make great decisions rather than being forced into quick decisions which subsequently end up being viewed as shortsighted and inferior.

Many new and aspiring leaders assume they need to emulate the leadership style of someone like Abraham Lincoln, Jack Welch or Ronald Reagan to succeed as leaders. While it's smart to learn from others at any time and in any setting, true leadership comes from your heart rather than in mimicking others. To determine the kind of leader you can and should be, you have to first figure out who you are and what you stand for. You can then anchor your own personal leadership style and practices in the bedrock beliefs you hold to be of paramount importance.

How will engaging in self-reflection help you as a leader? There are several important advantages:


	Self-reflection can serve as a wake-up call for you-it can remind you to go out and live your life more fully in the present rather than obsessing over things you can't control which may or may not happen in the future. That process of reconnecting will make you a better leader because you'll be more aligned with what's happening all around you.

	You'll make better decisions as a result of self-reflection- because you'll take the time to understand all the outcomes and consequences of the decisions you're faced with.

	You will become more sensitive to opportunities and challenges which arise on your watch-because you've taken the time and effort to think about how you handled situations in the past. By considering what went right and what went wrong, you become better equipped to respond more productively in the future.

	You'll create an opportunity to pick up on any disconnects-between what you're doing and what your priorities really are It's all too easy to let momentum take you in wrong directions and self-reflection can break the grasp of momentum and make you think about what's going on.



The great thing about self-reflection is this is the kind of activity you can engage in when your flight gets delayed and you're stuck at the airport. Instead of frittering away your time on other stuff, you can sit down and give thought to what's happening and where you can improve. With this kind of attitude, an inconvenience can be turned into a great gift of time for reflection and improvement.

There's really no right or wrong way to engage in self-reflection. You just need to find a time and place where you can be silent and listen to your inner voice. Some people find it helpful to ask themselves questions like:


	What did I say I was going to do today and then what ended up happening?

	What were the reasons for the variation between what I had planned and what I actually did?

	What went well today and what did not?

	How did I treat people today? Is there anything I should be working on in this area?

	Do I feel good about how today panned out?

	If I had the chance for a do-over, what would I do differently?

	What did I learn today that might be helpful in the future?



In addition to regular ongoing self-reflection periods, many leaders also take the time each year to engage in more extended self-reflection sessions. Some have a habit of going on an annual silent retreat where self-reflection is the entire agenda for three days or so. That may or may not be practicable for your circumstances but perhaps a weekly or daily session of fifteen minutes of self-reflection would be helpful. You might even consider keeping a list somewhere handy of the topics you want to think about during these periods. That way, if an opportunity for self-reflection arises unexpectedly, you're already locked and loaded and ready to go.


Key Thoughts

"Learning how to take the time to step back and reflect is absolutely essential to your becoming a values-based leader."

"Self-reflection is central to your leadership. The more you self-reflect, the better you know yourself: your strengths, your weaknesses, abilities, and areas to be developed. Being self-aware, you know what you stand for and what is most important to you. With this clarity, you are able to connect and communicate with others more effectively. Grounded in self-knowledge, your leadership becomes more authentic."

—Harry Kraemer Jr.




 Principle2　Balance

Every leader gets to know there's always more than one way to look at anything. If you charge on under the assumption your perspective is the "right" one and everyone else is "wrong," you're not going to be as successful as you could otherwise be. You'll end up spending more time trying to convince others why you're correct and less time doing what needs to be done. Values-based leaders don't assume they have all the answers but solicit ideas and suggestions from everyone on the team and therefore end up making much more robust decisions.

[image: e3]


Keep in mind leaders are often one or more steps removed from the real action of their organization. If you're in this position, the smart thing to do is to take into account the perspective of the person who's at the coal face day-in and day-out. If you ignore what they suggest and instead attempt to instill an edict from on high, problems loom large in your future. By contrast, if you listen to what your team members are saying, you can create and build a phenomenal team. You have to learn your job as a leader is not to come up with every solution but to recognize the best one when it gets suggested by your team members.


Key Thoughts

"Balance is the ability to see issues, problems, and questions from all angles, including from differing viewpoints, even those that are diametrically opposed to mine. With balance, I am able to make decisions explicitly with an understanding of the broad impact, instead of focusing narrowly. In all aspects of your life, professionally and personally, pursuing balance will give you a richer, more holistic perspective."

