LEADERSHIP

Do You ReaIIy Want toBea Leader?

' By PRESTON C. BOTTGER
- AND Jean-Louis BARSOUX

00 many leader-

ship scholars and

executives are ob-

sessed by a point-

less question: Are
leaders born, or- are they
made?

The answer is irrelevant.

The truth is, you do not
know what you are born with
until you try very hard to ex-
press it.

Aspmng executives who
wish to gauge their ultimate
potential, or that of others,
should ask instead: What
level of leadership do they
aspire to? And are they will-

rules become less certain, In-

deed, part of a leader’s job is
to shape these things.

Also, the further an exec-
utive rises, the more he or
she must deal with high-cali-
ber people who know how to
get what they want, are diffi-

. cult, strong-willed and have a

ing to invest the effort and
. And you will be doing this in

‘make the sacrifices required
to take on the responsibili-

ties of the position?

The most senior jobs
present tasks that are mas-
sive, complex and full of con-
flict. The playing field and

Dr. Bottger is a professo} of
leadership and general manage-
ment at IMD International,

* Lausanne, Switzerland.

Dr. Barsoux is a senior re-
search fellow at IMD Interna-

tional: They can be reached at

reports@wsj.com.

sharp appetite for power.
Here are three questions
that executives should ask

themselves to assess their

own leadership potential.

How far do you want to
go?
-To reach higher office and

to fulfill its obligations, you
must continuously make
choices that will affect other  :
' people’s money and lives.

a context where other people
will want your position or

will be competing with you
for the next higher position.
It is easy to criticize the

competence of those with

.
.

: do it as well, or better—hon-

greater responsibilities than
ourselves, and even easier to
fantasize about how we
would do the job better.

A useful exercise: Look at
your immediate boss’s job
and ask yourself if you could

estly. Then, stretch even fur-

ther and cons1der the most

senior leader in your line of @

- sight—perhaps the chief ex-

ecutive. Learn about what
that person must deal with.
Get a feel for the time, en-
ergy and capabilities re-
quired to do those jobs. What

would those jobs require you ‘:
to do that you can’t do now,

or that you don’t enjoy do-
ing? What do you enJoy now,

but would have to give up?

We see too many execu-
tives who set themselves up
to fail because they don’t re-
alistically assess the role

they are pursuing in compar-

ison to their true capabili-
ties.

: What are.,you willing to

invest?

« what your limitations are can

cesoecc e esnesa

be difficult. But if you want
to lead, you face  tough
choices about how much ef-
fort you must put in and in

which areas you need to -

STOW.

quires business smarts, tech-
nical capabilities and cultural
sensibilities, but above all, it

is about power. While this
point is upsetting to some  ;

people, the brutal reality is

Admitting to yourself -

Leadership certainly re- :

that whatever else a leader

: must do, a leader must gain,
. exercise and retain power.
We meet too many “high po-.

tentials” who aspire to high

leadership but are used to
receiving rewards for being
bright and creative. This

breeds a sense of entitlement -

that is incompatible with the

. necessity to fight for leader-

ship power.

While it has bad connota-

tions for some people, the

‘appetite for power is a nec-

essary condition for reaching

posts of high responsibility.

There will be pleasures

. that you must give up. Cer-

tainly, there will be implica-
tions for your personal
life—raising questions not so

much about balancing work
and family in the short term,

but about finding a sustain-

. able mix for the long term. :

Ability to lead is also

about overcoming old beliefs
that limit one’s capacity to
. see in a new way and adopt
¢ new behaviors. As a leader
: you must take people where:
- they have never been be-

fore—in thought and ac-
tion—often against their ini-
tial preferences. Personal
obstacles must be overcome
as well.

How will you keep it up?
Over several decades, you

need ways to keep yourself

going when you are not be-

10, 20 or even 30 years of :
leadership work, then you :

s s o0 v s aae

ing recognized and rewarded
for your performance—and

to deal with criticism, resis- -

tance, setbacks and people
disliking you or what you are
asking them to do. =

If you envision another

must find effective methods
for maintaining your physical

vitality, your emotional flexi-

bility and your intellectual
reach and freshness.

- Many who rise to posi-

tions of leadership become
more closed and set in the

ways that have brought them

success so far. So periodi-
cally, senior executives must
create timeouts to review
where they are investing
their time and energy, to en-
sure that they remain capa-
ble of generating new behav-
iors to deal with new
challenges.

- Leadership might be
learnable. But instead of tak-

: ing comfort in the idea that

you can develop, wake up to
the’ sobering realization of
how difficult it will be to
manage novel situations con- -
tinuously' and under often—

For Further Reading

These related articles from MIT Sloan Management Review can
be accessed online at sloanreview.mit.edu/wsj

M Crucibles of Leadership
Development

By Robert J. Thomas
(Spring 2008) - i

For those learning to lead,
experience trumps formal
training. But some experi-
ences matter more than oth-
ers, as two unconventional
organizations—the Mormon
Church and the Hell’s An-
gels—recognize.

‘M Developing Versatile

Leadership
By Robert E. Kaplan and
Robert B. Kaiser

(Summer 2003)

Leadership consists of op-
posing strengths, and most
leaders have a natural ten-
dency to overdevelop one at
the expense of its counter-
part. But leaders who-work
to guard against such lopsid-
edness can increase their
versatility and their impact.

B Why Leadership-
Development Efforts Fail

By Douglas A. Ready and Jay
A. Conger (Spring 2003)
Many. programs to develop
leaders fall victim to three
pathologies, but companies
can fight these diseases.




