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words, what made this person great. In

part rwo, participants were placed into

five-person focus groups to compare

their individual findings, come to a

consensus and generate a top ro list

of the key fact ors/practices that were

mosr common among the best leaders

that they had analyzed.

The top ro lists from more than loo
focus groups were content analyzed

using a panel of judges to compile the

findings. Our goal was to understand

the best practices of the best leaders

that emerged from our seasoned

participant pool and to create a simple

benchmark for leadership devel-

oPment.

What makes the best the best?

"l have had a couple outstanding

leaders during my career, but the

best was all about helping me get

things done, seeing the bigger picture,

working on a real team and devel-

oping my skills so that I could get

promot ed:' one participant observed

about his best boss. "He was all about

helping me be the best person and

performer that I could possiblybe and

taught me a lot about integriry, caring

for others, and thinking ahead. He

changed my care er traiectory."

The goal here is to simplift and boil

down some of the practices of great

leaders exemplified by that partici-

pant's quote. From the top ro lists, we

culled 12 specific things that all of us

can work on to become more effective

in our own leadership roles, whether

we are CEOs, middle managers or

front-line supervisors. We also have

attached a key question to each to

encourage the reader to think through

each issue and their own approach to

leading others.

r The best leader,s are driven by

the mission and results. Participants

made it clear that high-performance

business leaders realize that the most

important job of any leader is to create

focus and a clear sense of purpose for

their people, regardless of their level

in the enterprise or the function being

served. This clear sense of mission is
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used by thes e great leaders to create an

overarching sense of "This is who we

are and where we are going."

This, in turn, sets the stage for

leaders and their teams to identift
the specific activities necessary

ro accomplish the mission. Focus

groups pointed out that their best

bosses possessed the abiliry to get

their people to coalesce around an

overarching vision, mission and

purpose so that they could stake out

the desired results. This act of creating

a mission and vision "known and

understood by all" had a powerful

impact on "getting everyone on the

same page!' Great leaders will use

this mission and sense of purpose

as a driving influence on all future

decisions and activities. And, it is

important to note, srudy participants

believed that the best leaders were all

about getting things accomplished,

delivering desired results and adding

value to their enterprises.

K"y question: Are lou, your people,

and the leaders in your organrzation

mission and results-driven?

z. The best leaders make people

their piotity.In many business

circles, people mistakenly believe that

resul ts-driven, goal-oriented leaders

somehow lose concern for people

or lose sight of the importance of
the human side of enterprise. The

participants in this study dismissed

this belief out of hand. They made

it clear that their best leaders also

had outstanding emotional intel-

ligence and great people skills. Top

leaders frequently were described as

caring, compassionate, empathetic,

kindhe arrcd, concerned and consid-

erafe.

These greatleaders had the

abiliry to balance concern for tasks

and getting things done with great

concern for their people. This balanced

combination allowed these leaders

to develop a special connection with

their followers. Focus group findings

continuously mentioned how the

best leaders know how to connect

personally with the individuals they

,1:#.ffift*iti

are responsible for leading in effective

and personal ways. This connection

creates "people power" that increases

commitment, communication,

motivation, job satisfaction and

engagement. These leaders possessed

the skill and talent to connect with

their people, but they also took the

time, effort and energy to do so.

Key question: Are you and

the leaders in your organizations

emotionally intelligent and connecting

with your people in ways that create

"people power"?

3. Great leaders have great game.

One of the more noticeable findings

that emerged was the fact that great

leaders were described as possessing

the requisite skills and talents to effec-

tively meet the ongoing demands and

challenges of their job as leader. The

best leaders always know what they

were doing, had the people, technical

and thinking skills needed for the iob,

and leveraged their experience and

talent to the benefit of their people

and operations.

In a nutshell, our participants made

the case that the best leaders have the

G reat

leaders had

the ability

to balance

concern for

tasks and

getting things

done with
great concern

for their
people.
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honesty arekey components in inter-

personal working relationships. When

this factor is missi ng, everything else

that leader does is suspect to their

followers.

K"y question: Do you and the

leaders of your organization demon-

strate great character and principled

leadership in your working relation-

ships with each other, your employees

and stakeholders?