"Leadership is not a democracy. My job as a leader is to seek input, not consensus. If decisions are made simply by vote and majority rules, the company wouldn't need me. What team members desire above all is to be part of a fair process and to understand why a particular decision is being made."

—Harry Kraemer Jr.



Another dimension of achieving balance as a leader is you have to run the organization to achieve both your short-term and your long-term objectives. Getting this right can be tricky. It requires that you focus on generating the short-term results (like meeting sales and earning targets) without losing sight of the investments which are also required to be in a position to realize your organization's long-term aims.

The key to hitting a good long-term/short-term balance is not to view this as an either/or scenario but as more of a continuation of the same spectrum. There will be times when you focus on one end of the spectrum more intensively than the other and vice-versa. What is important is that you're mindful of the entire spectrum so that you keep everything in balance. You cannot mine the present and totally ignore investing for the future. Both activities are essential and required.

At a personal level, balance is required as well. Not only is there the long-term vs. short-term dynamic but you also must decide how to balance your professional and personal life. If you exhaust yourself by focusing on work exclusively and don't take the time to sharpen the saw periodically, you won't be all that effective as a leader.

Try this exercise to see how well you're doing in hitting a good balance in your life as an aspiring values-based leader. There are 168 hours in a week regardless of whether you're the CEO or in an entry-level position. Start by figuring out how many hours you spent in each of these six categories during the past week:
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If you're living a genuinely balanced life, you will be spending a reasonable amount of your time and energy in each area over the period of a week. Admittedly this chart will be different when you're traveling but hopefully it will balance out over the course of two or three successive charts.

Where the chart really comes into its own is if you now develop a second chart something like this:
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Week by week track how you actually end up spending your time matches up with your goals and priorities. Prioritize and plan how you're going to achieve your desired balance each week. Unless you're measuring your time with this degree of accuracy and consistency, you won't be in any position to make the necessary changes to hit the balance you want. This is a good exercise to do because hitting that right balance week by week is an essential element in enhancing the quality of your life and your leadership.


 Principle3　Self-confidence

If you are genuinely self-confident, you will know you can't be good at everything. You will be proud of your achievements but realistic about your shortcomings. You will also be forthcoming about your past failures without any need to beat yourself up or feel insecure as a result of them. Self-confidence only becomes feasible if you engage in regular, periodic self-reflection combined with taking action to addresses your weaknesses and move forward.

Probably the best way to describe self-confidence is to first consider what it is not:


	Posturing and bravado are a false form of self-confidence. When a person brags about their accomplishments and refuses to admit their mistakes, they mark themselves as having little if any self-confidence.

	Equally, when a person focuses on what they're not good at all the time and refuses to acknowledge their strengths, they have no self-confidence.




Key Thoughts

"True self-confidence is an inner quality that establishes your leadership and enables you to empower your team. Far more than just competency at your job or mastery of certain skills, true self-confidence is the attribute that allows you to see and accept yourself exactly as you are. With true self-confidence you are comfortable in your own skin, recognizing your strengths as well as your weaknesses. You know what you know, and you know what you don't know. If you have true self- confidence, you are committed to continual self-improvement, to become even better in the areas at which you already excel, while developing those in which you are not as strong."

—Harry Kraemer Jr.



The signs that you have genuine self-confidence are:


√You will be easy to work with.


You will appreciate the skills, attributes and qualities other people on your team add to the equation and actively seek out their input. This attitude is good because it encourages anyone with valuable information to speak up.


√You will welcome anyone who challenges the facts.


If you're self-confident, you will ask everyone else to voice their opinions and make their concerns well known. Instead of discouraging questions, you will do all you can to get everyone to express their concerns openly so the best decision can be made. Questions won't be seen as a challenge to your authority.


√You will be candid about your strengths and weaknesses.


When you're self-confident, you'll be entirely open about what you're good at and what you're not. You will understand and appreciate this is the only way that you can work with a team to generate the optimal results for your organization and therefore you will make a point of describing yourself with candor and openness.


√You will be willing to stand up and be counted.


If you have self-confidence, you will speak up when the organization is considering doing something unwise. Sometimes this will take courage Because you might end up in a situation where you challenge what your immediate boss wants to do, but if you have genuine self-confidence, you will point out what the right thing to do is regardless.

