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The leader of
yesterday is not
the leader of
today and

tomorrow, writes
Professor
Marshall
Goldsmith.

Professor Marshall Goldsmith is
the author of managementrelated lit
erature and a professor, consultant
and execufive coach. Born in Valley
Station, Kentucky, he received his BS
fram Rose-Hulman Institute of
Technology (1970), his MBA from
Indiana University [1972) and his
PhD from UCLA {1977). From 1976-
2000 he was Assistant Professor and
then Associate Dean af Loyola
Marymount University's College of
Business. He is currently a professo
at Alliant International Uni
teaches e

s Tuck School, and
frequently speaks at leading business
schools,

r a recent stiely we interviewed

over 200 high-potental lead-

ers, asking them to describe

today’s ideal leader. The resulrs
were clear. The ideal leader is a per
son who builds internal and exter-
nal partnerships, Internal partner-
ships include direct reports, co-
\'.':1r|-<L'r‘_~' :Lt‘td m-.ur.agc:.'..

PARTNERING WITH DIRECT REPORTS

Traditional “bonds”™ between
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employees and organisations
have changed. Employees no
longer expect thar their organi-
sation will provide them with
job security. As security has
diminished, so has blind loyal-
ty. Most high-potential leaders
see themselves as “free agenis,”
not traditional “employees.”
Their ideal leader is a person
who develops “win-win" rela.
tonships and is sensitive 1o
their needs for personal growth
and development. In retumn,
they feel a responsibility to
deliver value back. They see the
leader of the furure as their
partier, not their boss!

Managers of knowledge
workers - people who know
more abour what they are
doing than their mangers -
must be good partners, They
waont have a choice! If they are
not great partners, they won'
have grear people.

PARTNERING WITH CO-WORKERS
Successful  leaders  will
share people, capital, and
ideas to break down bound-
aries. Since the CEQ is
rewarded by the success of the
organisation, the CEQ knows
Th-ﬂ |.‘JCUE'.-|L' need to be shared
so that they can develop the
expertise and breadth needed
to manage; that capital needs
to be -\l:.’LI‘t‘d so that mature
business can transfer funds o
high-growth business; and
that ideas need to be shared so
that people can learn from
both successes and mistakes.
While these advantages are
asy o see from the vantage
point of the CEQ, they can be
difficult to execure. Leaders will
need to develop skills in negori-
ation and “win-win” relation-
ships. They have to learn w©
share people, capital, and ideas.
In some cases, they may choose
1o experience a short-rerm loss,
so that the organisation can achieve
a ]ur':g-tcrm gain, In the past, iy
leaders have competed with col
leagues for people, resources, and
ideas - and been rewarded for “win-
ning” this competition. In the
furure, leaders will need to collabo-
rate as parmers with co-workers.

PARTNERING WITH MANAGERS
The changing role of leader-
ship will mean thar the relation-
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ship between managers and direct
reports will have to change in
both directions. Many leaders will
be operating more like the man-
aging director of a consulting
firm. They will be partners lead-
ing in a network, not managers
leading in a hierarchy.

At the consulting  firm
McKinscy & Company, a director
may often have less derailed
knowledge abour a client than a
more junior partner. Leaders are
trained to challenge their man-
agers when they believe thar the
direction they are being given is
not in the best interest of the
client. This |J[JﬂUSU|1]‘l".' teaches
leaders 1o have very responsible
relationships with their managers,

Furure leaders will work with
th'.:i[' ][I-’ll'lii:_._’t_'l"}i -Il'l a4 [eam ilPPI'O.]Ch
thar combines the leader’s knowl-
edge of unit operations with the
rn-.m.lgcr'.»i le‘lcr.\1.‘1:|'|u|i|1i_; of |:||*£;L'r
needs. Such a relationship requires
taking responsibility, sharing infor-
mation, and striving to see both the
micro and  macro erspective.
When direct reports Lnuw more
than their managers, they have to
learn how to “influence up.”

Ouwside the organisation, lead-
ers must also partner with cus-
tomers, suppliers, and competitors,

PARTNERING WITH CUSTOMERS

As companies have become Ja B
er and more ;_’,|U|J'.‘|J, there has ht't:ri
a shift from buying stand-alone
products to buying integrated solu-
uons. One reason for this shift is
economy of scale. Huge retail cor-
porations, like Home ['J::]‘!tsl or
Wal-Marr, do notwant ro deal with
thousands of vendors. -Hu'}' would
prefer 1o work with fewer vendors
who can deliver not anly producrs,
but systems for delivery thar are
customised to meet their needs.
Also, many customers now want
“network solutions,” nor just hard-
ware and software,

As the suppliers relationship
with their customers continues o
ch;mgc. leaders  from ‘il.]])p]:\'
organisations will need o become
more like parmers and less like
sales n'npk. This trend toward
building long-term customer rela-
tionships, not just achieving short-
term sales, means chat suppliers
need to develop a much decper
lmdcl'ﬁ['.mding of the customers
total business. They will need o
make many small sacrifices to

Team effort

achieve a large gain. In shorr, they
will need to acr like partners.

PARTNERING WITH SUPPLIERS

As the shift wward inteerated
solurions advances, leaders will have
to change their relationship with
suppliers. For example, more of
[BM's business now involves cus-
tomised soludons Jltcur;aur.'uing
non-IBM produces and  services,
While the idea of IBM .ﬁcl!ir:g non-
IBM products was almaost unheard
of in the past, it is now common -
to the benefit of customers and w
IBM iwself. The same tend is
ocavring in pharmaceuticals and
telecommunications,

In a world where a company
sold stand-alone products, part-
nering with suppliers was not only
seen as unnecessary, bur unethical!
I'he company’s job was to “get the
supplier down” to the lowest pos-
sible price w increase margins and
profitability. Today many leaders
realise that their success is directly
relaved 1o their suppliers success,
|J'I IilC[. sOme in{]llt[t’ K'(.)H'l.ﬂ'.litr
ment to suppliers as one of their
core values, They seek to tran-
scend differences and focus on a
common good - serving the end
user of the product or service.

PARTNERING WITH COMPETITORS

The most radical change in the
IT!!L‘ UIIEL"-'I(lt'I' as partner Il'.l.-. come in
rnrtnul ing with competitors, Most

ligh-potential leaders see compet-
tors as potential customers, suppli-
crs, and partners. Most organisa-
tions thar rely on knowledge work-
ers have varied and complex rela-
tionships with COmpetitors.

When today’s competitors may
become womorrow's customers, the
definition of “winning” changes.
People have memories. Unfairly
“bashing” competitors o ruin their
business could have harsh conse-
quences,  While  competitors
should not expect collusion or
unfair practices, they should expect
integrity and fair dealing,

The six trends toward more
partnering are reinforcing each
other. As people feel less job securi-
ty, they begin to see suppliers, cus-
torners and competitors as poten-
tial employers. The fact the leaders
need w learn more about these
other organisations, build |ungr
term r:'lar'lunshi[_us. and  develop
“win-win” partnerships means that
the other organisations are even



