The Leadership Lab
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The guide for today’s exploration
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Today’s Leadership Lab, Real Power is based on Janet O. Hagberg’s amazing book, Real Power:  Stages of Personal Power in Organizations.  More amazing is Ms. Hagberg’s generosity regarding other people’s use of her book.  For instance, permission to reproduce the Power Stage descriptions is actually printed in the book.  Rarer still is Ms. Hagberg’s desire that others share the content of the book in workshop settings.

I first read Real Power during the summer of 1999.  When I read a passage on page 174 I knew I would write Ms. Hagberg.  It read, 

True leadership begins with 

the willingness to be someone other 

than who the world wants you to be.

Imagine my surprise when Ms. Hagberg responded to my letter with a phone call.  She told me I could use her materials.  And, to help me would assign a mentor to make sure my questions were answered.

Thank you, Janet Hagberg for generously encouraging me to pass on the insights in Real Power.  

Thank you, my friends, for your enthusiastic interest in supporting me as I make my way.

Gratefully,

LaRee 
The Leadership Lab

The Six Stages of Power in Organizations
guided by

LaRee L. Ewers

The day’s possibilities:


(  Welcome, introduction, process


(  The five questions


(  Brief blip on the 6 stages of power


(  Twelve generalizations on the power stages


(  Multiple choice


(  Management and the stages


(  Leadership and the stages


(  Who said what?


(  Mystery play


(  The leader’s journey


(  The magic script


(  Networking


(  Closure, next step, questions, evaluations

Welcome, introduction, process

Everything you need is packaged within you.  All you have to do is unwrap your gifts.

A friend of wise counsel

Exercise 1 - Definitions of power (Exercise handout)

Real Power is being who you are and not who others want you to be.  You have real power when you meet yourself at the intersection where your outer capacity to act meets with your inner ability to reflect.  Action partnering with reflection is your true power.

The five questions
Exercise 2 - The five questions (Exercise handout)

Brief blip on the 6 stages (Refer to summary sheet on the 6 stages)

1 - Powerlessness

2 - Power by Association

3 - Power by Achievement

4 - Power by Reflection

5 - Power by Purpose

6 - Power by Wisdom

The twelve generalizations

1.
The stages are sequential.

2.
At any stage you can feel satisfied.  At any stage you can feel stuck.

3.
Some people stay at the same stage for a lifetime.  Others are driven to learn as much as they can as fast as they can.

4.
Each stage has its unique challenges and its benefits.

5.
Certain stages emphasize the feminine aspects and certain stages emphasize the masculine traits.

6.
Power is described and manifested differently at each stage.

7.
It is easier to understand the stage you are in and have been in than it is to understand the stages beyond yours.

People at each stage are motivated differently.



Stage 1 - skills



Stage 2 - mentoring



Stage 3 - success symbols



Stage 4 - meaningful relationships



Stage 5 - empowering others



Stage 6 - service

8.
You do not necessarily proceed to the new stages merely with age or experience, although both are factors.

9.
The most externally and organizationally oriented power stages (stages 1 through 3) show a marked contrast to the internally oriented power stages (stages 4 through 6).

10. Movement from one stage to another is usually precipitated by a personal crisis.

11. From time to time you spiral back down to previous stages.

12. You can be in different stages of power in different areas of your life, at different times with different people.

Multiple choice (Exercise Handout)

Management generalizations

A manager who relies on one management theory will surely not meet the needs of a wide variety of people.  Treating everyone the same is not useful or productive - and neither is special treatment for certain people or giving up on others because they don’t fit.
A simple rule of thumb for managing people at the different stages.


1 / 2 =
structural or hierarchical management styles


3 / 4 =
team approaches (3s competitive teams and 4s participatory teams)