This last point is an area of particular note. When you work for a company, you're paid to become knowledgeable in areas that will be of value to your company. If a proposal comes along which has wide support amongst the senior management of your company but which you consider to be unwise, your initial reaction might be to go along with it quietly and with minimal fuss. If you are truly self-confident, however, you will raise your concerns. You might approach your boss and say: "I understand you're the boss and will make the final decision on this, and that your perspective may be different to mine because you know more than I do. However, based on everything I know, this is what I would recommend we do about this and these are the reasons why I have reached that conclusion……"

When you have true self-confidence, you will know for a fact you add value and that your opinion counts. Knowing this will give you even more confidence in the future so something of a virtuous cycle will get started. Then as this cycle grows your capacities and competencies, you'll get even better at handling all the future setbacks and adversity which are certain to be a constant companion throughout your career.


Key Thoughts

"To develop the courage to speak up-that is, to develop true self-confidence-you first need to master the principles of self-reflection and balance. One strengthens and affirms the other. By engaging in self-reflection, you can ask yourself why you feel so strongly about your recommendation. Are you trying to be right, or to do the right thing? If you are convinced that you've put your ego aside, you can use balance-the ability to look at a situation from every possible angle-to move forward. Seek out a variety of opinions on the issue by speaking with colleagues, peers in the organization, and maybe even leaders of other teams and other departments. It may very well be that in the process of engaging others in discussion, you discover another aspect that you hadn't thought of previously, which supports your boss's position. At the end of the process, you are in a position to revisit your recommendation."

"When you have true self-confidence, you accept the fact that you may never reach all your goals. You realize the journey to reach your full potential is ongoing; there is always more to learn or experience. As you build true self-confidence, you will more easily identify those areas in which you excel, as well as those in which you are lacking. The tendency for many people is to spend more time immediately on what they are not good at or on areas in which they do not have competence, to the exclusion of those areas in which they have a higher level of ability or innate talent. Weaknesses should not be the top priority. After all, the things you are good at are the areas that played a significant role in helping you reach the level you are at today. It makes sense to continue to improve those areas in order to build mastery and strive for excellence."

—Harry Kraemer Jr.




 Principle4　Humility

Pure and simple: humility will keep you grounded as your career advances. In fact, genuine humility is easy-all you have to do is never lose sight of who you are, how other people have helped your career to move forward and where you come from. The more you practice humility, the more your leadership will shine in the future because humility showcases what you have to offer as a person.

If you attain a senior management level leader in a large organization, it's all too easy to start believing your own PR. If you do your job well, people will lavish praise on you:

"Congrats. That new product is amazing."

"Nobody makes decisions like you do."

"It's great to work with someone who gets things done."

Don't get carried away or take those compliments to heart. You'll find that genuine humility in those situations will end up showcasing your leadership far better than if you were to attempt to toot your own horn. If you remain humble and approachable while others are lauding your accomplishments, you'll find that attitude motivates your team to do even more in the future. Raw naked ambition always rubs people the wrong way whereas humility draws people towards you.

That's not to say you should say "Aw, shucks," over and over whenever People praise your work. That becomes tiresome after a while and people will start to suspect this is nothing more than a ploy to get them to heap on even more praise. But equally, it would also be a mistake for you to say: "Well, yes, you're right. I am fantastic, remarkable even come to think of it. I can't even recall when last I made a mistake." That might be leaning a little too much in the opposite direction to be helpful.


Key Thoughts

"Remember that genuine humility is not an exercise to look like a good guy. If it is, then it's not genuine humility. Rather, it is a reminder that every single person adds value and that no one is better than someone else."

"Genuine humility will enhance every dimension of your life."

"These four principles of values-based leadership are as important early in your career as they are later on. When you embrace these principles, you'll learn how to lead and influence people whether they report to you or not. Then, as you grow in your career, it will be that much easier for you because you will have honed your leadership skills. People will do what you ask, not because you are the boss, but because you know how to influence and motivate them. The principles can offer a path for improving your leadership to its optimal level."

—Harry Kraemer Jr.



A workable strategy for remaining humble might be more along these lines:


	Whenever people praise you, focus on the input of those around you or who are on the same team as you-and bring them into the circle of praise. Be very forthcoming about how their input makes you look good as the figurehead of the team. Not only will this increase your own humility, it will also provide encouragement for the highly competent people around you to do more. It will also demonstrate that you're not irreplaceable and that you're free to move on to bigger and better projects in the future because there is already a layer of experienced, competent people in place who could step into your shoes as and when required.

