Outline: The Truth About Leadership.

In the book: The Truth About Leadership, Kouzes and Posner observed that there
is nothing new about leadership, and that the only thing that has changed over
recent years is the context.

The first truth is: You Make a Difference

The second truth is: Credibility Is the Foundation of Leadership. People won't
willingly follow you if they don’t believe in you.

The third truth is: Values Drive Commitment. People want to know what you
stand for.

The fourth truth is: Focusing on the Future Sets Leaders Apart. The ability to
imagine and articulate exciting future possibilities reflects competent leaders.

Truth five is: You Can’t Do It Alone. Leadership requires team effort. What
strengthens and sustains the relationship between leader and constituent is that
leaders are obsessed with what is best for others, not what is best for
themselves.

Trust Rules: is the sixth truth. Trust is the connection that holds individuals and
groups together. You must earn your constituents’ trust. That means you must
give trust before you can get trust.

The seventh truth is: Challenge Is the Crucible for Greatness. Great
achievements don’t happen within the ordinary, change invariably involves
challenge, and challenge tests you.

Truth number eight reminds you that: You Either Lead by Example or You Don’t
Lead at All. Leaders must keep their promises and model the way for the values
and actions they espouse.

Truth number nine is: The Best Leaders Are the Best Learners. Leaders are
constantly learning and seeking new ways to improve their skill.

The tenth truth is: Leadership Is an Affair of the Heart. Leaders must show love
for their constituents, their customers, clients, and the institution that they are
serving. Leaders make others feel important and are generous in showing their
appreciation. You must truly love what you do to become great at it.

SUMMARY: THE TRUTH ABOUT LEADERSHIP

Kouzes and Posner in the book, The Truth About Leadership, observed that the
only thing that has changed about leadership is the context of global concerns,
such as terrorism, climate change, scarcity of resources and organic changes in
the workforce which is “becoming increasingly diverse, multicultural, dispersed,
horizontal, and distributed - and, consequently, requiring more collaboration
than competition.

Kouzes and Posner list ten “fundamental truths about leadership, which are:
1. You Make a Difference
2. Credibility Is the Foundation of Leadership



3. Values Drive Commitment

4. Focusing on the Future Sets Leaders Apart

5. You Can’t Do It Alone

6. Trust Rules

7. Challenge Is the Crucible for Greatness

8. You Either Lead by Example or You Don’t Lead at All
9. The Best Leaders Are the Best Learners

10. Leadership Is an Affair of the Heart

TRUTH 1:

YOU MAKE A DIFFERENCE

The first truth of leadership is a recognition that making a difference as a leader
begins with leading yourself. You make the difference, by modelling the way. You
cannot do that effectively until you take the time to know yourself, what
motivates and what holds you back. “Before you can lead others, you have to
lead yourself and believe that you can have a positive impact on others”

It is not a question of “Will | make a difference?” Rather, it's “What difference will
I make?”

YOU ARE THE MOST IMPORTANT LEADER

...the more you engage in the practices of exemplary leadership, the more likely
it is that you'll have a positive influence on others.

Regardless of whether one is under or over thirty years of age, when thinking
back over their lives and selecting their most important leader role models,
people are more likely to choose a family member than anyone else. Mom and
Dad, it turns out, are the most influential leaders after all. In second place, for
respondents thirty years of age and under, is a teacher or coach, and the third
spot goes to a community or religious leader. Someone is looking to you right
now for leadership. ...Leader role models are local. you find them close to where
you live and work.

No matter what your position is, you must take responsibility for the quality of
leadership people experience. After all, if you aren’t willing to follow yourself,
why would anyone else want to?

TRUTH 2:

CREDIBILITY IS THE FOUNDATION OF LEADERSHIP

It turns out that the believability of the leader determines whether people will
willingly give more of their time, talent, energy, experience, intelligence,
creativity, and support. Only credible leaders can earn commitment, and only
commitment builds and regenerates great organizations and communities.

The most admired traits of leaders include: Honesty, being forward looking,
Inspirational and being competent.

B Being honest means telling the truth and having ethical principles and clear
standards by which you live.

Being forward-looking means having a sense of direction and a concern for the
future of the organization. But it's not just your vision that others care to know.
they also expect that you’ll be able to connect your image of the future

to their hopes, dreams, and aspirations. People won’t willingly follow you until
they can see how they share in the future you envision.

Being inspiring means sharing the genuine enthusiasm, excitement, and energy
you have about the exciting possibilities ahead.

Being competent refers to your track record and your ability to get things done.
(20) Competence inspires confidence...

Three of these four key characteristics make up what communications experts
refer to as “source credibility.” ...perceived trustworthiness, expertise, and



dynamism. If you don’t believe in the messenger, you won't believe the
message.

