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The “Outsight” Principle: 
How to Act and Think 
Like a Leader

I’M LIKE THE FIRE PATROL ,” VD\V�-DFRE��D�WKLUW\�ÀYH�\HDU�ROG�
SURGXFWLRQ�PDQDJHU�IRU�D�PLGVL]HG�(XURSHDQ�IRRG�PDQXIDFWXUHU��

´,�UXQ�IURP�RQH�FRUQHU�WR�WKH�RWKHU�WR�À[�WKLQJV��MXVW�WR�NHHS�SURGXF-
LQJ�µ1 7R�VWHS�XS�WR�D�ELJJHU�OHDGHUVKLS�UROH�LQ�KLV�RUJDQL]DWLRQ��-DFRE�
NQRZV�KH�QHHGV�WR�JHW�RXW�IURP�XQGHU�DOO�WKH�RSHUDWLRQDO�GHWDLOV�WKDW�
DUH� NHHSLQJ� KLP� IURP� WKLQNLQJ� DERXW� LPSRUWDQW� VWUDWHJLF� LVVXHV�
KLV�XQLW�IDFHV��+H�VKRXOG�EH�IRFXVHG�RQ�LVVXHV�VXFK�DV�KRZ�EHVW�WR�
FRQWLQXH�WR�H[SDQG�WKH�EXVLQHVV��KRZ�WR�LQFUHDVH�FURVV��HQWHUSULVH�
FROODERUDWLRQ��DQG�KRZ�WR�DQWLFLSDWH�WKH�IDVW�FKDQJLQJ�PDUNHW��+LV�
VROXWLRQ"�+H�WULHV�WR�VHW�DVLGH�WZR�KRXUV�RI�XQLQWHUUXSWHG�WKLQNLQJ�
WLPH�HYHU\�GD\��$V�\RX�PLJKW�H[SHFW��WKLV�WDFWLF�GLGQ·W�ZRUN�
3HUKDSV�\RX�� OLNH�-DFRE��DUH�IHHOLQJ�WKH�IUXVWUDWLRQ�RI�KDYLQJ�

WRR�PXFK�RQ�\RXU�SODWH�DQG�QRW�HQRXJK�WLPH�WR�UHÁHFW�RQ�KRZ�\RXU�
EXVLQHVV�LV�FKDQJLQJ�DQG�KRZ�WR�EHFRPH�D�EHWWHU�OHDGHU��,W·V�DOO�
WRR�HDV\�WR�IDOO�KRVWDJH�WR�WKH�XUJHQW�RYHU�WKH�LPSRUWDQW��%XW�\RX�
IDFH�DQ�HYHQ�ELJJHU�FKDOOHQJH�LQ�VWHSSLQJ�XS�WR�SOD\�D�OHDGHUVKLS�
UROH��\RX�FDQ�RQO\�OHDUQ�ZKDW�\RX�QHHG�WR�NQRZ�DERXW�\RXU�MRE�DQG�
DERXW�\RXUVHOI�E\�doing�LW³QRW�E\�MXVW�thinking�DERXW�LW�
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Why the Conventional Wisdom 
Won’t Get You Very Far

0RVW� WUDGLWLRQDO� OHDGHUVKLS� WUDLQLQJ� RU� FRDFKLQJ� DLPV� WR� FKDQJH�
WKH�ZD\�\RX�WKLQN��DVNLQJ�\RX�WR�UHÁHFW�RQ�ZKR�\RX�DUH�DQG�ZKR�
\RX·G�OLNH�WR�EHFRPH��,QGHHG��LQWURVSHFWLRQ�DQG�VHOI�UHÁHFWLRQ�KDYH�
EHFRPH�WKH�KRO\�JUDLO�RI�OHDGHUVKLS�GHYHORSPHQW��,QFUHDVH�\RXU�VHOI�
DZDUHQHVV�ÀUVW��.QRZ�ZKR�\RX�DUH��'HÀQH�\RXU�OHDGHUVKLS�SXUSRVH�
DQG�DXWKHQWLF� VHOI�� DQG� WKHVH� LQVLJKWV�ZLOO� JXLGH� \RXU� OHDGHUVKLS�
MRXUQH\��7KHUH�LV�DQ�HQWLUH�OHDGHUVKLS�FRWWDJH�LQGXVWU\�EDVHG�RQ�WKLV�
LGHD��ZLWK�WKRXVDQGV�RI�ERRNV��SURJUDPV��DQG�FRXUVHV�GHVLJQHG�WR�
KHOS�\RX�ÀQG�\RXU�OHDGHUVKLS�VW\OH��EH�DQ�DXWKHQWLF�OHDGHU��DQG�SOD\�
IURP�\RXU�OHDGHUVKLS�VWUHQJWKV�ZKLOH�ZRUNLQJ�RQ�\RXU�ZHDNQHVVHV�2
,I�\RX·YH�WULHG�WKHVH�VRUWV�RI�PHWKRGV��WKHQ�\RX�NQRZ�MXVW�KRZ�

OLPLWHG�WKH\�DUH��7KH\�FDQ�JUHDWO\�KHOS�\RX�LGHQWLI\�\RXU�FXUUHQW�
VWUHQJWKV�DQG�OHDGHUVKLS�VW\OH��%XW�DV�ZH·OO�VHH��\RXU�FXUUHQW�ZD\�
RI�WKLQNLQJ�DERXW�\RXU�MRE�DQG�\RXUVHOI�LV�H[DFWO\�ZKDW·V�NHHSLQJ�
\RX�IURP�VWHSSLQJ�XS��<RX·OO�QHHG�WR�FKDQJH�\RXU�PLQG�VHW��DQG�
WKHUH·V�RQO\�RQH�ZD\�WR�GR�WKDW��E\�DFWLQJ�GLIIHUHQWO\�
$ULVWRWOH�REVHUYHG�WKDW�SHRSOH�EHFRPH�YLUWXRXV�E\�DFWLQJ�YLUWX-

RXV��LI�\RX�GR�JRRG��\RX·OO�EH�JRRG�3�+LV�LQVLJKW�KDV�EHHQ�FRQÀUPHG�
LQ� D� ZHDOWK� RI� VRFLDO� SV\FKRORJ\� UHVHDUFK� VKRZLQJ� WKDW� SHRSOH�
FKDQJH� WKHLU� PLQGV� E\� ÀUVW� FKDQJLQJ� WKHLU� EHKDYLRU�4� 6LPSO\�
SXW��FKDQJH�KDSSHQV�IURP�WKH�RXWVLGH�LQ��QRW�IURP�WKH�LQVLGH�RXW�
�ÀJXUH�������$V�PDQDJHPHQW�JXUX�5LFKDUG�3DVFDOH�SXWV�LW��́ $GXOWV�
DUH�PRUH�OLNHO\�WR�DFW�WKHLU�ZD\�LQWR�D�QHZ�ZD\�RI�WKLQNLQJ�WKDQ�WR�
WKLQN�WKHLU�ZD\�LQWR�D�QHZ�ZD\�RI�DFWLQJ�µ5

6R�LW�LV�ZLWK�OHDGHUVKLS��5HVHDUFK�RQ�KRZ�DGXOWV�OHDUQ�VKRZV�
WKDW�WKH�ORJLFDO�VHTXHQFH³WKLQN��WKHQ�DFW³LV�DFWXDOO\�UHYHUVHG�
LQ�SHUVRQDO�FKDQJH�SURFHVVHV�VXFK�DV�WKRVH�LQYROYHG�LQ�EHFRP-
LQJ� D� EHWWHU� OHDGHU�� 3DUDGR[LFDOO\�� ZH� RQO\� LQFUHDVH� RXU� VHOI�
NQRZOHGJH�in the process of making changes�6�:H�WU\��VRPHWKLQJ�
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QHZ�DQG�WKHQ�REVHUYH�WKH�UHVXOWV³KRZ�LW�IHHOV�WR�XV��KRZ�RWKHUV�
DURXQG�XV�UHDFW³DQG�RQO\�ODWHU�UHÁHFW�RQ�DQG�SHUKDSV�LQWHUQDO-
L]H�ZKDW�RXU�H[SHULHQFH�WDXJKW�XV��,Q�RWKHU�ZRUGV��ZH�DFW�OLNH�D�
OHDGHU�DQG�WKHQ WKLQN OLNH�D�OHDGHU��WKXV�WKH�WLWOH�RI�WKH�ERRN��

How Leaders Really Become Leaders

7KURXJKRXW�P\�HQWLUH�FDUHHU�DV�D�UHVHDUFKHU��DQ�DXWKRU��DQ�HGXFDWRU��
DQG�DQ�DGYLVHU��,�KDYH�H[DPLQHG�KRZ�SHRSOH�QDYLJDWH�LPSRUWDQW�WUDQ-
VLWLRQV�DW�ZRUN��,�KDYH�ZULWWHQ�QXPHURXV�Harvard Business Review 
DUWLFOHV� RQ� OHDGHUVKLS�DQG� FDUHHU� WUDQVLWLRQV� �DORQJ�ZLWK�Working 
Identity��D�ERRN�RQ�WKH�VDPH�WRSLF���,QWHUHVWLQJO\��PRVW�RI�ZKDW�,·YH�
OHDUQHG�DERXW�WUDQVLWLRQV�JRHV�DJDLQVW�FRQYHQWLRQDO�ZLVGRP�
7KH�IDOODF\�RI�FKDQJLQJ�IURP�WKH�LQVLGH�RXW�SHUVLVWV�EHFDXVH�RI�

WKH�ZD\�OHDGHUVKLS�LV�WUDGLWLRQDOO\�VWXGLHG��5HVHDUFKHUV�DOO�WRR�RIWHQ�
LGHQWLI\�KLJK�SHUIRUPLQJ� OHDGHUV�� LQQRYDWLYH� OHDGHUV�� RU�DXWKHQWLF�
OHDGHUV�DQG�WKHQ�VHW�RXW�WR�VWXG\�ZKR�WKHVH�OHDGHUV�DUH�RU�ZKDW�WKH\�
GR�� ,QHYLWDEO\�� WKH� UHVHDUFKHUV�GLVFRYHU� WKDW� �HIIHFWLYH� OHDGHUV�DUH�
KLJKO\�VHOI�DZDUH��SXUSRVH�GULYHQ��DQG�DXWKHQWLF��%XW�ZLWK�OLWWOH�LQ-
VLJKW�RQ�KRZ�WKH�OHDGHUV�EHFDPH�WKDW�ZD\��WKH�UHVHDUFK�IDOOV�VKRUW�
RI�SURYLGLQJ�UHDOLVWLF�JXLGDQFH�IRU�RXU�RZQ�SHUVRQDO�MRXUQH\V�

FIGURE 1-1

Becoming a leader: the traditional sequence (think, then act) 
versus the way it really works (act, then think)