	Never forget your roots-in other words, don't become one of "those guys" everyone refers to but nobody has a clue who they are. Stay the same person you've always been. When your former team mates are getting together, go along and enjoy their company. Continue your friendships with the people who were alongside you when you were first starting out and trying to find your way. They will help you keep your feet on the ground and your head out of the clouds. Rubbing shoulders with people who are hands-on involved with what's going on will also give you an edge over someone who never ventures outside the executive offices. You'll still have a finger on the pulse of your customers.

	Remind yourself you are not your job-you don't define yourself entirely by your job title. If you should ever lose your job for whatever reason, you will still be the same person you always have been. Reminding yourself of that fact will help offset some of the glow that can creep into your halo unawares when people (who hope you promote them some day) praise you for what you're doing. Never forget they would do the same for whoever sits in your chair so don't "start believing your own press clippings."

	Think about all the ideas for improvements you had back in the early days-and see how many of those things you can actually change now you're in a position of influence. When you first start out, there will be some glaring problems which you often discuss with your peers. Get busy addressing those concerns and making the necessary changes now you're able to do so. That will keep you grounded in the often messy conflicts of the real world.

	Recognize the value of everyone-and remind yourself no matter what your business card says, you're no better than anyone else who works for your company. If you get busy making others feel appreciated, you'll be too busy to bask in the praise of those who have their own agendas.




"The best way to find yourself is to lose yourself in the service of others. You must become the change you want to see in the world."

—Mahatma Gandhi




Key Thoughts

"Values-based leadership doesn't happen automatically, and it isn't always easy. You will encounter distractions and pressures that can derail the best of intentions. When that happens, return to the four principles and take a moment to pause and reflect. The principles are the beacons that will always guide you home, back to the heart of who you are as a person and as a leader."

"I have grown to appreciate that all of us, from the new intern to the CEO, can exhibit leadership. How we think and act influences the culture of the organization in both direct and subtle ways. The way we treat customers, interact with colleagues, report to supervisors, deal with vendors, and so forth reflects our values. If we are not aware of those values, these interactions will not be effective."

—Harry Kraemer Jr.





Phase2　Learn how to build a values-based organization　
中文



In a values-based organization, people at every level work together to achieve a higher purpose. Values generate the culture of the organization and set the lone for every interaction which occurs. The six foundation elements of a values-based organization are:

To build a values-based organization, you've got to learn how to apply the four principles in a systematic way. Specifically, there are six elements which come into play as you attempt to do this consistently well. Those six elements are:
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 no.1　Lead with values

Sometimes people assume your values are merely bullet points on your corporate Web site or motivational phrases which get included on a poster in the lunchroom. If you're going to build a values-based organization, your values need to define what you stand for 24/7 and what you live 24/7. Without values, an organization will lack cohesion and purpose.

To be a values-based leader, you've got to walk the talk and engage in self-reflection, seek balance in all you do, exhibit self-confidence while at the same time remaining humble. You'll know you're getting this right:


	When the people you interact with-your boss, your peers and those who report to you-know what you stand for and what you truly believe based on what you do day-in and day-out.

	The people around you use those values to guide what they do and how they make their own decisions in order to align with you. Everyone gets on the same team rather than acting at cross-purposes to each other.

	When customers keep coming back to you over and over because they admire your company and the value you create for them with great products and services.



The key point is being a values-based leader isn't something you talk about, it's something you do. As an aspiring or an accomplished values-based leader, you've got to keep asking yourself the question: "What example am I setting at the moment?" or "Are my actions aligned with the organization's beliefs and values?" Values-based leaders set the tone for their team and everyone else they interact with.

The really great thing about becoming a values-based leader is your decision making becomes very straightforward. You do those things which are aligned with your values and avoid those which are not or which run counter to your values. Your values become your moral compass as well as being indicative of your life's work. Adhering to your values keeps you on track.


 no.2　Develop talent

To build a values-based organization, you've got to own the people processes-that is, you've got to attract the right talent, keep good people engaged and provide development opportunities for the next generation of leaders to come through. This is integral to and central to the growth and expansion of a values-based organization.

Note this doesn't mean you've got to micro-manage everyone's careers. It's more a case of empowering your people to pay attention to their own personal development path. Talent development is more of a partnership than anything else. You've got to open doors and then let the person themselves make the decision to walk through those openings you've created. Those who are ambitious will be motivated to take full advantage of everything that's offered them.

