orparzte Marth Afneriea is changsng. The demands on

|radership are more far ranging and complex than ever

before Today Vismnaies talks to Sveve YWalmsley, the

presidens of Walmaley & Co., 3 management cansulting

firm based in Toronta, Walmsley & Ca_helps corpora-
tiars intraduce compiex change and development inftiatives
Thay work ciosely with banks. technology companies and other
organizations 1o help them pilat long-term projeces facused on
reshaping corparate culture. |n this Intesview, Steve Walmsley
shares his thinking on vision, leaderthip and the entorprise

How you would you define vision?

Civar the past 10 years, the classle definivion and understanding
of vision has changed, Historically, peopte tended to-speak of
vision as something 2 CEQ “had" But voday, it's helpful to see
vision as samething more fluid, less stae, and less stand-alane.
Sometimes the most poworful visions are mora about being
*visonary” and engaging others than about making 2 starement.
Vizion needs to be connected and real and dynamic. It necds to
be reflevint to the present, |t needs to build from enwrprise
goals, new customer needs, front line learning and adzptation
I€'s abaur seeing and describing the future. It's about feeling the
fuzire and then acting on it with heart and hands = when [t real-
Iy lives, you can see organizations with spiriced perfarmance. It's
not a formula—especiatly in today's morketplace.

What are some of the factors atfecting leadership in
this market?

Crverall shifes in buginess ara having a significant mmpact on how
leaders lead and whar their employees expect from them
These factors include:

® Surviving with the “rech wrock”™ post 311 econanmy

® Diealing with achical and business merality news events and
problems and how people are really challenging the motives
and actions of senior executives

® |ncreased expectations surrounding the msues of communicy
and belanging — especialty at work

® Addressing the fact that many firms/people are frozen/uncer:
tain/burned out

® Harnessing pent up energy for new growth

How do you help corporate leaders address the issue
of vision?

The most impartant thing a leadar ean de is eo think about is-
tening befare influencing. This i a critical issue; Too many |ead-
ere fisten only long enough so idently haw o influence, rather
than listen 1e hear and integrate new insight or develop depth of
meaning. Creating meaning is smportant for o work communicy
Richard Bransan of ¥irgin Corporation has said, "If people are
proud of the company they wark for, if they respect it and are
listened to, the company will thrive.”™ He's absatutely cormect
He engages in active and unconventianil pracrices o meet with
frant ling staff and experience and hear the company and its cus
womers from different perspectives

We help Cevel executives learn to et go” of vision wm allow
others to cantribute to It and own it. We help them set coar
botndaries — and to target resulis. This means clearly defining
what thoy absolutely do and do not do at thesr organization and
then let the decails get filled in. We talk to them about the
impartance of “medeling” and demonstrating the vision, putting
it into action so people see and feel it

We use 3 simple diamond model. At the top are vison and
directsan. At the borrom i the “home base” - the resuks. On
the left are the quantitative goals and ebjectves. These are the
pieces that every organization seeks and measures —volume af
sales, pure productivity, revende. and prafic O the nght are
the things that are often out of balance — the qualitative cle
mients that are aften avoided because they are dismissed as
“saft * These inclede peoplo. communication, team affettive-
ness, as waoll a3 processes char engage the customers and chents.
Wa then work to eaprure insights when can that can be turmed
into advantage

Day to day, it sounds like implementing visian
requires a special kind of leadership, almost a
discipline.

Make no doube abeut it mplementing wision in today’s market
is-all shout making tough choices and golng beyond simple
answers to be more effective. YW help Clevel executives focus
on simplifying visian and integrating it inte thelr day-to-day rou
tines, Pecple need 1o see vision in action. They need to see the
{eontinued on pape 9)
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commixment o the future demeonsraced and o

s leaders nead to da-nmmmd’.rumun.md

their evaryday behavior. Thay need 1o mudﬂthmr toit
to excellence and-consistency. They need w shiorw wlﬁ,‘

to people and teams - inside and across thair firm's b-mndirim

At the end of the day, they need to fors an fesults. prowth,
and celebration. i ! W

Where do the concepts of trust and measuring risk. in
terms of vision come in?

People want their leadership to consult and engage with them
Thay knaw a keader needs fo taks 3 bet. ke risks for tha cam-
pany. Again, it's about

® Leading from your heart and gut before you lesd with the bal-
ance sheet

® Growing into new busingsses and new capabilices, not “gaing
into them"

® Knowing thar persmtence and rigorous axacuton make maors
great busingsses than all the “newsworthy” stories about
charsmacc leaders

#& Acting for the best, planning for the worst — becaming an
opeimisse roalist

Somedmes it looks as f chese action statements are too sim-
| ple & pat jmportant, Beware: thare arn many places where peo-
ple look Hice they are performing but chey have guit and stayed.
| Thiz &5 much more expensive in the shore erm and much more
damageng strategically than if they quic and feave. Mo leaders
eon do it wedl gll. all the tima. Thera are mEny loadership situa-
tions where this approach nesds 1o be complemented with the
abiiity 1o be decisive and incisive and hold an unpepaular decision
teriscrously. But by laying the graundwark, the simuations whese
4 leader needs to be unilateral will be understood. and che
leader will be surprised by the suppart he or she will gain, often
wathout guestion
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< MWshaving ap Iliurm-luﬂ- Fripact. First, it farcing CECs ta be
i '_ less lln.guﬁrlf ﬁ'inm Having lase agoess o informagion onables
.Hﬁﬂdui: wl‘ﬂinﬂrmpw art guickly Information miy be
'Eﬂq‘hﬂu ﬁutti!t quisstion (s ark we reddy to finalty

m_ﬁdw&!‘ﬂnﬁﬂ I"'l]m}‘I nrlm'nmu.rnn; are wsing vechnology in
pacepptinnalways: barnessiig Slgh technalogy for high wouch,

'demansrating redl refrtonships, and making judgments in real

tirne 't drive excellence in service and in-sales, And ac the
same time. with 30 much infermartion acoess, team members
e and shadild mesmrnghilly challenge corporate directives that
appear uninformed. That's wiy ic's so important that leader-
ship fsten and communicate so that their poople are always
empowered to act and communicate versus inchned to shut
down and rebel.

How can leaders take these calls to action and make
them more practical, make them their own?

A lot of money has been spent on the scence of feadership. lvis
an nportant area of study, but over the years it has become o
comples and limiting.  Too mech maney and timea is gpant on
devedoping modeis of leadership competences based on exter-
nal techngues, I’y important chat leadership work fotuses on
dearly ientfying the

® Thres or four ways an ndividual leader can best use their
serengths

® Arcas of the business where they need w communlears with
and lead actively

#® Kay things they noed (o do consstently and contnuously so
thar people get the message and can act an it

By embracing these srmple concepts. leaders strengthan their
Corparate eulture and uhkesal EftErprise th:;nu;l | |