CREDIBILITY MATTERS. When people say their immediate manager exhibits high
credibility, they’re significantly more likely to: be proud to tell others they’re part
of the organization, feel a strong sense of team spirit, see their own personal
values as consistent with those of the organization, feel attached and committed
to the organization, and have a sense of ownership of the organization. People
are just more likely to stick with you when they know they are dealing with a
credible person and a credible institution. In business, and in life, if people don’t
believe in you, they won’t stand by you.

BELIEVE IT WHEN YOU SEE IT. Leadership ...comes from aligning your actions
and your words. A judgment of “credible” is handed down when words and
deeds are consonant. DWYSYWD, or Do What You Say You Will Do.

TRUTH 3:

VALUES DRIVE COMMITMENT

A fundamental question in leadership is: “Who are you?”

Essentially, clarity about personal values has the most significant impact on
employee’s feelings about their work and what they’re doing in the workplace.
People cannot commit fully to anything unless it fits with their own beliefs.

IT'S NOT JUST YOUR VALUES. Conformity produces compliance, not commitment.
Unity is essential, and unity is forged, not forced.

There seems to be this myth about leadership that what you are supposed to do
is ascend the mountain, gain enlightenment, descend with the tablets, and then
proclaim the truth to your followers. Nothing could be more damaging to the
work of a leader. Leadership is more often about listening then telling. Your task
is to gain consensus on a common cause and a common set of principles. You
need to build and affirm a community of shared values.

Kouzes and Posner explain the connection between values and commitment with
this simple advice: “You can’t fully commit to something that doesn’t fit with who
you are and how you see yourself” Leadership, then begins with listening to your
inner self; learning in the process what it is you value most. As a leader, you
cannot commit to organizational values that are not consistent with your own, as
it will show in your leadership. “Making sure that your values and the
organization’s values are aligned is essential to maintaining your integrity”
Leadership is also about inspiring a commitment to common values from
everyone in the organization. “Leadership is a relationship, and relationships are
built on mutual understanding. Becoming a leader begins when you come to
understand who you are, what you care about, and why you do what you do.

TRUTH 4:

FOCUSING ON THE FUTURE SETS LEADERS APART

The second-most-common question people want an answer to is: “What's your
vision?”

Kouzes and Posner note that the quality of being forward-looking came second
only to being honest when they surveyed thousands of people on what they want
in their leaders. “The capacity to imagine and articulate exciting future
opportunities is the defining competence of leaders”. People depend on their
leaders to offer the long-term view and to provide direction and meaning that
transcends the day-to-day details of work.

They also found...that the importance of being forward-looking increased with
age, work experience, and level in the organizational hierarchy.

YOU HAVE TO SPEND MORE TIME IN THE FUTURE. Front-line leaders are expected
to anticipate events only about three months down the road. Due to the



timelines of their more complex projects, middle-level managers often need to
look three to five years into the future. Those in the executive suite must focus
on a horizon that’s ten or more years away.

INSIGHT: EXPLORE YOUR PAST EXPERIENCE. You may not have ever explored
your past for a persistent and repeating ideal, but if you were to examine the
recurring theme in your life, what might you find? Search your past to find that
theme.

You can gain a greater appreciation for how long it can take to fulfil your
aspirations.

FORESIGHT: BE OPTIMISTIC. This means that your outlook on the future, and on
life in general, strongly influences you and your group’s success. A positive
difference can only be made by a positive leader.

TRUTH 5:

YOU CAN'T DO IT ALONE

Kouzes and Posner emphasize collaboration this way: “No matter how capable a
leader is, he or she alone won’t be able to deliver a large project or program
without the joint efforts and synergies that come from the team” Leadership is
like a team sport. ...Look at it this way, how do you know someone is a leader? ...
the simplest way to know is just to look to see whether that person has followers.
If you think you're a leader and you turn around and no one is following you,
then you're simply out for a walk.

YOU HAVE TO HEAR WHAT PEOPLE ARE SAYING. So often leadership is associated
with inspirational speaking, but people often miss the fact that making the
human connection requires exceptional listening. It's about intimacy. It's about
familiarity. It's about empathy. When leaders are in tune with emotions of others,
they create resonance between leader and constituent...

UNITE PEOPLE AROUND A SHARED VISION. One of the most powerful internal
motivators on the planet is a sense of meaning and purpose. Throughout human
history people have risked life, security, and wealth for something that is greater
than themselves. People want a chance to take part in something meaningful
and important. There is a deep human yearning to make a difference. People
want to know that there is a purpose to their existence. They want to know that
their lives mean something. A significant part of the leader’s job is uncovering
and reflecting the meaning that others seek.