Act

Change
what you do

Think

Change the
way you

think

Traditional model

The way it really works
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0\� UHVHDUFK� IRFXVHV� LQVWHDG� RQ� WKH� GHYHORSPHQW� RI� D� OHDG-
HU·V� LGHQWLW\³KRZ� SHRSOH� FRPH� WR� VHH� DQG� GHÀQH� WKHPVHOYHV�
DV� �OHDGHUV�7� ,� KDYH� IRXQG� WKDW� SHRSOH� EHFRPH� OHDGHUV� E\� GRLQJ�
OHDGHUVKLS�ZRUN��'RLQJ� OHDGHUVKLS� VSDUNV� WZR� LPSRUWDQW�� LQWHU-
UHODWHG� SURFHVVHV�� RQH� H[WHUQDO� DQG� RQH� LQWHUQDO�� 7KH� H[WHUQDO�
SURFHVV�LV�DERXW�GHYHORSLQJ�D�UHSXWDWLRQ�IRU�OHDGHUVKLS�SRWHQWLDO�
RU�FRPSHWHQF\��LW�FDQ�GUDPDWLFDOO\�FKDQJH�KRZ�ZH�VHH�RXUVHOYHV��
7KH�LQWHUQDO�SURFHVV�FRQFHUQV�WKH�HYROXWLRQ�RI�RXU�RZQ�LQWHUQDO�
�PRWLYDWLRQV�DQG�VHOI�GHÀQLWLRQ��LW�GRHVQ·W�KDSSHQ�LQ�D�YDFXXP�EXW�
UDWKHU�LQ�RXU�UHODWLRQVKLSV�ZLWK�RWKHUV�
:KHQ�ZH�DFW�OLNH�D�OHDGHU�E\�SURSRVLQJ�QHZ�LGHDV��PDNLQJ�FRQWUL-

EXWLRQV�RXWVLGH�RXU�DUHD�RI�H[SHUWLVH��RU�FRQQHFWLQJ�SHRSOH�DQG�UH-
VRXUFHV�WR�D�ZRUWKZKLOH�JRDO��WR�FLWH�MXVW�D�IHZ�H[DPSOHV���SHRSOH�VHH�
XV�EHKDYLQJ�DV�OHDGHUV�DQG�FRQÀUP�DV�PXFK��7KH�VRFLDO�UHFRJQLWLRQ�
DQG�WKH�UHSXWDWLRQ�WKDW�GHYHORS�RYHU�WLPH�ZLWK�UHSHDWHG�GHPRQVWUD-
WLRQV�RI�OHDGHUVKLS�FUHDWH�FRQGLWLRQV�IRU�ZKDW�SV\FKRORJLVWV�FDOO�in-
ternalizing�D�OHDGHUVKLS�LGHQWLW\³FRPLQJ�WR�VHH�RQHVHOI�DV�D�OHDGHU�
DQG�VHL]LQJ�PRUH�DQG�PRUH�RSSRUWXQLWLHV�WR�EHKDYH�DFFRUGLQJO\��$V�
D�SHUVRQ·V�FDSDFLW\�IRU�OHDGHUVKLS�JURZV��VR�WRR�GRHV�WKH�OLNHOLKRRG�
RI�UHFHLYLQJ�HQGRUVHPHQW�IURP�DOO�FRUQHUV�RI�WKH�RUJDQL]DWLRQ�E\��IRU�
H[DPSOH��EHLQJ�JLYHQ�D�ELJJHU�MRE��$QG�WKH�F\FOH�FRQWLQXHV�
7KLV�F\FOH�RI�DFWLQJ�OLNH�D�OHDGHU�DQG�WKHQ�WKLQNLQJ�OLNH�D�OHDGHU³

RI�FKDQJH�IURP�WKH�RXWVLGH�LQ³FUHDWHV�ZKDW�,�FDOO�outsight�

The Outsight Principle

)RU�-DFRE�DQG�PDQ\�RI� WKH�RWKHU�SHRSOH�ZKRVH�VWRULHV� IRUP�WKH�
EDVLV� IRU� WKLV�ERRN��GHHS�VHDWHG�ZD\V� RI� WKLQNLQJ�NHHS�XV� IURP�
PDNLQJ³RU� VWLFNLQJ� WR³WKH� EHKDYLRUDO� DGMXVWPHQWV� QHFHVVDU\�
IRU�OHDGHUVKLS��+RZ�ZH�WKLQN³ZKDW�ZH�QRWLFH��EHOLHYH�WR�EH�WKH�
WUXWK��SULRULWL]H��DQG�YDOXH³GLUHFWO\�DIIHFWV�ZKDW�ZH�GR��,Q�IDFW��
LQVLGH�RXW�WKLQNLQJ�FDQ�DFWXDOO\�LPSHGH�FKDQJH�
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2XU�PLQG�VHWV�DUH�YHU\�GLIÀFXOW�WR�FKDQJH�EHFDXVH�FKDQJLQJ�UH-
TXLUHV�H[SHULHQFH�LQ�ZKDW�ZH�DUH�OHDVW�DSW�WR�GR��:LWKRXW�WKH�EHQHÀW�
RI�DQ�RXWVLGH�LQ�DSSURDFK�WR�FKDQJH��RXU�VHOI�FRQFHSWLRQV�DQG�WKHUH-
IRUH�RXU�KDELWXDO�SDWWHUQV�RI�WKRXJKW�DQG�DFWLRQ�DUH�ULJLGO\�IHQFHG�LQ�
E\�WKH�SDVW��1R�RQH�SLJHRQKROHV�XV�EHWWHU�WKDQ�ZH�RXUVHOYHV�GR��7KH�
SDUDGR[�RI�FKDQJH�LV�WKDW�WKH�RQO\�ZD\�WR�DOWHU�WKH�ZD\�ZH�WKLQN�LV�
E\�GRLQJ�WKH�YHU\�WKLQJV�RXU�KDELWXDO�WKLQNLQJ�NHHSV�XV�IURP�GRLQJ�

This outsight principle� LV� WKH� FRUH� LGHD�RI� WKLV�ERRN��7KH�SULQ-
FLSOH�KROGV�WKDW�WKH�RQO\�ZD\�WR�WKLQN�OLNH�D�OHDGHU�LV�WR�ÀUVW�DFW��WR�
SOXQJH�\RXUVHOI�LQWR�QHZ�SURMHFWV�DQG�DFWLYLWLHV��LQWHUDFW�ZLWK�YHU\�
GLIIHUHQW� NLQGV� RI� SHRSOH�� DQG� H[SHULPHQW� ZLWK� XQIDPLOLDU� ZD\V�
RI�JHWWLQJ�WKLQJV�GRQH� 7KRVH�IUHVKO\�FKDOOHQJLQJ�H[SHULHQFHV�DQG�
WKHLU� RXWFRPHV�ZLOO� WUDQVIRUP� WKH� KDELWXDO� DFWLRQV� DQG� WKRXJKWV�
WKDW� FXUUHQWO\� GHÀQH� \RXU� OLPLWV�� ,Q� WLPHV� RI� WUDQVLWLRQ� DQG� XQ-
FHUWDLQW\�� WKLQNLQJ� DQG� LQWURVSHFWLRQ� VKRXOG� follow� DFWLRQ� DQG�
�H[SHULPHQWDWLRQ³QRW�YLFH�YHUVD��1HZ�H[SHULHQFHV�QRW�RQO\�FKDQJH�
KRZ�\RX�WKLQN³\RXU�SHUVSHFWLYH�RQ�ZKDW�LV�LPSRUWDQW�DQG�ZRUWK�
GRLQJ³EXW�DOVR�FKDQJH�ZKR�\RX�EHFRPH��7KH\�KHOS�\RX�OHW�JR�RI�ROG�
VRXUFHV�RI�VHOI�HVWHHP��ROG�JRDOV��DQG�ROG�KDELWV��QRW�MXVW�EHFDXVH�WKH�
ROG�ZD\V�QR�ORQJHU�ÀW�WKH�VLWXDWLRQ�DW�KDQG�EXW�EHFDXVH�\RX�KDYH�GLV-
FRYHUHG�QHZ�SXUSRVHV�DQG�PRUH�UHOHYDQW�DQG�YDOXDEOH�WKLQJV�WR�GR�
2XWVLJKW��PXFK�PRUH�WKDQ�UHÁHFWLRQ��OHWV�\RX�UHVKDSH�\RXU�LPDJH�

RI�ZKDW�\RX�FDQ�GR�DQG�ZKDW�LV�ZRUWK�GRLQJ��:KR�\RX�DUH�DV�D�OHDGHU�
LV�QRW�WKH�VWDUWLQJ�SRLQW�RQ�\RXU�GHYHORSPHQW�MRXUQH\��EXW�UDWKHU�WKH�
RXWFRPH�RI�OHDUQLQJ�DERXW�\RXUVHOI��7KLV�NQRZOHGJH�FDQ�RQO\�FRPH�
DERXW�ZKHQ� \RX� GR� QHZ� WKLQJV� DQG�ZRUN�ZLWK� QHZ� DQG� GLIIHUHQW�
SHRSOH��<RX�GRQ·W�XQHDUWK�\RXU�WUXH�VHOI��LW�HPHUJHV�IURP�ZKDW�\RX�GR�
%XW�ZH�JHW� VWXFN�ZKHQ�ZH� WU\� WR� DSSURDFK� FKDQJH� WKH� RWKHU�

ZD\� DURXQG�� IURP� WKH� LQVLGH� RXW�� &RQWUDU\� WR� SRSXODU� RSLQLRQ��
WRR�PXFK�LQWURVSHFWLRQ�DQFKRUV�XV�LQ�WKH�SDVW�DQG�DPSOLÀHV�RXU�
EOLQGHUV��VKLHOGLQJ�XV� IURP�GLVFRYHULQJ�RXU� OHDGHUVKLS�SRWHQWLDO�
DQG� OHDYLQJ�XV�XQSUHSDUHG� IRU� IXQGDPHQWDO�VKLIWV� LQ� WKH�VLWXD-
WLRQV� DURXQG�XV� �WDEOH� ������ 7KLV� LV� DNLQ� WR� ORRNLQJ� IRU� WKH� ORVW�
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requires in 
what we are 
least apt to

the only way 
we think is 
by doing the 
very things 
our habitual 
thinking 
keeps us 
from doing.