Talent development also a requires both depth and breadth. Depth is a matter of gaining competency in an area of expertise such as sales, marketing, finance or product development. Breadth means you have a global perspective and an appreciation for the way products have to be sold differently in diverse markets. To truly develop talent, you have to be providing opportunities for the people you manage to gain broad expertise and perspective.


 no.3　Set clear direction

For a values-based organization to succeed in making progress towards its objectives, it's vital that a clear direction be communicated. Clarity is essential at every level of the organization or else a disconnect can arise between what the organization believes and what its people do. To set a clear direction, both clarity and simplicity are required.

Productive organizations always keep things simple. Leaders can set a clear direction everyone will understand and appreciate what that entails. When a clear direction is set:


	There is a higher probability everyone will work towards the nominated end result.

	People will become more motivated because they will know what they're being asked to do is important.

	Everyone will understand what their role is and how it fits into the bigger picture.

	When people know where they need to head, they can act on their own and take the initiative without needing constant oversight or supervision.



A values-based leader also sets direction with the feedback which is given on an ongoing basis. If you listen to people and engage in a dialogue rather than generating a monologue, not only will you learn a lot but you'll also create a setting where great ideas can bubble to the surface and get acted on.

To really be effective as a values-based leader, you have to get good at wearing two hats. Around half your time should be spent in your area of specialization-analyzing financial issues if you're the CFO and so on. The other half of your time, however, should be applied to issues and opportunities which will impact the entire organization, or in other words the bigger picture. When leaders combine their expertise and bring to bear varied backgrounds and multiple perspectives, the organization as a whole can benefit. All of this follows when a clear direction is specified which everyone then come together to execute.


 no.4　Communicate well

Effective communication never happens automatically and autonomously. The whole object of effective communication is to convey ideas and information in an open way which cannot be misunderstood. It won't happen when people are in a rush or feel under intense pressure.

Some suggestions on how to become a more effective communicator as a values-based leader are:


	Never assume your audience knows an issue to the same degree you do. Always give your people what they need to know so they can relate.

	If feasible, get the person receiving the communication to explain what they're going to do with what you're saying.

	Get into the habit of communicating frequently, whether your organization is in good times or bad times. If you don't know something, at the very least let everyone know when they will be updated.

	Always draft your communications from the recipient's perspective-explain what's in it for them.

	Be open, honest and real as you explain what you're doing to try and live your values.

	Never forget that 90 percent of effective communication is listening. Build in some good feedback loops.

	Always look for ways to relate to your team members. Create genuine connections.

	Stories move people. Look for stories which exemplify the principles you're trying to teach. This is a great way to help people understand the issues involved.




 no.5　Build engagement

Teams don't just automatically come together by themselves. You have to build them purposefully and with intention in order to succeed as a values-based leader. Learning how to build, engage, motivate and then empower a team of people who are as passionate about achieving an objective as you are is a great leadership skill to have.
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The real foundation key to engaging a group of people and forming them into a cohesive team who work towards achieving a set objective is trust. If people know you're true to your word and that you will treat them fairly and with respect, then they're more likely to trust that if the project goes well, they will share in the credit. And equally, they also want assurance if the project bombs out, you will not try to pin the blame on them. Unless people trust you, they won't be very motivated to become part of the team you're trying to put together.

One of the best motivational tools you have available is your ability to relate to others. In very direct terms, if you understand the other team members, then you'll know what it will take to motivate them and engage them. Also if people know you are open to being influenced by what they say and suggest, they will be more open to becoming part of your team as well. By contrast, if you're insistent on being the loudest and most opinionated person in the room, that won't exactly engender a feeling of "we're all in this together."

An inspiring goal is often the catalyst for a high performing and successful team to come together. The loftier the goal is, the more motivated and engaged the people will be that you attract. If you specify the goal, create an environment of trust, encourage people to be open and candid with each other and then create follow-up systems for accountability, you can create a team which produces extraordinary results.


 no.6　Execute

Execution is where everything you do as a values-based leader comes to fruition. Unless you make the right things happen, nothing will be accomplished even if you've done everything else correctly. In football terms, rather than the quarterback who is on the field of play or the owner sitting in the skybox watching the game, a great values-based leader has to act like the head coach who is close to the action but far enough away to see the bigger picture. Effective leadership is a balancing act between delegating and motivating.

Four management processes are always required for execution:
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	The strategic process involves determining where you are today, where you want to go and what you want to become. The strategic process is ongoing and continuously updated rather than static and set in stone.

	The people process is all about getting the right people in place with values which are consistent across the organization. Your objective as a leader is to put a high performance team in place plus develop future leaders.

	The operations process outlines the steps required to exploit the opportunities open to the organization and then making those things happen in the here and now. It's about what you do today to achieve your short-term and long-term goals.