Truly inspirational leadership is not about selling a vision; it's about showing
people how the vision can directly benefit them and how their specific needs can
be satisfied. Leaders must be able to sense the purpose in others. What people
really want to hear is not the leader’s vision. They want to hear about how their
own aspirations will be met. They want to hear how their dreams will come true
and their hopes will be realized. They want to see themselves in the picture of
the future that the leader is painting. The very best leaders understand that it’s
about inspiring a shared vision, not about selling their own idiosyncratic views of
the world. Most people want to walk with their leaders. They want to dream with
them. They want to invent with them. they want to be involved in creating their
own futures. This means that you must stop taking the view that visions come
from the top down. You must stop seeing it as a monologue, and you must start
engaging others in a collective dialogue about the future.

MAKE OTHERS FEEL STRONG AND CAPABLE. People feel more empowered,
understood, capable, important, like they mattered, challenged to do more when
they work with leaders who make them feel important. One of the reasons
people want to follow a leader is because they know that they will be better off
because of being in that relationship than they would be otherwise. Getting



people to feel capable and confident, and to act like leaders themselves, requires
making an investment in their personal development...

BRING IT OUT OF OTHERS. Often, people just lack a little courage and
confidence. They blossom when they have a leader who believes in them and
gives them support and encouragement.

TRUTH 6:

TRUST RULES

Leaders must show that they can be trusted. An increase in trust means an
increase in your capacity to influence others; loss of trust means an essential
loss of leadership by influence. “Trust rules your personal credibility. Trust rules
your ability to get things done. Trust rule’s your team’s cohesiveness...Trust
rules just about everything you do” There is a positive relationship between risk
and trust. The more people trust, the more they will be willing to take risk.
Building that structure of trust begins when one person takes a risk and opens to
another. If you're the leader in the relationship, that person needs to be you. you
need to ante up first. ...you need to demonstrate that you have the competence,
the system, and the processes to make people feel safe and trusting.

How can you facilitate trust?

Building trust goes way beyond telling the truth. You must communicate on a
timely basis and in a readily accessible and easily understood manner. When
information is not forthcoming, is late, or is perceived to have been withheld,
distrust begins to build. When full information is not forthcoming, interpretations
generated almost always become more negative and cynical than they would
have been had the truth been presented up front. There’s nothing more
destructive to trust than deceit, an nothing more constructive than candour.

TRUTH 7:

CHALLENGE IS THE CRUCIBLE FOR GREATNESS

Kouzes and Posner acknowledge that all great leadership achievements involve
overcoming adversity, difficulty, change, and challenge. “The study of leadership
is the study of how men and women guide people through uncertainty, hardship,
disruption, transformation, transition, recovery, new beginnings, and other
significant challenges”

The historical leaders whom people admire most always faced and led others
through major challenges. Not one single person claimed to have achieved a
personal best by keeping things the same. It's also the study of how men and
women, in times of constancy and complacency, actively seek to disturb the
status quo, awaken new possibilities, and pursue opportunities.

Whether on the front lines or in the executive suites, whether at the global or
local levels, leaders see open doors while others see brick walls. Leaders seize
the opportunities that hide inside adversities. They take the initiative to move
things forward. ...confronting challenges and making changes can be stressful.
And too much stress can threaten the immune system and make us sick. That’s
why successfully leading change requires resilience.

Resilience is not a trait that you either have or don’t have; it's not something
that’s genetically determined. These behaviours, thoughts, and actions can be
learned and developed. ...It"s called grit.

...people with more grit are more likely to achieve positive outcomes. ...engage
in some positive self-talk.

FAILING IS LEARNING. ...you must accept failure as part of the process. ...it's
often your failures and your mistakes that are your best teachers-if, of course,
you are willing to accept the feedback, figure out what you can do better, and
put that learning into practice the next time around. Facing and meeting



challenges helps to clarify one’s vision and reinforce one’s commitment. At the
same time, lessons learned through these experiences can be valuable for the
future. ...it's often your failures and your mistakes that are your best teachers -
if, of course, you are willing to accept the feedback, figure out what you can do
better, and put that learning into practice the next time around.

TRUTH 8:

YOU EITHER LEAD BY EXAMPLE OR YOU DON’'T LEAD AT ALL

Kouzes and Posner further explore this important aspect of leadership. They note
that “You have to model the way you want others to feel, think, and act. You
have to show others that you are going to do exactly what you are asking them
to do” “When people see you doing what you say, they are convinced that you
mean it, otherwise it's just words. Your actions send the loudest signals about
what other people should be doing”

In the final analysis, leadership is about playing that instrument called “you”
people believe what you do over what you say.