6. Greatteaders clari fy pefior
mance exPectations and emPower

their people. Since the best leaders

are driven by results and their mission,

it is not surprising that one of their

hallmarks is the practice of clarifying

individual performance responsi-

bilities and expectations. As simple as

it may sound, participants gave their

leaders great praise, even adulation, for

the modest act of letting them know

exactly what was expected of them and

granting them the authoriry to take

action.

In the rapidly changing workplace

of the 2rst century it is easy for

leaders and employees alike to be

overwhelmed with the sheer volume

of things to do, metrics to manage

and goals to hit. Thus, it is incumbent

upon leaders to take the tim e, effort

and enerry to keep each employee

properly focused on the roles,

responsibilities and goals that are

most important to add value to the

organization. Our study revealed that

the best leaders have developed their

skills in delegating, setting goals and

clarifting expectations. They use these

skills to keep their people focused on

the mission and driven by results.

According to a number of focus

groups, the best leaders keep their

people properly aligned with the

changing demands of the organi-

zatron on an ongoing basis. And it
isn't enough to let people know what

their performance expectations entail

without increasing efficien cy 6y also

clari$ring what they should not be

spending their time and resources

doing. It also is important to note that

great leaders empower their employees
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wirh information and authoriry that

helps workers make decisions and

take ownership of the outcomes they

are expected to produce. Great leaders

engage their people in a fashion that

allows them to take action. Study

participants made it clear that effective

leaders clarily expectations while

helping their people take ownership

over their responsibilities.

K"y question: Do you and the

leaders of your organization take great

care in clarifying employee perfor-

mance expectations and emPowering

them for action to keep them properly

aligned with the changing needs of
your enterprise?

7.T'hebest leaders make it easier

to get work done. One of the more

interesting attributes of our best

leaders was that they made it easier

for their people to get their work done.

This practice manifested itself under a

wide variety of headings that included

rapid problem-solving, ongoing

process improvement activity, effective

and timely decision-making, and the

abiliry to remove performance barriers.

When employees are working hard

to get things done and their boss

seems to be working against them, a

wide variery of negative things take

place. This can include an outbreak

of gross inefficie ncy, a real loss of
productiviry, employee frustration and

withdrawal, and even turnover if left

unchecked. Successful leaders make it
a point to take steps to make it easier

for their people to get things done.

This requires that leaders develop

effective problem-solvi ng, proces s

improvement and decision-making

skills. And it then requires that leaders

take the time, effort and enerry to use

these skills on an ongoing basis. One

focus group's key finding captured this

point clearly: "The best leaders use

their power to help their people soar

borh individually and as a team"

K"y question: Do you and the

leaders of your organization look

for ways to make it easier for your

people to get their work done and be

successful?

8. The best teaders build teams

and foster cooperation. While

many organvations talk about

teams and teamwork, developing

and maintaining teams can be a

real challenge for most of us. Yet,

the leaders described in this study

were recognized for their prowess in

knowing how to get others to come

together, coope rate, collabo rate, pull

together, join forces, unite and work as

a team.

It is important to note that these

leaders use their emotional intel-

ligence and people skills to connect

with their people individually

and collectively. In doing so, they

experienced a wellspring of positive

benefits, according to our participants.

Increased teamwork and cooperation

in any workgroup has been found to be

a key factor to accelerate change, solve

problems better, enhance innovation,

improve brainstorming, increase

performance accountabil iry and

i mprove workplace communications.

Participants made it clear that the best

managers possess the abiliry to create

synergy with their people, which is

directly linked ro any number of the

key findings from this research. While

many leaders talk about teamwork, the

best leaders know how to create and

nurture teamwork.

K"y question: Do you and the

leaders of your organization engage

in activities that foster teamwork and

cooPeration?

9. Greatleaders are great coaches

who celebrate success. The best

leaders have a penchant for investing

time, enerry and effort in helping the

people that work for them reach their

full potential. We know from previous

research that coaching is considered

a critical leadership requirement, yet

far too many managers do not invest

adequate time in this important

practice.

At the same time, we know that

most successful people are so

because of their relationship with a

superior who helped them develop. In

reviewing the data from this study, it is

Coaching

is considered

a critical

leadership

requirement.
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