	The measurement process is often neglected but at the end of the day, what gets measured is what gets done. Here, you have to specify how results will be determined, how progress will be quantified and how rewards will get allocated out.



Part of being a values-based leader is to get all four of these systems operating in sync. You need to have a balanced overall perspective on all four parts because each is required. You also need to know when it's time to stay the course and focus on executing better and when it's time to make a mid-course correction. To make those sorts of judgment calls, you've got to be close enough to the action to know what's really going on with customers but far enough back that you gain take a top-down perspective on what's happening. That's a difficult but essential balancing act to get right.



Phase3　Lead your organization from success to significance　
中文



When you combine the four principles with the six practices of values-based leadership, you have everything you need to lead a values-based organization, even in times of change, controversy and crisis. Great leaders then shift their focus from success to significance. Rather than being concerned solely about making a profit, values-based leaders seek to make a positive impact on the world. To achieve that, the two essentials are:
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 no.1　Have the courage and guts to live your values

Once you've done all the hard work involved in building a values-based organization, there may be a natural tendency to now sit back and reap the rewards. If you're genuinely self-reflective, however, you will consider the broader context and realize your work is not really done.

You've also got to make the transition from being successful to becoming significant. You will do this by demonstrating your commitment to act for the greater good.

That sounds easy in theory but in the real world, change, controversy and crises crop up all the time. These are to be expected and it's vital that you view them as opportunities to showcase your values:


	When change arises in the marketplace, you need to become proactive in using those changes to benefit your organization. Many values-based leaders initiate change before the market forces them to do so. By taking these calculated risks, the values-based organization can then become and stay a market leader.

	When controversy arises, values-based leaders take swift and firm action to respond. They provide everyone with clear and frequent communication about what's going on so there's no confusion and no need for anyone to speculate.

	At some time or another, every organization faces a decent crisis or two. Values-based leaders commit everyone to doing the right thing when the need arises and then get busy making that happen.



The best antidote to fear of change, controversy and crises is the knowledge that regardless of external or internal pressures, your organization will have the courage to do the right thing in the best way it possibly can. Courage doesn't mean you have all the right answers but it does mean that you will put your values into action even when the stakes are high. Doing the right thing won't be easy but it's the only choice if you are to truly succeed in moving from success to significance.


 no.2　Realize you have a responsibility to change the world

The world is full of problems, issues and challenges-poverty, environmental problems, malaria, high infant mortality rates, literacy, the digital divide and so on. If you are truly a values-based leader, you won't assume those are problems others should be solving but you will commit to becoming an active participant in trying to address these issues yourself.

Values-based leaders understand and accept their broader callings to make a difference and then get busy doing things which are significant from a global perspective.

This isn't just a matter of throwing money at a problem and hoping that will make a difference. To become significant, you must be more thoughtful and deliberate. To genuinely change the world:


	Take the time to get a global perspective-understand all of the underlying drivers of these problems and gather details on what has been attempted to date. In other words, be self-reflective and balanced by gathering as many perspectives as feasible before you jump.

	Realize you can't do everything-so select just one or two issues that you feel most passionate about or with which you have an obvious affinity.

	Raise attention about the issue-express to others the genuine concerns you have about this issue so you can attract the help of others who will amplify your efforts.

	Look for things you can do on the ground to make a difference-for example, one charity bought a fleet of trucks so as to help the local farmers in a region get their crops to market without paying exorbitant freight charges. In a real, tangible and ongoing way, this initiative is improving the lives of farmers in Kenya. Find projects you can fund which will deliver tangible ongoing benefits.



Becoming significant is really just a matter of extending your reach beyond your organization's boundaries. Values-based leaders aspire to make a lasting and meaningful impact on the world one project at a time.


Key Thoughts

"You've climbed the mountain, a steady trek that has tested and challenged you and your team. In a moment of triumph, you reach the summit. At this point, you can plant your flag and be done. As you sit top of your mountain enjoying the view, however, you realize that you have scaled only one peak. There are still many more mountains and much higher ground to be conquered."

"As you expand your horizons, values-based leadership becomes a lifelong journey. You realize that the more you know, the more you need to know. You see how the four principles of value-based leadership-self-reflection, balance, true self-confidence, and genuine humility-make a difference personally, within your organization, and in society. What you learn in one area enhances your leadership in the others, drawing you into a virtuous circle."

—Harry Kraemer Jr.
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