5 / 6 =
laissez faire or informal management styles, if any

Managing employees and managing bosses

Stage 1:
Powerlessness

Managing Employees



1.
Give encouragement and support.



2.
Reward them concretely: verbal praise, salary increases, extra skill training.



3.
Provide structure and limits.


Managing Bosses



1.
Get another job.



2.
Follow directions, mind your own business and don’t take anything personally.



3.
Keep your fingers crossed that the boss may retire soon.

Stage 2:
Association


Managing Employees



1.
Give them information and experience.



2.
Let them learn from mistakes.



3.
Encourage them to model the behaviors of others.


Managing Bosses



1.
Cooperate and be helpful.



2.
Don’t threaten them.  Encourage them, work hard, don’t take credit.



3.
Find someone else in the company to share your confidence with.

Stage 3:
Achievement


Managing Employees



1.
Channel their energy into projects that will tap their strengths.



2.
Give them regular and honest feedback.



3.
Teach them about the organization’s culture and norms.


Managing Bosses



1.
Work very hard.  Don’t compete with them.



2.
Know their rules and follow them as much as possible.



3.
If their goals and values match yours, hold on tight.  They move along and take you with them.

Stage 4:
Reflection


Managing Employees



1.
Encourage self-direction in their work.



2.
Expand their views and spheres of interest.



3.
Educate them in mentoring, counseling and true leadership ideas.


Managing Bosses



1.
Use these bosses as mentors.



2.
Be competent and develop you own style.



3.
Watch, listen, observe, ask questions and catch their energy.

Stage 5:
Purpose


Managing Employees



1.
Ask for their insights on larger issues.



2.
Don’t leash them to rules.



3.
Keep them out of reach of people who would attack them.


Managing Bosses



1.
Thank your lucky stars.



2.
Be careful not to exactly imitate them.



3.
Watch, listen, take risks, ask questions.

Stage 6:
Wisdom


Managing Employees



1.
Don’t try to manage them.



2.
Keep them in the organization if you can.



3.
Learn from them.


Managing Bosses - Most people at stage 6 got out of bossing long ago.  Become self-directed.

Leadership generalizations

Summary of leadership and power:

They lead by:






They inspire:





They require:
1.
 Domination, force



Fear of being hurt




Blind obedience

2.
 Deal making





Dependence





Return of favor

3.
 Personal persuasion 


A winning attitude



Loyalty

4.
 Modeling integrity



Hope for self / org



Consistency, honesty

5.
 Empowering others  


Love and service




Self-acceptance

6.
 Wisdom







Inner peace






Anything / everything
The leader’s journey

The quality of the person determines true leadership, not whether he or she is in a position of authority.
Major characteristics of true leaders:


follow a vision, a purpose, an ideal


allow for win-win, not just win-lose


empower others, not themselves


have balance in life, between work, community and family


can be vulnerable and reflective


treat women, men and minorities as equals


ask why, not how


have a spiritual connection to power within and beyond


see the bottom line as a means to a larger organizational purpose, not an end in itself


live with integrity as their hallmark
How many true leader characteristics define you?

A map of the leadership development cycle
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The magic script (Exercise handout)

Networking (Exercise handout)

Closure, next step, questions, evaluations
News reports often state:  

“We are full of material possessions but impoverished in leadership.”  

Do you agree?  

Could there be another way?  

Are the traditional forms and definitions of leadership sufficient?

Would you like to be a leader who:

empowers other people, 


creates and gives away things and ideas long-term and short-term, 


collaborates on solutions to problems, 


puts integrity before expediency, 


develops others’ capabilities, 


is self-aware and 


self-accepting, 


non-judgmental and 


wise?

What if inner power were just as important as outer power?
Do you see your options?

What do you want to welcome into your life?

How do you want to impact the lives of others?

What kind of leader do you want to be?

Do you have the courage to be willing to be someone other than who everyone around you wants you to be?

Our true power, to be willing to be who we want to be, is an internal guidance system.  It helps us lead significantly within our marriages, within our families, within our communities and within our workplaces.  And most importantly to lead within ourselves.

Are you willing to be YOU?
The Exercises for United Way of Pinellas County Leadership Lab
Exercise 1 - Power Definitions

Power, like most words, carries different meanings.  In the next 30 seconds write down as many words that come to your mind when you hear the word power?

Exercise 2 - The Five Questions
The questions in this exercise are aimed at giving real power definition from your life experiences.


Question 1 

Who, other than your parents, made you feel worthwhile before you were twenty?  How did he or she do that?  How did you react?  How did it affect you in the long term?

The person or persons you have identified were leading from his/her soul.  When you make someone else feel worthwhile you are leading from your soul.

Question 2 

What was the moment of keenest insight in your life?  How did it happen?  What was the result?

Recapturing this moment validates for you that you can lead from your soul.  You lead by your soul often - now you can put a label on it.

Question 3  

Which of your personal behaviors hurt or scare you or other people?  Do you know these behaviors intimately, so that you can choose not to do them but to learn from them?

These behaviors, if left unchecked, will block you from leading from your soul.

Question 4  

What are your two deepest heart’s desires?

How did you identify these two desires?  Did you hear a small voice inside - a voice that tugs at you, asks you to go in a different direction, say something you wouldn’t ordinarily say, or stop what you are doing.  This is your voice of wisdom.  What is it saying to you now?  If you can distinguish that voice for your ego, it will take you to your soul. 

Question 5 

What are your gifts?  (What kinds of things come easily for you?  What are you good at?)

The answers to these questions are clues to your passion.

Exercise 3 - Multiple Choice

1.
As the scenario is read think of your boss (or yourself if you are the boss) as John Chang.  Think of how your boss (or you if you are the boss) would interact with Helen.