Leaders have only two tools at their disposal: what they say and how they act.
What they say might be interesting, but how they act is always crucial. - Alan
Deutschman in “Walk the Talk” ...you’d best be more concerned about being
believable before you work on being interesting.

Quite often the greatest distance that leaders have to travel is the distance from
their mouths to their feet. People become cynical, disenchanted, and downright
weary when leaders back away from or don’t do what they are asking of others.
Want to be the best leader your organization has ever had? Be true to your word.
ADMIT YOUR MISTAKES. ...the “Achiles’ heel” of leaders: Believing that they
know it all and, accordingly, believing that they will never fail. An apology lets
others know that you are concerned about the impact of your behaviour on
them.

Modelling the way also involves admitting your mistakes. When you do this as
the leader, you help create an environment in which others will do the same,
thus helping the organization to learn important lessons in the process, as
people believe what you do over what you say.

TRUTH 9:

THE BEST LEADERS ARE THE BEST LEARNERS

The potential to lead exists in you. If you apply your head, your heart, and your
courage, you can learn to lead.

Leadership is not preordained. It is not a gene, and it is not a trait. there is no
hard evidence to support the assertion that leadership is imprinted in the DNA of
only some individuals and that the rest of us missed out and are doomed to be
clueless. ... Leadership can be learned. It is an observable pattern of practices
and behaviours, and a definable set of skills and abilities.

...to master leadership, you must have strong desire to excel, you have to
believe strongly that you can learn new skills and abilities, and you have to be
willing to devote yourself to continuous learning and deliberate practices. No
matter how good you are, you can always get better.

It's not the absence of leadership ability or potential that inhibits the
development of more leaders; it’s the persistence of the myth that leadership
can’t be learned.

Not only do you have to be able to learn, but you must learn how to learn,
constantly absorbing and teaching yourself new ways of doing old things and
new ways of doing new things.

In study after study, ...those individuals with fixed mindsets gave up more
quickly and performed more poorly than those with growth mindsets.



Talent is not the key that unlocks excellence. If you want a rough metric of what
it takes to achieve the highest level of expertise, the estimate is about 10,000
hours of practices over a period of ten years. That's about 2.7 hours a day, every
day, for ten years! You won’t find a fast track to excellence. There’s no such
thing as instant expertise.

TRUTH 10:

LEADERSHIP IS AN AFFAIR OF THE HEART

Love” is a word not often used in the corporate world, but Kouzes and Posner use
it liberally in their chapter on leadership as “an affair of the heart.”

Research indicates that the highest performing managers and leaders are the
most open and caring. The best leaders demonstrate more affection toward
others and want others to be more open with them. They are more positive and
passionate, more loving and compassionate, and more grateful and encouraging
than their lower performing counterparts.

LOVE IS THE SOUL OF LEADERSHIP.

Love enlarges lives. ...leaders transform their followers into leaders.

SHOW THEM THAT YOU CARE. The primary way that you show that you care for
someone is by paying attention to them.

...much about the culture of a company can be learned because of listening to
and understanding the stories told about it

FALL IN LOVE WITH WHAT YOU DO. To become the best leader you can be, you
must fall in love with the work you are doing and with the reason you are doing
it.

PROMOTE THE POSITIVE. People feed off their leaders’ moods and their leaders’
views of the world. ...This isn’t conjecture. This is fact.

People who enjoy more positivity are better able to cope with adversities and are
more resilient during times of high stress. They are also more likely to see the
commonalities between themselves and others. People become negative even
faster when they see it in their leaders. Leaders put their hearts in their
businesses and their business in their hearts.

IMPACT OF THE BOOK ON MY UNDERSTANDING OF LEADERSHIP

The book has been very impactful in my leadership journey, as it has revealed
fresh insights on the subject and also reinforced some existing beliefs.

The key take outs for me are:

Some things about leadership don’t change, and that things need to be
understood for what they are.

Values and beliefs make leaders commit to their goals. You have to say yes to
your beliefs, you have to say yes to big dreams, you have to say yes to difficult
challenges, you have to say yes to collaboration, you have to say yes to trust,
you have to say yes to learning, you have to say yes to setting the example, and
you have to say yes to your heart.

Credibility is the foundation of leadership, and credibility is earned when you do
what you say you will do. Your leadership example is the most powerful teaching
tool you have.

You are the most important and influential person in your organization and the
legacy you leave is the life you lead.

Of these ten truths, the one that resonates most with me is the fact that, you
can’t do it alone. You can’t do anything extraordinary without the support of
others.

As a leader, you must be sensitive to the needs of others, develop other leaders.