Outsight 
lets you 
reshape 
your image 
of what 
you can do 
and what is 
worth 
doing
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ZDWFK�XQGHU�WKH�SURYHUELDO�VWUHHWODPS�ZKHQ�WKH�DQVZHUV�WR�QHZ�
SUREOHPV�GHPDQG�JUHDWHU�RXWVLJKW³WKH�IUHVK��H[WHUQDO�SHUVSHF-
WLYH�ZH�JHW�ZKHQ�ZH�GR�GLIIHUHQW�WKLQJV��7KH�JUHDW�VRFLDO�SV\FKROR-
JLVW�.DUO�:HLFN�SXW�LW�YHU\�VXFFLQFWO\��´+RZ�FDQ�,�NQRZ�ZKR�,�DP�
XQWLO�,�VHH�ZKDW�,�GR"µ8

Lost in Transition

7R�KHOS�SXW�WKLV�LGHD�RI�RXWVLJKW�LQWR�SHUVSHFWLYH��OHW·V�UHWXUQ�WR�-DFRE��
WKH�SURGXFWLRQ�PDQDJHU�RI�D�IRRG�PDQXIDFWXUHU��$IWHU�D�SULYDWH�LQ-
YHVWRU�ERXJKW�RXW�KLV�FRPSDQ\��-DFRE·V�ÀUVW�SULRULW\�ZDV�WR�JXLGH�
RQH�RI�KLV�RSHUDWLRQV�WKURXJK�D�PDMRU�XSJUDGH�RI�WKH�PDQXIDFWXU-
LQJ�SURFHVV��%XW�ZLWK�WKH�FRQVWDQW�ÀUHÀJKWLQJ�DQG�FURVV�IXQFWLRQDO�
FRQÁLFWV�DW�WKH�IDFWRULHV��KH�KDG�OLWWOH�WLPH�WR�WKLQN�DERXW�LPSRUWDQW�
VWUDWHJLF�LVVXHV�OLNH�KRZ�WR�EHVW�FRQWLQXH�H[SDQGLQJ�WKH�EXVLQHVV�
-DFRE�DWWULEXWHG�KLV�WKXV�IDU�VWHOODU�UHVXOWV�WR�KLV�KDQGV�RQ�DQG�

GHPDQGLQJ� VW\OH�� %XW� DIWHU� D� GHYDVWDWLQJ� ����GHJUHH� IHHGEDFN�
UHSRUW�� KH� EHFDPH�SDLQIXOO\� DZDUH� WKDW�KLV� GLUHFW� UHSRUWV�ZHUH�
WLUHG�RI�KLV�FRQVWDQW�PLFURPDQDJHPHQW��DQG�EDG�WHPSHU��DQG�WKDW�
KLV�ERVV�H[SHFWHG�KLP�WR�FROODERUDWH�PRUH��DQG�ÀJKW�OHVV��ZLWK�KLV�
SHHUV� LQ�WKH�RWKHU�GLVFLSOLQHV��DQG�WKDW�KH�ZDV�RIWHQ�WKH� ODVW�WR�
NQRZ�DERXW�WKH�IXWXUH�LQLWLDWLYHV�KLV�FRPSDQ\�ZDV�FRQVLGHULQJ�
$OWKRXJK� -DFRE·V� MRE� WLWOH� KDG�QRW� FKDQJHG� VLQFH� WKH� EX\RXW��

ZKDW�ZDV�QRZ�H[SHFWHG�RI�KLP�KDG�FKDQJHG�E\�TXLWH�D�ELW��-DFRE�
KDG�FRPH�LQWR�WKH�UROH�ZLWK�DQ�HVWDEOLVKHG�WUDFN�UHFRUG�RI��WXUQLQJ�

TABLE 1-1

The difference between insight and outsight

Insight Outsight

• Internal knowledge
• Past experience
• Thinking

• External knowledge
• New experience
• Acting
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DURXQG�IDFWRULHV��RQH�DW�D�WLPH��1RZ�KH�ZDV�PDQDJLQJ�WZR��DQG�
WKH�VHFRQG�SODQW�ZDV�QRW�RQO\�WZLFH�DV�ODUJH�DV�DQ\�KH�KDG�HYHU�
PDQDJHG��EXW�DOVR�LQ�D�GLIIHUHQW�ORFDWLRQ�IURP�WKH�ÀUVW��$QG�DO-
WKRXJK�KH�KDG�HQMR\HG�D�VWURQJ�LQWUDFRPSDQ\�QHWZRUN�DQG�VWDII�
JURXSV�ZLWK�ZKRP�WR�WRVV�DURXQG�QHZ�LGHDV�DQG�NHHS�DEUHDVW�RI�
QHZ�GHYHORSPHQWV��KH�QRZ�IRXQG�KLPVHOI�RQ�KLV�RZQ��$�GLVWDQW�
ERVV�DQG�IHZ�SHHUV�LQ�KLV�JHRJUDSKLF�UHJLRQ�PHDQW�KH�KDG�QR�RQH�
ZLWK�ZKRP� WR� H[FKDQJH� LGHDV� DERXW� LQFUHDVLQJ� FRVW� HIÀFLHQFLHV�
DQG�PRGHUQL]LQJ�WKH�SODQWV�
'HVSLWH�WKH�VFDWKLQJ�HYDOXDWLRQ�IURP�KLV�WHDP��DQ�HVFDODWLQJ�

ÀJKW�ZLWK�KLV�FRXQWHUSDUW�LQ�VDOHV��DQG�EHLQJ�REYLRXVO\�RXW�RI�WKH�
ORRS�DW�OHDGHUVKLS�WHDP�PHHWLQJV��-DFRE�MXVW�ZRUNHG�KDUGHU�GRLQJ�
PRUH�RI� WKH� VDPH��+H�ZDV�SURXG�RI�KLV� ULJRU�DQG�KDQGV�RQ�DS-
SURDFK�WR�IDFWRU\�PDQDJHPHQW�
-DFRE·V�SUHGLFDPHQWV�DUH�W\SLFDO��+H�ZDV�WLUHG�RI�SXWWLQJ�RXW�

ÀUHV�DQG�KDYLQJ�WR�DSSURYH�DQG�IROORZ�XS�RQ�QHDUO\�HYHU\�PRYH�
KLV�SHRSOH�PDGH��DQG�KH�NQHZ�WKDW�WKH\�ZDQWHG�PRUH�VSDFH��+H�
ZDQWHG�LQVWHDG�WR�FRQFHQWUDWH�RQ�WKH�PRUH�VWUDWHJLF�LVVXHV�IDFLQJ�
KLP��EXW�LW�VHHPHG�WKDW�HYHU\�WLPH�KH�VDW�GRZQ�WR�WKLQN��KH�ZDV�
LQWHUUXSWHG�E\�D�QHZ�SUREOHP�WKH�WHDP�ZDQWHG�KLP�WR�VROYH��-DFRE�
DWWULEXWHG�WKHLU�SDVVLYLW\�WR�WKH�WRS�GRZQ�FXOWXUH�LQVWLOOHG�E\�KLV�
SUHGHFHVVRU��EXW�IDLOHG�WR�VHH�WKDW�KH�KLPVHOI�ZDV�QRW�VWHSSLQJ�XS�
WR�D�GR�LW�\RXUVHOI�OHDGHUVKLS�WUDQVLWLRQ�

The Do-It-Yourself Transition: Why Outsight 
Is More Important than Ever

$�SURPRWLRQ�RU�QHZ�MRE�DVVLJQPHQW�XVHG�WR�PHDQ�WKDW�WKH�WLPH�
KDG�FRPH�WR�DGMXVW�RU�HYHQ�UHLQYHQW�\RXU�OHDGHUVKLS��7RGD\�PRUH�
WKDQ�HYHU��PDMRU�WUDQVLWLRQV�GR�QRW�FRPH�QHDWO\�ODEHOHG�ZLWK�D�QHZ�
MRE�WLWOH�RU�IRUPDO�PRYH��6XEWOH��DQG�QRW�VR�VXEWOH��VKLIWV�LQ�\RXU�
EXVLQHVV� HQYLURQPHQWV� FUHDWH� QHZ³EXW� QRW� DOZD\V� FOHDUO\� DU-
WLFXODWHG³H[SHFWDWLRQV�IRU�ZKDW�DQG�KRZ�\RX�GHOLYHU��7KLV�NLQG�
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RI�DPELJXLW\�DERXW�WKH�WLPLQJ�RI�WKH�WUDQVLWLRQ�ZDV�WKH�FDVH�IRU�
-DFRE��)LJXUH������SUHSDUHG�IURP�D������VXUYH\�RI�P\��H[HFXWLYH�
SURJUDP�DOXPQL�� VKRZV�KRZ�PDQDJHULDO� MREV�KDYH�FKDQJHG�EH-
WZHHQ������DQG������
7KH� FKDQJHV� LQ� PDQDJHULDO� UHVSRQVLELOLWLHV� DUH� QRW� WULYLDO�

DQG� UHTXLUH� FRPPHQVXUDWH� DGMXVWPHQW�� <HW�� DPRQJ� WKH� SHRSOH�
ZKR�UHSRUWHG�PDMRU�FKDQJHV�LQ�ZKDW�ZDV�H[SHFWHG�RI�WKHP��RQO\�
��� �SHUFHQW� KDG� EHHQ� SURPRWHG� LQ� WKH� WZR� \HDUV� SUHFHGLQJ� WKH�
VXUYH\��7KH�UHVW�ZHUH�QHYHUWKHOHVV�H[SHFWHG�WR�VWHS�XS�WR�D�VLJ-
QLÀFDQWO\�ELJJHU�OHDGHUVKLS�UROH�ZKLOH�VWLOO�VLWWLQJ�LQ�WKH�VDPH�MREV�
DQG�KROGLQJ�WKH�VDPH�WLWOHV�� OLNH�-DFRE��7KLV�QHHG�WR�VWHS�XS�WR�
OHDGHUVKLS�ZLWK� OLWWOH�VSHFLÀF�RXWVLGH�UHFRJQLWLRQ�RU�JXLGDQFH� LV�
ZKDW�,�FDOO�WKH�do-it-yourself transition�

FIGURE 1-2

How manager’s jobs are changing, from 2011 to 2013

The percentage of respondents saying these are the responsibilities that have changed 
over the past two years

Different stakeholders to manage

Increase in cross-functional responsibilities

Significant change in my business environment

Increase in multinational scope of the job

30% or more increase in number of people reporting to you

Shift to one or more new functions

30% or more increase in your P&L

Start-up of a new business or market
22%

30%

41%

56%

53%

49%

42%

40%

Source: Author’s survey of 173 INSEAD executive program alumni conducted in October 2013.
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1R�PDWWHU�KRZ�ORQJ�\RX�KDYH�EHHQ�GRLQJ�\RXU�FXUUHQW�MRE�DQG�
KRZ�IDU�\RX�PLJKW�EH�IURP�D�QH[W�IRUPDO�UROH�RU�DVVLJQPHQW��WKLV�
GR�LW�\RXUVHOI� HQYLURQPHQW� PHDQV� WKDW� WRGD\�� PRUH� WKDQ� HYHU��
ZKDW�PDGH�\RX�VXFFHVVIXO�VR�IDU�FDQ�HDVLO\�NHHS�\RX�IURP�VXFFHHG-
LQJ�LQ�WKH�IXWXUH��7KH�SDFH�RI�FKDQJH�LV�HYHU�IDVWHU��DQG��DJLOLW\�LV�
DW�D�SUHPLXP��0RVW�SHRSOH�XQGHUVWDQG�WKH�LPSRUWDQFH�RI�DJLOLW\��
LQ�WKH�VDPH�VXUYH\�RI�H[HFXWLYH�SURJUDP�DOXPQL��IXOO\����SHUFHQW�
DJUHHG�WKDW�´ZKDW�JRW�\RX�KHUH�ZRQ·W�JHW�\RX�WKHUH�µ��%XW�SHRSOH�
VWLOO�ÀQG� LW�KDUG�WR�UHLQYHQW�WKHPVHOYHV��EHFDXVH�ZKDW�WKH\�DUH�
EHLQJ�DVNHG�WR�GR�FODVKHV�ZLWK�KRZ�WKH\�WKLQN�DERXW� WKHLU� MREV�
DQG�KRZ�WKH\�WKLQN�DERXW�WKHPVHOYHV�
7KH�PRUH� \RXU� FXUUHQW� VLWXDWLRQ� WLOWV� WRZDUG�D�GR�LW�\RXUVHOI�

HQYLURQPHQW��WKH�PRUH�RXWVLJKW�\RX�QHHG�WR�PDNH�WKH�WUDQVLWLRQ�
�VHH� WKH� VLGHEDU� ´6HOI�$VVHVVPHQW�� ,V� <RXU� :RUN� (QYLURQPHQW�
7HOOLQJ�<RX� ,W·V�7LPH� WR�&KDQJH"µ��� ,I� \RX�GRQ·W� FUHDWH�QHZ�RS-
SRUWXQLWLHV�ZLWKLQ�WKH�FRQÀQHV�RI�\RXU�´GD\�MRE�µ�WKH\�PD\�QHYHU�
FRPH�\RXU�ZD\�

How This Book Evolved

7KLV�ERRN�GHVFULEHV�ZKDW�RXWVLJKW�LV�DQG�KRZ�WR�REWDLQ�LW�DQG�XVH�LW�
WR�VWHS�XS�WR�D�ELJJHU�OHDGHUVKLS�UROH��QR�PDWWHU�ZKDW�\RX·UH�GRLQJ�
WRGD\��7KH�LGHDV�LQ�WKLV�ERRN�DUH�WKH�VDPH�RQHV�LQ�7KH�/HDGHUVKLS�
7UDQVLWLRQ� DQ� H[HFXWLYH� HGXFDWLRQ� FRXUVH� WKDW� ,� GHYHORSHG� DQG�
WDXJKW�IRU�RYHU�WHQ�\HDUV�DW�,16($'��1HDUO\�ÀYH�KXQGUHG�SDUWLFL-
SDQWV�IURP�RYHU�WKLUW\�FRXQWULHV�KDYH�JRQH�WKURXJK�WKH�SURJUDP��
,�KDYH�UHDG�WKHLU�VSRQVRUV·�HYDOXDWLRQV��DQDO\]HG�WKH�SDUWLFLSDQWV·�
����GHJUHH�IHHGEDFN��OLVWHQHG�WR�WKHLU�FKDOOHQJHV��DQG�ZDWFKHG�WKH�
HYROXWLRQ�RI� WKHLU�SHUVRQDO�JRDOV�� IURP�WKH�WLPH�WKH� OHDGHUV�ÀUVW�
DUULYH�WR�ZKHQ�WKH\�UHWXUQ�IRU�D�VHFRQG�URXQG�WKUHH�PRQWKV�ODWHU��
)URP� WKH� HDUOLHVW� GD\V� RI� WHDFKLQJ� WKH� /HDGHUVKLS� �7UDQVLWLRQV�
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FRXUVH��P\�,16($'�FROOHDJXHV�DQG�,�KDYH�XVHG�WKH�RXWVLJKW�LGHDV�
WR�JXLGH�SDUWLFLSDQWV�VXFFHVVIXOO\�WKURXJK�WKHLU�WUDQVLWLRQV�
%RWK�WKLV�ERRN�DQG�P\�FRXUVH�DUH�EDVHG�RQ�P\�GHFDGHV�RI�UH-

VHDUFK�RQ�ZRUN�WUDQVLWLRQV��7KH�QRWLRQ�RI�RXWVLJKW�WKDW�LV�FHQWUDO�
KHUH�RULJLQDWHG�LQ�VRPH�RI�P\�HDUOLHU�ZRUN�RQ�KRZ�SURIHVVLRQDOV�
VWHSSHG�XS�IURP�SURMHFW�PDQDJHPHQW�WR�FOLHQW�DGYLVRU\�VHUYLFHV�
DQG�RQ�KRZ�SHRSOH�FKDQJH�FDUHHUV����,Q�ERWK�DUHDV�RI�VWXG\��,�IRXQG�
WKDW�LQWURVSHFWLRQ�GLGQ·W�KHOS�SHRSOH�ÀJXUH�RXW�KRZ�WR�GR�D�FRP-
SOHWHO\�GLIIHUHQW�MRE�RU�PRYH�LQWR�D�FRPSOHWHO\�GLIIHUHQW�FDUHHU³RU�
HYHQ�ÀJXUH�RXW�LI�WKH\�ZDQWHG�WR��7KLV�ÀQGLQJ�DOVR�KHOG�IRU�SHRSOH�
VWHSSLQJ�XS�WR�OHDGHUVKLS�
0DQ\� RI� WKH� LGHDV� DERXW� KRZ� WR� LQFUHDVH� RXWVLJKW� DOVR� FDPH�

RXW�RI�P\�RULJLQDO�UHVHDUFK��)RU�H[DPSOH��P\�3K'�WKHVLV�RQ�ZK\�
VRPH�SHRSOH·V� LGHDV� IRU� LQQRYDWLYH�SURGXFWV� DQG�SURFHVVHV�PHHW�
IHUWLOH�JURXQG��DQG�ZK\�RWKHU�LGHDV�GRQ·W��OHG�WR�VRPH�OHDGHUVKLS�
QHWZRUNLQJ�FRQFHSWV�GLVFXVVHG�KHUH�11

$V�P\�OHDGHUVKLS�FRXUVH�HYROYHG��,�]RRPHG�LQ�RQ�WZR�FRKRUWV�
IRU�PRUH� LQ�GHSWK� LQWHUYLHZV��$� UHVHDUFK�DVVLVWDQW�DQG� ,� LQWHU-
YLHZHG�WKH�WKLUW\�SDUWLFLSDQWV�LQ�RQH�\HDU·V�SURJUDP³DOO�WKH�SDU-
WLFLSDQWV�IURP�GLIIHUHQW�FRPSDQLHV�DQG�LQGXVWULHV��:H�DOVR�ZURWH�
FDVH� VWXGLHV� DERXW� D� IHZ� SDUWLFLSDQWV�� WKH� FDVH� VWXGLHV� DUH� WKH�
EDVLV�IRU�VRPH�RI�WKH�VWRULHV�\RX�ZLOO�UHDG�LQ�WKLV�ERRN��<HDUV�ODWHU��
ZH� LQWHUYLHZHG�D� VHFRQG� FRKRUW��D�JURXS�RI� IRUW\�KLJK��SRWHQWLDO�
PDQDJHUV� VWULYLQJ� WR�PRYH�XS� WR� WKH�QH[W� OHYHO� LQ�D� ODUJH� FRQ-
VXPHU�JRRGV�FRPSDQ\��ZH�KRSHG�WR�ÁHVK�RXW�WKH�SLWIDOOV�DQG�VXF-
FHVVIXO�VWUDWHJLHV�LQYROYHG�LQ�VWHSSLQJ�XS�
,�DOVR�WRRN�DGYDQWDJH�RI�PDQ\�RSSRUWXQLWLHV�WR�YDOLGDWH�RU�DGDSW�

P\� WKHRULHV�DERXW�ZKDW� LW� WDNHV� WR� VWHS�XS� WR�ELJJHU� OHDGHUVKLS�
UROHV��,�VKDUHG�P\�ÀQGLQJV�ZLWK�GR]HQV�RI�FRPSDQLHV�DQG�PDQ\�
DOXPQL� DQG� +5� DQG� WDOHQW� PDQDJHPHQW� JURXSV�� ,� VSRNH� ZLWK�
KHDGKXQWHUV� DERXW� WKH� DODUPLQJO\� KLJK� IDLOXUH� UDWHV� RI� WKH� H[-
HFXWLYHV�WKH\�SODFHG��DQG�,�PHW�ZLWK�OHDGHUVKLS�GHYHORSPHQW�VSH-
FLDOLVWV�WU\LQJ�WR�SXW�LQ�SODFH�EHWWHU�SUDFWLFHV�LQ�WKHLU�FRPSDQLHV��
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,�DGDSWHG�P\�FRXUVH�DFFRUGLQJO\�� LQ� OLJKW�RI�DOO� WKHVH� LQSXWV�� ,Q�
������,�FRQGXFWHG�D�VXUYH\�RI�P\�DOXPQL�WR�OHDUQ�PRUH�DERXW�KRZ�
WKHLU�MREV�ZHUH�FKDQJLQJ��ZKDW�OHDGHUVKLS�FRPSHWHQFLHV�WKH�OHDG-
HUV�WKRXJKW�ZHUH�QHFHVVDU\��ZKDW�ZDV�KHOSLQJ�WKHP�WR�VWHS�XS��DQG�
ZKDW�WKH\�VWLOO�IRXQG�KDUG��7KH�UHVXOW�LV�WKLV�ERRN�DERXW�RXWVLJKW�
DQG�KRZ�ZH�FDQ�LQFUHDVH�RXU�RXWVLJKW�WR�EHFRPH�EHWWHU�OHDGHUV�

How Outsight Works

7KH� VWHSSLQJ�XS� JXLGHOLQHV� GHWDLOHG� LQ� WKLV� ERRN� DUH� EDVHG� RQ�
WKUHH� FULWLFDO� VRXUFHV� RI� RXWVLJKW��)LUVW� LV� WKH�NLQG�RI�ZRUN�\RX�
GR��6HFRQG��QHZ�UROHV�DQG�DFWLYLWLHV�SXW�\RX�LQ�FRQWDFW�ZLWK�QHZ�
DQG�GLIIHUHQW�SHRSOH�ZKR�VHH� WKH�ZRUOG�GLIIHUHQWO\� WKDQ�\RX�GR��
5HWKLQNLQJ�\RXUVHOI� FRPHV� ODVW� LQ� WKLV� IUDPHZRUN��EHFDXVH�\RX�

FIGURE 1-3

The outsight principle: becoming a leader, from the outside in
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FDQ�RQO\�GR�VR�SURGXFWLYHO\�ZKHQ�\RX�DUH�FKDOOHQJHG�E\�QHZ�VLWX-
DWLRQV�DQG�LQIRUPHG�E\�QHZ�LQSXWV��'HYHORSLQJ�RXWVLJKW�LV�QRW�D�
RQH�VKRW�GHDO�EXW�DQ�LWHUDWLYH�SURFHVV�RI�WHVWLQJ�ROG�DVVXPSWLRQV�
DQG�H[SHULPHQWLQJ�ZLWK�QHZ�SRVVLELOLWLHV�
6R��WKH�EHVW�SODFH�WR�EHJLQ�LV�E\�PDNLQJ�FKDQJHV�LQ�KRZ�\RX�GR�

\RXU�MRE��ZKDW�NLQGV�RI�UHODWLRQVKLSV�\RX�IRUP��DQG�KRZ�\RX�GR�ZKDW�
\RX�GR��ÀJXUH�������7KHVH�RXWVLJKW�VRXUFHV�IRUP�D�WULSRG��ZRUNLQJ�
WRJHWKHU�WR�GHÀQH�DQG�VKDSH�\RXU�LGHQWLW\�DV�D�OHDGHU��RU�WR�KROG�\RX�
EDFN���,JQRUH�DQ\�RQH�RI�WKH�OHJV��DQG�WKH�IRXQGDWLRQ�LV�QRW�VWDEOH��
7KDW·V�ZK\�QR�DPRXQW�RI�VHOI�UHÁHFWLRQ�FDQ�FUHDWH�FKDQJH�ZLWKRXW�
LPSRUWDQW�FKDQJHV�WR�ZKDW�\RX�GR�DQG�ZLWK�ZKRP�\RX�GR�LW�
+RZ��VSHFLÀFDOO\��GR� WKHVH�RXWVLJKW�SULQFLSOHV�ZRUN"�/HW·V�H[-

DPLQH�HDFK�RI�WKH�WKUHH�HVVHQWLDO�VRXUFHV�RI�OHDGHUVKLS�RXWVLJKW��
XVLQJ�-DFRE�DV�DQ�H[DPSOH��WR�VHH�VRPH�FRQFUHWH�DFWLRQV�

Rede!ne Your Job

$V�-DFRE·V�LQWXLWLRQ�WROG�KLP��VWHSSLQJ�XS�WR�OHDGHUVKLS�LPSOLHV��
ÀUVW�DQG�IRUHPRVW��VKLIWLQJ�KRZ�KH�VSHQGV�KLV�WLPH��%XW�WZR�KRXUV�
RI�TXLHW�WLPH�LQ�KLV�RIÀFH�LVQ·W�WKH�ULJKW�LQYHVWPHQW��,Q�IDFW��PRVW�
RI�WKH�UHTXLUHG�VKLIWV�LQ�ZKDW�-DFRE�GRHV�PXVW�WDNH�KLP�RII�WKH�
IDFWRU\�ÁRRU��ZKHUH�KLV�RIÀFH�LV�ORFDWHG�
,Q�WRGD\·V�IDVW�SDFHG�EXVLQHVV�ZRUOG��YDOXH�LV�FUHDWHG�PXFK�PRUH�

FROODERUDWLYHO\��RXWVLGH�WKH�OLQHV�RI�VHOI�FRQWDLQHG�JURXSV�DQG�RUJD-
QL]DWLRQDO�ERXQGDULHV�12�3HRSOH�ZKR�FDQ�QRW�RQO\�VSRW�EXW�DOVR�PR-
ELOL]H�RWKHUV�DURXQG�WUHQGV�LQ�D�UDSLGO\�FKDQJLQJ�HQYLURQPHQW�UHDS�
WKH�JUHDWHVW�UHZDUGV³UHFRJQLWLRQ��LPSDFW��DQG�PRELOLW\��7R�EH�VXF-
FHVVIXO��-DFRE�PXVW�ÀUVW�UHGHÀQH�KLV�MRE��VKLIWLQJ�IURP�D�IRFXV�RQ�
LPSURYLQJ�FXUUHQW�IDFWRU\�RSHUDWLRQV�WR�XQGHUVWDQGLQJ�WKH�ÀUP·V�
QHZ� HQYLURQPHQW� DQG� FUHDWLQJ� D� VKDUHG� VWUDWHJLF� YLVLRQ� DPRQJ�
KLV�IXQFWLRQDO�SHHUV�VR�WKDW�KLV�PDQXIDFWXULQJ�RSHUDWLRQ�LV�EHWWHU�
DOLJQHG�ZLWK�RUJDQL]DWLRQDO�OHYHO�SULRULWLHV��7KH�ZRUN�LQYROYHG�LQ�
XQGHUVWDQGLQJ�KRZ�KLV�LQGXVWU\�LV�VKLIWLQJ��KRZ�KLV�RUJDQL]DWLRQ�
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FUHDWHV�YDOXH��KRZ�YDOXH�FUHDWLRQ�PD\�FKDQJH�LQ�WKH�IXWXUH��DQG�
KRZ�KH�FDQ�LQÁXHQFH�WKH�SHRSOH�ZKR�DUH�FULWLFDO�WR�FUHDWLQJ�YDOXH³
ZKHWKHU�RU�QRW�WKH\�DUH�LQVLGH�KLV�JURXS�RU�ÀUP³LV�YHU\�GLIIHUHQW�
IURP�WKH�PDQ\�IXQFWLRQDO�DFWLYLWLHV�WKDW�FXUUHQWO\�RFFXS\�KLV�WLPH�
$V�PHQWLRQHG�HDUOLHU��-DFRE�ZDQWHG�WR�FRQFHQWUDWH�RQ�WKH�FDSL-

WDO� LQYHVWPHQWV� KLV� FRPSDQ\� ZRXOG� UHTXLUH� RYHU� WKH� QH[W� WZR�
\HDUV��EXW�KH�KDG�QR�WLPH�IRU�WKLV�VRUW�RI�LQWURVSHFWLRQ��+H�FRP-
SODLQHG�DERXW� ´WKH�ÀUH�SDWUROµ� RI� RYHUVHHLQJ�KLV�SHRSOH�DQG�KLV�
SURGXFWLRQ�IDFLOLWLHV��%XW�KH�NQHZ�WKDW�KLV�ERVV�H[SHFWHG�KLP�WR�
FUDIW�D�VWUDWHJ\�EDVHG�RQ�D�YLHZ�RI�WKH�RYHUDOO�EXVLQHVV�DV�RSSRVHG�
WR�WKH�SHUVSHFWLYH�RI�D�VXSHU�IDFWRU\�GLUHFWRU�DQG�WR�DFWLYHO\�ZRUN�
WR�EULQJ�RQ�ERDUG�WKH�UHOHYDQW�VWDNHKROGHUV�
-DFRE·V�IRFXV�VR�IDU�KDG�EHHQ�VXFFHVVIXO�DQG�LV�W\SLFDO�RI�PDQ\�

PDQDJHUV�DW�KLV�VWDJH�RI�GHYHORSPHQW��(DUO\� LQ�RXU�FDUHHUV��ZH�
DFFRPSOLVK� WKLQJV� ZLWKLQ� WKH� FRQÀQHV� RI� RXU� VSHFLDOW\� JURXSV��
:H�PDNH�WKH�WUDQVLWLRQ�WR�PDQDJLQJ�WKH�ZRUN�RI�RWKHUV��XVXDOO\�
ZLWKLQ� RXU� RZQ� IXQFWLRQDO� RU� WHFKQLFDO� DUHDV�� W\SLFDOO\� LQ� GR-
PDLQV�LQ�ZKLFK�ZH�DUH�H[SHUW��%XW�DV�ZH�VWDUW�WR�PRYH�LQWR�ELJJHU�
OHDGHUVKLS�UROHV��WKH�SLFWXUH�VWDUWV�WR�FKDQJH�UDGLFDOO\�13�:KHQ�,�
DVNHG�WKH�SDUWLFLSDQWV�LQ�P\�VXUYH\�ZKDW�FRPSHWHQFLHV�ZHUH�PRVW�
FULWLFDO�WR�WKHLU�OHDGHUVKLS�HIIHFWLYHQHVV��WKH\�OLVWHG�FRPSHWHQFLHV�
WKDW�UHTXLUHG�D�JUHDW�GHDO�RI�RXWVLJKW�IRFXV��ÀJXUH�������%XW�QRW�
VXUSULVLQJO\�� ��� SHUFHQW� RI� WKH� VDPH�PDQDJHUV� DOVR� UHVSRQGHG�
´VRPHZKDW�RU�YHU\�WUXHµ�WR�WKH�VWDWHPHQW�´,�OHW�WKH�URXWLQH�DQG�
RSHUDWLRQDO�DVSHFWV�RI�P\�ZRUN�FRQVXPH�WRR�PXFK�RI�P\�WLPH�µ
$V�SV\FKRORJLVWV�UHPLQG�XV��NQRZLQJ�ZKDW�ZH�VKRXOG�EH�GRLQJ�

DQG�DFWXDOO\�GRLQJ�LW�DUH�WZR�YHU\�GLIIHUHQW�WKLQJV�14�6KLIWLQJ�IURP�
GULYLQJ�UHVXOWV�RXUVHOYHV�WR�SURYLGLQJ�VWUDWHJLF�GLUHFWLRQ�IRU�RWKHUV�
LV�QR�HDV\�WDVN��,W�UHTXLUHV�FROODERUDWLQJ�DFURVV�RUJDQL]DWLRQDO�XQLWV�
RU�IXQFWLRQV�LQVWHDG�RI�PRVWO\�ZRUNLQJ�ZLWKLQ�WKH�FRQÀQHV�RI�RXU�
RZQ�JURXSV�RU� IXQFWLRQV�� ,W�PHDQV�UHIRFXVLQJ�RXU�DWWHQWLRQ� IURP�
KDYLQJ�JRRG�WHFKQLFDO�LGHDV�WR�JHWWLQJ�EX\�LQ�IRU�WKRVH�LGHDV�IURP�
DQ� H[WHQGHG� DQG� GLYHUVH� VHW� RI� VWDNHKROGHUV��8OWLPDWHO\��ZH� DUH�
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PRYLQJ�DZD\�IURP�LPSOHPHQWLQJ�GLUHFWLYHV�WKDW�DUH�KDQGHG�GRZQ�
IURP�DERYH�WR�PDNLQJ�GHFLVLRQV�XQGHU�FRQGLWLRQV�RI�XQFHUWDLQW\�RU�
DPELJXLW\�DERXW�KRZ�WKH�EXVLQHVV�ZLOO�HYROYH��$OO�RI�WKHVH�VKLIWV�
GHSHQG�RQ�XV�WR�FKDQJH�RXU�SULRULWLHV�DQG�SRLQWV�RI�YLHZ�DERXW�ZKDW�
PDWWHUV�PRVW��2QO\�WKHQ�GR�ZH�DFWXDOO\�VWDUW�FKDQJLQJ�WKH�ZD\�ZH�
DOORFDWH�RXU�WLPH��7KH�RQO\�SODFH�WR�EHJLQ�LV�E\�PRYLQJ�DZD\�IURP�
WKH�FRPIRUW�DQG�XUJHQF\�RI�WKH�ROG�GDLO\�URXWLQH�
&KDSWHU���IXUWKHU�GHYHORSV�WKH�LGHD�RI�UHGHÀQLQJ�\RXU� MRE�DV�

WKH�ÀUVW�VWHS�WR�LQFUHDVLQJ�\RXU�RXWVLJKW��,W�DUJXHV�WKDW�WKH�SODFH�
WR�VWDUW�VWHSSLQJ�XS�WR�OHDGHUVKLS�LV�FKDQJLQJ�WKH�VFRSH�RI�\RXU�
´GD\�MREµ�DZD\�IURP�WKH�WHFKQLFDO�DQG�RSHUDWLRQDO�GHPDQGV�WKDW�
FXUUHQWO\�FRQVXPH�\RX�LQ�IDYRU�RI�PRUH�VWUDWHJLF�FRQFHUQV��3ULRUL-
WL]LQJ�DFWLYLWLHV�WKDW�PDNH�\RX�PRUH�DWWXQHG�WR�\RXU�HQYLURQPHQW�
RXWVLGH�\RXU�JURXS�DQG�ÀUP��JUDEELQJ�RSSRUWXQLWLHV�WR�ZRUN�RQ�
SURMHFWV�RXWVLGH�\RXU�PDLQ�DUHD�RI�H[SHUWLVH��H[SDQGLQJ�\RXU�SUR-
IHVVLRQDO�FRQWULEXWLRQV�IURP�WKH�RXWVLGH�LQ��DQG�PDLQWDLQLQJ�VODFN�

FIGURE 1-4

The most important leadership competencies

The percentage of respondents saying these leadership abilities are important or 
 extremely important to being effective today

Collaborating across organizational units & functions

Inspiring & motivating others

Getting buy-in/support for my ideas from others

Providing strategic direction

Making decisions under conditions of uncertainty & ambiguity

Influencing without authority

97%

92%

90%

86%

85%

85%

Source: Author’s survey of 173 INSEAD executive program alumni conducted in October 2013.
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LQ�D�UHOHQWOHVV�GDLO\�VFKHGXOH�ZLOO�JLYH�\RX�WKH�RXWVLJKW�\RX�QHHG�
WR�WKLQN�PRUH�OLNH�D�OHDGHU�

Network Across and Out

,W·V�KDUG�WR�GHYHORS�VWUDWHJLF�IRUHVLJKW�RQ�WKH�IDFWRU\�ÁRRU��$V�ZH�
VDZ�� WR� VWHS� XS� WR� OHDGHUVKLS�� -DFRE� QHHGHG� WR� VHH� WKH� ELJ� SLF-
WXUH��WR�VSHQG�OHVV�WLPH�´RQ�WKH�GDQFH�ÁRRUµ�DQG�PRUH�WLPH�´XS�
RQ� WKH�EDOFRQ\�µ�DV�+DUYDUG�SURIHVVRU�5RQDOG�+HLIHW]�GHVFULEHV�
LW�15�-DFRE�ZRXOG�WKXV�DOVR�KDYH�WR�FKDQJH�WKH�ZHE�RI�UHODWLRQVKLSV�
ZLWKLQ�ZKLFK�KH�RSHUDWHV�WR�VSHQG�PRUH�WLPH�RXWVLGH�
8OWLPDWHO\�� KH� QHHGHG� WR� XQGHUVWDQG� WKDW� WKH�PRVW� YDOXDEOH�

UROH�KH�FRXOG�SOD\�ZRXOG�EH�D�EULGJH�RU�OLQFKSLQ�EHWZHHQ�WKH�SUR-
GXFWLRQ�HQYLURQPHQW�DQG�WKH�UHVW�RI�WKH�RUJDQL]DWLRQ��/LNH�PDQ\�
VXFFHVVIXO�PDQDJHUV��KH�KDG�JURZQ�DFFXVWRPHG�WR�JHWWLQJ�WKLQJV�
GRQH�WKURXJK�D�UHOLDEOH�DQG�H[WHQVLYH�VHW�RI�PRVWO\�LQWHUQDO�ZRUN-
LQJ�UHODWLRQVKLSV��WKHVH�KDG�SDLG�RII�KDQGVRPHO\�RYHU�WKH�\HDUV��
)RU� -DFRE�� WKHVH� RSHUDWLRQDO� QHWZRUNV�ZHUH� YHU\� XVHIXO� IRU� H[-
FKDQJLQJ� MRE�UHODWHG� LQIRUPDWLRQ�� VROYLQJ� SUREOHPV� ZLWKLQ� KLV�
IXQFWLRQDO�UROH��DQG�ÀQGLQJ�JRRG�SHRSOH�WR�VWDII�WHDPV��%XW�WKH\�
VWRSSHG�VKRUW�RI�SUHSDULQJ�KLP�IRU�WKH�IXWXUH��EHFDXVH�WKH\�GLG�
QRW�UHDFK�RXWVLGH�WKH�ZDOOV�RI�KLV�FXUUHQW�PLQG�VHW�
:KHQ�FKDOOHQJHG�WR�WKLQN�EH\RQG�WKHLU�IXQFWLRQDO�VSHFLDOW\�DQG�

WR�FRQFHUQ�WKHPVHOYHV�ZLWK�VWUDWHJLF�LVVXHV�WR�VXSSRUW�WKH�RYHUDOO�
EXVLQHVV��PDQ\�PDQDJHUV�GR�QRW�LPPHGLDWHO\�JUDVS�WKDW�WKHVH�DUH�
DOVR�relational³DQG�QRW�MXVW�DQDO\WLFDO³WDVNV��1RU�GR�WKH\�HDVLO\�
XQGHUVWDQG�WKDW�H[FKDQJHV�DQG�LQWHUDFWLRQV�ZLWK�D�GLYHUVH�DUUD\�
RI�FXUUHQW�DQG�SRWHQWLDO�VWDNHKROGHUV�DUH�QRW�GLVWUDFWLRQV�IURP�UHDO�
ZRUN��EXW�DUH�DFWXDOO\�DW�WKH�KHDUW�RI�WKH�PDQDJHUV·�QHZ�UROHV�
%XW�KRZ�GR�ZH�FRPH�WR�WKLQN�PRUH�FURVV�IXQFWLRQDOO\�DQG�VWUD-

WHJLFDOO\"�:KHUH�GR�ZH�JHW� WKH� LQVLJKW�DQG� FRQÀGHQFH�ZH�QHHG�
WR�PDNH�LPSRUWDQW�GHFLVLRQV�XQGHU�FRQGLWLRQV�RI�XQFHUWDLQW\"�$V�
H[SHULHQFHG�OHDGHUV�XQGHUVWDQG��ODWHUDO�DQG�YHUWLFDO�UHODWLRQVKLSV�
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ZLWK� RWKHU� IXQFWLRQDO� DQG� EXVLQHVV� XQLW� PDQDJHUV³DOO� SHRSOH�
RXWVLGH�RXU�LPPHGLDWH�FRQWURO³DUH�D�FULWLFDO�OLIHOLQH�IRU�ÀJXULQJ�
RXW�KRZ�RXU�FRQWULEXWLRQV�ÀW�LQWR�WKH�RYHUDOO�SLFWXUH�DQG�KRZ�WR�
VHOO� RXU� LGHDV�� OHDUQ�DERXW� UHOHYDQW� WUHQGV��DQG�FRPSHWH� IRU� UH-
VRXUFHV��2QO\�LQ�UHODWLRQ�WR�SHRSOH�GRLQJ�WKHVH�WKLQJV�GR�ZH�FRPH�
WR�XQGHUVWDQG�DQG�YDOXH�ZKDW�WKH\�GR�DQG�ZK\��7KHVH�RXWVLJKWV�
KHOS�XV�WR�ÀJXUH�RXW�ZKDW�RXU�RZQ�IRFXV�VKRXOG�EH³DQG�WKHUH-
IRUH��ZKLFK�WDVNV�ZH�FDQ�GHOHJDWH��ZKLFK�RQHV�ZH�FDQ�LJQRUH�DQG��
ZKLFK�RQHV�GHVHUYH�RXU�SHUVRQDO�DWWHQWLRQ�
2XU�QHWZRUNV� DUH� FULWLFDO� IRU� RXU� OHDGHUVKLS� GHYHORSPHQW� IRU�

DQRWKHU� UHDVRQ�� WRR��:KHQ� LW� FRPHV� WR� OHDUQLQJ�KRZ� WR� GR�QHZ�
WKLQJV��ZH�DOVR�QHHG�DGYLFH��IHHGEDFN��DQG�FRDFKLQJ�IURP�SHRSOH�
ZKR�KDYH�EHHQ�WKHUH�DQG�FDQ�KHOS�XV�JURZ��OHDUQ��DQG�DGYDQFH��
:H�QHHG�SHRSOH�WR�UHFRJQL]H�RXU�HIIRUWV��WR�HQFRXUDJH�DQG�JXLGH�
HDUO\� VWHSV�� DQG� WR�PRGHO� WKH�ZD\�� ,W� KHOSV� D� ORW� WR� KDYH� VRPH�
SRLQWV�RI�UHIHUHQFH�ZKHQ�ZH�DUH�QRW�VXUH�ZKHUH�ZH�DUH�JRLQJ�
%XW�WKH�VDG�VWDWH�RI�DIIDLUV��KRZHYHU��LV�WKDW�PRVW�RI�WKH�H[HFX-

WLYHV�,�WHDFK�KDYH�QHWZRUNV�FRPSRVHG�RI�FRQWDFWV�SULPDULO\�ZLWKLQ�
WKHLU� IXQFWLRQV�� XQLWV�� DQG� RUJDQL]DWLRQV³QHWZRUNV� WKDW� KHOS�
WKHP�GR�WRGD\·V��RU�\HVWHUGD\·V��MRE�EXW�IDLO�WR�KHOS�WKHP�VWHS�XS�WR�
OHDGHUVKLS��,Q�-DFRE·V�FDVH��KH�ZDV�RQ�KLV�RZQ�WR�ÀJXUH�LW�RXW��6LP-
LODUO\��PDQ\�RI�WKH�SHRSOH�ZKR�FRPH�WR�P\�FRXUVHV�DOVR�UHSRUW�WKDW�
WKH\�DUH�QRW�JHWWLQJ�WKH�KHOS�WKH\�QHHG�IURP�LQVLGH�WKHLU�GHSDUW-
PHQWV�DQG�FRPSDQLHV��0\�VXUYH\�VKRZV�WKDW�WKH�ELJJHVW�VRXUFHV�
RI�KHOS�ZHUH�H[WHUQDO��7KH�PDQDJHUV·�ERVVHV�RU�SUHGHFHVVRUV�FDPH�
LQ�IRXUWK�SODFH�DV�EDVHV�RI�VXSSRUW��SXWWLQJ�WKH�PDQDJHUV�VTXDUHO\�
LQ�D�FODVVLF�GR�LW�\RXUVHOI�WUDQVLWLRQ��ÀJXUH������
,Q� IDFW�� RQO\� ��� SHUFHQW� RI� WKH� SDUWLFLSDQWV� DQVZHUHG� ´YHU\�

WUXHµ�ZKHQ�DVNHG�LI�WKH\�KDG�D�PHQWRU�RU�VSRQVRU�ZKR�ORRNHG�RXW�
IRU�WKHLU�FDUHHU��6WHSSLQJ�XS�WR�OHDGHUVKLS��WKHUHIRUH��PHDQV�QRW�
RQO\�OHDUQLQJ�WR�GR�GLIIHUHQW�WKLQJV�DQG�WR�WKLQN�GLIIHUHQWO\�DERXW�
ZKDW�QHHGV�WR�EH�GRQH�EXW�DOVR�OHDUQLQJ�LQ�GLIIHUHQW��PRUH�VHOI�
JXLGHG��SHHU�GULYHQ��DQG�H[WHUQDO�ZD\V��,Q�EULHI��LW�PHDQV�DFWLYHO\�
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FUHDWLQJ�D�QHWZRUN�IURP�ZKLFK�\RX�FDQ�OHDUQ�DV�PXFK�DV��LI�QRW�
PRUH�WKDQ��\RX�FDQ�IURP�\RXU�ERVV�
&KDSWHU���VKRZV�KRZ�PXFK�JRRG�OHDGHUVKLS�GHSHQGV�RQ�KDYLQJ�

WKH�ULJKW�QHWZRUN�RI�SURIHVVLRQDO�UHODWLRQVKLSV��,W�GLVFXVVHV�KRZ�
WR� EUDQFK� RXW� EH\RQG� WKH� VWURQJ� DQG� FRPIRUWLQJ� WLHV� RI� IULHQGV�
DQG� FROOHDJXHV� WR� FRQQHFW� WR� SHRSOH�ZKR� FDQ�KHOS� \RX� VHH� \RXU�
ZRUN�DQG�\RXUVHOI�LQ�D�GLIIHUHQW�OLJKW��(YHQ�LI�\RX�GRQ·W�\HW�YDOXH�
QHWZRUNLQJ� DFWLYLWLHV�� DUH� VZDPSHG� ZLWK� PRUH� LPPHGLDWH� MRE�
GHPDQGV�� DQG� VXVSHFW� DQ\KRZ� WKDW� QHWZRUNLQJ� LV� PRVWO\� VHOI��
VHUYLQJ�PDQLSXODWLRQ��D� IHZ�VLPSOH�VWHSV�ZLOO�GHPRQVWUDWH�ZK\�
\RX�FDQ·W�DIIRUG�QRW�WR�EXLOG�FRQQHFWLYH�DGYDQWDJH�

Be More Playful with Your Self 

7R�UHDOO\�FKDQJH�ZKDW�KH�GRHV�DQG�WKH�QHWZRUN�KH�UHOLHV�RQ�WR�GR�
LW��-DFRE�ZRXOG�KDYH�SOD\�DURXQG�D�ELW�ZLWK�KLV�RZQ�LGHDV�DERXW�
KLPVHOI��%RWK�WKH�VFRSH�RI�KLV�MRE�DQG�WKH�QDWXUH�RI�KLV�ZRUNLQJ�

FIGURE 1-5

Expand your network out and across: help for becoming a more 
 effective Leader

Looking outside: the percentage of respondents rating each of the following helpful to 
extremly helpful in becoming a more effective leader

External training (e.g., INSEAD program)

Support from friends and family

My peers or external networks

My boss or predecessor’s guidance or feedback

A mentor or role model

88%

62%

57%

56%

51%
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UHODWLRQVKLSV�ZHUH�D�SURGXFW�RI�KLV�VHOI�FRQFHSW³KLV�OLNHV�DQG�GLV-
OLNHV��VWUHQJWKV�DQG�ZHDNQHVVHV��VW\OLVWLF�SUHIHUHQFHV�DQG�FRPIRUW�
]RQH��1RZ�KH�QHHGHG�WR�VKLIW�IURP�KLV�IDPLOLDU��KDQGV�RQ��DQG�GL-
UHFWLYH�OHDGHUVKLS�VW\OH�WR�D�VW\OH�LQ�ZKLFK�KH�ZRXOG�GHOHJDWH�PRUH�
RI�WKH�GD\�WR�GD\�ZRUN�WR�KLV�WHDP�DQG�EHJLQ�WR�FROODERUDWH�PRUH�
H[WHQVLYHO\�ZLWK�WKH�RWKHU�GLYLVLRQV��7KH�LPSURYHG�HPSRZHUPHQW�
DQG� FRPPXQLFDWLRQ� KH� KDG� EHHQ� WU\LQJ� VR� KDUG� WR� LPSOHPHQW�
GLGQ·W�VWLFN��EHFDXVH�WKH\�FODVKHG�ZLWK�KLV�VHQVH�RI�DXWKHQWLF�VHOI�
7R�DQ�HYHQ�JUHDWHU�H[WHQW�WKDQ�GRLQJ�D�GLIIHUHQW�MRE�DQG�HVWDE-

OLVKLQJ�D�GLIIHUHQW�QHWZRUN�RI�ZRUN�UHODWLRQVKLSV��SHRSOH�LQ�WUDQVL-
WLRQ�WR�ELJJHU�OHDGHUVKLS�UROHV�PXVW�UHLQYHQW�WKHLU�RZQ�LGHQWLWLHV��
7KH\�PXVW� WUDQVIRUP� KRZ� WKH\� VHH� WKHPVHOYHV�� KRZ� RWKHUV� VHH�
WKHP��DQG�ZKDW�ZRUN�YDOXHV�DQG�SHUVRQDO�JRDOV�GULYH�WKHLU�DFWLRQV�
:KLOH�WKH�SHUVRQDO�WUDQVIRUPDWLRQ�W\SLFDOO\�LQYROYHV�D�VKLIW�LQ�

OHDGHUVKLS�VW\OH��LW�LV�PXFK�PRUH�WKDQ�WKDW��&RQVLGHU�WKH�IROORZ-
LQJ�����SHUFHQW�RI�WKH�PDQDJHUV�,�VXUYH\HG�UHVSRQGHG�´VRPHZKDW�
RU� YHU\� WUXHµ� WR� WKH� VWDWHPHQW� ´0\� OHDGHUVKLS� VW\OH� VRPHWLPHV�
JHWV�LQ�WKH�ZD\�RI�P\�VXFFHVV�µ�,Q�-DFRE·V�FDVH��KH�DGPLWWHG�WKDW�
LI�UHVXOWV�ODJJHG�EHKLQG�KLV�H[SHFWDWLRQV��KH�ZRXOG�RIWHQ�OHDS�LQWR�
WKH�VLWXDWLRQ�ZLWKRXW�DOORZLQJ�WKH�WHDP�PHPEHUV� WKH�WLPH�DQG�
VSDFH�WR�DUULYH�DW�WKHLU�RZQ�VROXWLRQ��:KHQ�PDQDJHUV�OLNH�-DFRE�
DUH�DVNHG�WR�FRQVLGHU�ZKDW�LV�KROGLQJ�WKHP�EDFN�IURP�EURDGHQLQJ�
WKHLU� VW\OLVWLF� UHSHUWRU\��PDQ\� DOPRVW� LQYDULDEO\� UHYHDO� DQ� XQ-
ÁLQFKLQJ�UHVXOWV�RULHQWDWLRQ�DQG�FRPPLWPHQW�WR�GHOLYHULQJ�DW�DOO�
FRVWV��7KLV�RULHQWDWLRQ�QRW�RQO\�KDV�PDGH�WKHP�VXFFHVVIXO�EXW�DOVR�
FRQVWLWXWHV�WKH�FRUH�RI�WKHLU�SURIHVVLRQDO�LGHQWLWLHV��7KH�PDQDJHUV�
ZDQW�WR�FKDQJH��EXW�WKH�FKDQJH�LV�QRW�ZKR�WKH\�WUXO\�DUH�
)RU�H[DPSOH��DPRQJ�WKH�FRPSHWHQFLHV�UDWHG�DV�PRVW�FULWLFDO�IRU�

HIIHFWLYH� OHDGHUV��P\�VXUYH\�UHVSRQGHQWV� OLVWHG�´PRWLYDWLQJ�DQG�
LQVSLULQJµ� DV� WKH� VHFRQG�PRVW� LPSRUWDQW�� -DFRE� DOVR� OLVWHG� WKH�
VDPH��DOWKRXJK�KH�ZDV�QRW�UDWHG�YHU\�KLJKO\�E\�KLV�WHDP�RQ�WKLV�
FDSDFLW\�� 0RWLYDWLRQ� DQG� LQVSLUDWLRQ�� KRZHYHU�� DUHQ·W� WRROV� \RX�
FDQ�VHOHFW�RXW�RI�D�WRROER[�E\��VD\��LQFUHDVLQJ�\RXU�FRPPXQLFDWLRQ�
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WR�NHHS�SHRSOH�EHWWHU�LQIRUPHG��,QVWHDG��WKH�FDSDFLW\�WR�PRWLYDWH�
DQG�LQVSLUH�GHSHQGV�PXFK�PRUH�RQ�\RXU�DELOLW\�WR�LQIXVH�WKH�ZRUN�
ZLWK�PHDQLQJ�DQG�SXUSRVH�IRU�HYHU\RQH�LQYROYHG�16�:KHQ�WKLV�FD-
SDELOLW\�GRHVQ·W�FRPH�QDWXUDOO\��\RX�WHQG�WR�VHH�LW�DV�DQ�H[HUFLVH�LQ�
PDQLSXODWLRQ��/LNHZLVH��FRPLQJ�WR�JULSV�ZLWK�WKH�SROLWLFDO�UHDOL-
WLHV�RI�RUJDQL]DWLRQDO�OLIH�DQG�PDQDJLQJ�WKHP�HIIHFWLYHO\�DQG�DX-
WKHQWLFDOO\�DUH�DPRQJ�WKH�ELJJHVW�KXUGOHV�RI�D�ELJJHU�OHDGHUVKLS�
UROH�17�$OWKRXJK�PDQ\�RI�WKH�DVSLULQJ�OHDGHUV�ZKRP�,�WHDFK�FLWH�
WKH�DELOLW\�WR�LQÁXHQFH�ZLWKRXW�DXWKRULW\�DV�D�FULWLFDO�FRPSHWHQFH��
PDQ\�OHDGHUV�DUH�QRW�DV�HIIHFWLYH�DV�WKH\�PLJKW�EH�DW�LW��EHFDXVH�
WKH\�XOWLPDWHO\�YLHZ�WKH�H[HUFLVH�RI�LQÁXHQFH�DV�SOD\LQJ�SROLWLFV�
7KLQJV�OLNH�VWUHWFKLQJ�RXWVLGH�\RXU�VW\OLVWLF�FRPIRUW�]RQH�DQG�

UHFRQFLOLQJ�\RXUVHOI�WR�WKH�LQKHUHQWO\�SROLWLFDO�QDWXUH�RI�RUJDQL-
]DWLRQDO�OLIH��LQ�WXUQ��UHTXLUH�D�PRUH�SOD\IXO�DSSURDFK�WKDQ�ZKDW�
\RX� PLJKW� DGRSW� LI� \RX� VHH� LW� DV� ´ZRUNLQJ� RQ� \RXUVHOI�µ� :KHQ�
\RX·UH�SOD\LQJ�ZLWK�YDULRXV�VHOI�FRQFHSWV��\RX� IDYRU�H[SORUDWLRQ��
ZLWKKROGLQJ�FRPPLWPHQW�XQWLO�\RX�NQRZ�PRUH�DERXW�ZKHUH�\RX�
DUH�JRLQJ��<RX�IRFXV�OHVV�RQ�DFKLHYHPHQW�WKDQ�RQ�OHDUQLQJ��,I�LW�
GRHVQ·W�ZRUN�IRU�\RX��WKHQ�\RX�WU\�VRPHWKLQJ�HOVH�LQVWHDG�
&KDSWHU���H[SODLQV�ZK\�WU\LQJ�WR�DGDSW�WR�PDQ\�RI�WKH�FKDOOHQJHV�

LQYROYHG�LQ�JUHDWHU�OHDGHUVKLS�UROHV�FDQ�PDNH�\RX�IHHO�OLNH�DQ�LP-
SRVWRU��1R�RQH�ZDQWV�WR�ORVH�KHUVHOI�LQ�WKH�SURFHVV�RI�FKDQJH��\HW�WKH�
RQO\�ZD\�WR�VWDUW�WKLQNLQJ�OLNH�OHDGHUV�LV�WR�DFW�OLNH�RQH��HYHQ�ZKHQ�
LW�IHHOV�LQDXWKHQWLF�DW�ÀUVW��7KLV�FKDSWHU�VKRZV�KRZ�\RX�FDQ�VWRS�
VWUDLWMDFNHWLQJ�\RXU�LGHQWLW\�LQ�WKH�JXLVH�RI�DXWKHQWLFLW\��7KH�RXW-
VLJKW�\RX�JDLQ�IURP�WU\LQJ�WR�EH�VRPHRQH�\RX·UH�QRW��\HW��KHOSV�\RX�
PRUH�WKDQ�DQ\�LQWURVSHFWLRQ�DERXW�WKH�OHDGHU�\RX�PLJKW�EHFRPH�

Stepping Up 

6WHSSLQJ�XS�WR�SOD\�D�ELJJHU�OHDGHUVKLS�UROH�LV�QRW�DQ�HYHQW�RU�DQ�RXW-
FRPH��,W·V�D�SURFHVV�WKDW�\RX�QHHG�WR�XQGHUVWDQG�WR�PDNH�LW�SD\�RII�
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%HWZHHQ�UHDOL]LQJ�WKDW�\RX·UH�LQ�D�GR�LW�\RXUVHOI�WUDQVLWLRQ�DQG�
DFWXDOO\� H[SHULHQFLQJ� WKH� DFFXPXODWHG� EHQHÀWV� RI� WKH� QHZ� RXW-
VLJKWV�\RX·UH�JHWWLQJ�OLHV�D�VWHSSLQJ�XS�SURFHVV�WKDW�LV�OHVV�OLQHDU�
WKDQ�ZKDW�\RX�ZRXOG�H[SHFW��7KH�WUDQVLWLRQ�LQYROYHG�LV�UDUHO\�WKH�
XSZDUG� DQG� RQZDUG� SURJUHVVLRQ� \RX·G� OLNH�� QRU� GRHV� LW� WHQG� WR�
XQIROG� DFFRUGLQJ� WR� DQ\� WKHRUHWLFDO� ORJLF�� 7KH� WUDQVLWLRQ�PRYHV�
IRUZDUG�DQG�WKHQ� IDOOV�EDFNZDUG�UHSHDWHGO\��EXW�DW�VRPH�SRLQW��
LI�\RX�OHDUQ�HQRXJK�DORQJ�WKH�ZD\��WKH�WUDQVLWLRQ�VXVWDLQV�LWV�PR-
PHQWXP�
0RVW�RI�WKH�OHDGHUVKLS�ERRNV�ZULWWHQ�IRU�SHRSOH�ZKR�ZDQW�WR�JHW�

IURP�$�WR�%�VLPSO\�WHOO�\RX�ZKDW�%�LV��ZKDW�JUHDW�OHDGHUVKLS�ORRNV�
OLNH��2U��WKH\�WHOO�\RX�KRZ�WR�LGHQWLI\�D�JRRG�%�IRU�\RX�DQG�WKHQ�KRZ�WR�
PHDVXUH�WKH�JDS�EHWZHHQ�\RXU�FXUUHQW�$�DQG�WKDW�%��7KHQ�WKH\�JLYH�
\RX�D�IHZ�VLPSOH�WDFWLFV�WKDW�VXSSRVHGO\�ZLOO�KHOS�\RX�ÀOO�WKH�JDS��
)HZ�RI�WKH�ERRNV�JXLGH�\RX�WKURXJK�WKH�FRPSOLFDWLRQV�LQ�EHWZHHQ�
7KH� FRPSOH[� VWHS�XS� SURFHVV� LV� WKH� VXEMHFW� RI� FKDSWHU� ���'H-

VFULELQJ�WKH�SUHGLFWDEOH�VHTXHQFH�RI�VWDJHV�WKDW�FKDQJH�WKH�ZD\�
\RX�WKLQN�DERXW�$�DQG�%��WKH�FKDSWHU�SUHSDUHV�\RX�IRU�WKH�FRPSOL-
FDWLRQV�WKDW�ZLOO�LQHYLWDEO\�DULVH�LQ�EHWZHHQ��,W�KHOSV�\RX�JHW�XQ-
VWXFN�ZKHQ�SUREOHPV�DULVH��WKH\�ZLOO��DQG�EXLOG�D�IRXQGDWLRQ�WKDW�
VXVWDLQV�PRUH�HQGXULQJ�FKDQJHV��<RX·YH�VXFFHHGHG�LQ�VWHSSLQJ�XS�
ZKHQ�WKH�ELJJHU�FKDQJHV�WKDW�HQVXH�DUH�GULYHQ�E\�D�QHZ�FODULW\�RI�
VHOI�WKDW�LV�LQIRUPHG�E\�\RXU�GLUHFW�OHDGHUVKLS�H[SHULHQFH�
+RZ�PXFK�DUH�\RX�OLNH�-DFRE"�+RZ�PXFK�KDV�WKH�ZD\�\RX�ZRUN�

HYROYHG�RYHU�WKH�SDVW�FRXSOH�RI�\HDUV"�+RZ�DERXW�\RXU�QHWZRUN³LV�
LW� JURZLQJ�DQG� H[WHQGLQJ�EH\RQG� WKH�XVXDO� VXVSHFWV"�$QG�KRZ�
PXFK�DUH�\RX�ZLOOLQJ�WR�FKDOOHQJH�WKH�ZD\�\RX�VHH�\RXUVHOI"�7KH�
DFWLRQ�DQG�WKLQNLQJ�VKLIWV�WKDW�DOO�RI�XV��OLNH�-DFRE��PXVW�PDNH�
DV�ZH�VWHS�XS�WR�ELJJHU�OHDGHUVKLS�UROHV�DUH�WKH�VXEMHFW�RI�WKH�QH[W�
IRXU�FKDSWHUV�
-DFN�:HOFK�IDPRXVO\�VDLG��´:KHQ�WKH�UDWH�RI�FKDQJH�RXWVLGH�H[-

FHHGV�WKH�UDWH�RI�FKDQJH�LQVLGH��WKH�HQG�LV�LQ�VLJKW�µ18�%HIRUH�\RX�
UHDG�DKHDG��WDNH�D�PRPHQW�WR�HYDOXDWH�WKH�H[WHQW�WR�ZKLFK�FKDQJHV�

BK-HBP-IBARRA-140472-Chp01.indd   20 10/16/2014   11:49:42 AM

([FOXVLYH�SUHYLHZ�RI��$FW�/LNH�D�/HDGHU��7KLQN�/LNH�D�/HDGHU��E\�+HUPLQLD�,EDUUD��FRPSOLPHQWV�RI�+DUYDUG�%XVLQHVV�5HYLHZ�3UHVV��
3XEOLVKHV�)HEUXDU\�������DYDLODEOH�IRU�SUHRUGHU�QRZ�DW�$PD]RQ��([FHUSW�FRS\ULJKW������+HUPLQLD�,EDUUD��$OO�ULJKWV�UHVHUYHG�



The “Outsight” Principle

21

LQ�\RXU�ZRUN�HQYLURQPHQW�VLJQDO�WKDW�WKH�WLPH�KDV�FRPH�IRU�D�GR�LW�
\RXUVHOI�WUDQVLWLRQ��VHH�WKH�VLGHEDU�́ 6HOI�$VVHVVPHQW��,V�<RXU�:RUN�
(QYLURQPHQW�7HOOLQJ�<RX�,W·V�7LPH�WR�&KDQJH"µ��

Self-Assessment :  
Is Your Work Environment Telling 
You It’s Time to Change?

 YES NO

 1. My industry has changed a lot over  

the past few years. ______ ______

 2. My company’s top leadership had  

changed. ______ ______

 3. My company has grown or reduced  

significantly in size  recently. ______ ______

 4. We are undergoing a major change  

effort. ______ ______

 5. We have new competitors we did not  

have a few years ago. ______ ______

 6. Technology is changing how we do  

business. ______ ______

 7. I need to interact with more  

stakeholders to do my job. ______ ______

 8. I have been in the same job for  

more than two years. ______ ______

 9. I have been sent for leadership training. ______ ______
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 YES NO

 10. Our business is becoming much more  

international. ______ ______

Total Score

Assess whether your work environment is telling you to change by 

totaling the number of “yes” responses:

 8–10  Your environment is changing dramatically, and 

your leadership must change accordingly.

 4–7  Your environment is changing in important ways, 

and with it, the expectations for you to step up to 

leadership are growing.

 3 or below  Your environment is experiencing moderate 

shifts; prepare for changing expectations for you.

CHAPTER 1 SUMMARY

 � 7R�VWHS�XS�WR�OHDGHUVKLS��\RX�KDYH�WR�OHDUQ�WR�WKLQN�OLNH�D�
OHDGHU�

 � 7KH�ZD\�\RX�WKLQN�LV�D�SURGXFW�RI�\RXU�SDVW�H[SHULHQFH�

 � 7KH�RQO\�ZD\�WR�FKDQJH�KRZ�\RX�WKLQN��WKHUHIRUH��LV�WR�GR�
GLIIHUHQW�WKLQJV�

 � 'RLQJ�WKLQJV³UDWKHU�WKDQ�VLPSO\�WKLQNLQJ�DERXW�WKHP³
ZLOO�LQFUHDVH�\RXU�RXWVLJKW�RQ�ZKDW�OHDGHUVKLS�LV�DOO�DERXW�

 � 2XWVLJKW�FRPHV�IURP�D�´WULSRGµ�RI�VRXUFHV��QHZ�ZD\V�
RI�GRLQJ�\RXU�ZRUN��\RXU�MRE���QHZ�UHODWLRQVKLSV��\RXU�
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�QHWZRUN���DQG�QHZ�ZD\V�RI�FRQQHFWLQJ�DQG�HQJDJLQJ�SHRSOH�
�\RXUVHOI��

 � 6XVWDLQDEOH�FKDQJH�LQ�\RXU�OHDGHUVKLS�FDSDFLW\�UHTXLUHV�
VKLIWV�RQ�DOO�WKUHH�OHJV�RI�WKH�WULSRG
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