What would be Chang’s reaction be to Helen’s choice:


a)
 Helen are you impressed with the importance of the timing of this release?  If so, would 
your husband or a neighbor be able to pick up your daughter today?


b)
Helen, I respect your priority of family, however is it possible due to this opportunity for 
the company to send a cab to pick her up and bring her back to play in the office while you 
work?


c)
As hard as this is for me to say, maybe you don’t have the loyalty we need and expect from 
all our employees.


d)
Chang says nothing as Helen leaves at 2:30.

How many of you have a stage 4 boss?

2.
The second scenario is also from the July Fast Company.  The excerpt is from a monthly column called, Change Agent by Seth Godin.

When your company is discussing change what is its first question?


a)
How much will this cost?


b)
What will the downside be?


c)
What will this do to our stock price?


d)
What’s our competition doing?


e)
What’s the opportunity here?

3.
The employees of a company reflect its leaders.  Take this diagnostic by Godin.


a)
Is the mood in your company grouchy?


b)
Does the company deny what is really happening?


c)
Does the company insist that others do business by their dictation?


d)
Are the best people at all levels and from all functions leaving to start their own companies 
regardless of how much money they are offered to stay?


e)
Does the company reward squeezing profits from the status quo rather than reward those 
focusing on the long-term results?

The opportunities for transforming companies and the way people are involved with meaningful work explodes when the leaders are in stage 4 and beyond.

Exercise 4 - Who Would Say What?

In this exercise you are going to match a stage with a comment.  Put the stage number in the space provided.  Each stage is used two times.

___
If you elect me I promise never to sign a bill that will raise your taxes.

___
I want people to see, to think, to feel the destiny that we are creating.

___
I happen to have a number of people reporting to me, and I am finding, through many years of experience, that the best way to teach people how to manage others humanely and with respect is to treat them humanely and with respect.  

___
We have so much talent in this team, there is no way we can fail.  I’ll see to that.

___
If you don’t improve, I’ll have to find someplace else for you to work.  

___
I am on a day to day adventure with life.

___
I could really be more supportive of you on the next promotion if you were more solidly behind me and my ideas for this project.

___
I like to sit back and reflect on what is being said, then offer perspectives on the issues that perhaps haven’t been considered yet.

___
My work has slowly molded itself around my mission, which involves being of specific service to people in the world.

___
The big decisions we make around here are far less critical than the ways in which we treat people every day.

___
I don’t care what you think and I don’t care how you feel, just do what I say.
___
I am absolutely sold on this idea.  We are both going to look so good when it is over, they’ll be asking us to run the whole company.
Exercise 5 - Mystery Play

The budget in your department has been cut by 15%.  You are called together to discuss the implications and to decide on a course of action so as not to lose effectiveness in the department.  For the purpose of this task, you are all managers.

We need 12 people to form 2 groups of 6.  Additional people will be the observers.

Read the instruction sheet.  Play the role for 10 minutes you have been assigned.  

Observers see if you can place a stage number on each of the players at the conclusion.

What are some of your observations?  Recognize any of your office mates?

 Exercise 6 - The Magic Script

No matter what stage you are in you can begin to implement higher stage characteristics.  One of the biggest defining differences between the lower and the higher stages is:  the lower stages are convinced that someone must lose while the higher stages are equally convinced that everyone can win.

This simple script creates a win/win dialogue.  Tape it to your workspace so you can refer to it as you begin to lead from within.

When you are going to say ‘yes’

One:  The Acknowledgement


“That is a great question.” 

Two:
  The Spirit of Cooperation


“I really want to work with you to find the answer.” 

Three:  The Offer


“I am looking at my schedule.  I could begin the research in two days.
Four:  The Agreement

“How does that fit with your schedule?”

Then the dialogue begins to find the win/win.  The offer and the agreement may have to be recycled several times before there is a match to each party’s expectations.

When you are going to say ‘no’

One:  The Acknowledgement


“Thank you for thinking about me for your board.” 

Two:  The Spirit of Cooperation


“I would love to contribute to the success of your board”
Three:  The Offer


“At this time I am not able to make a full time commitment to your board.  
However, I would 
be willing to spend lunch time once a month on one of the board’s projects.”

It is imperative when saying ‘no’ to offer alternatives.  It is not a win when the one requesting assistance is still left in the same or worse position.  Help with a solution.

Other alternatives might be to suggest names of others who may have the time for a full commitment.  Or, to work a certain number of hours per quarter on an advisory board.  Or, to brainstorm over lunch once a month with the board chairperson.  Or, provide X resources, just not time.
Four:  The Agreement


“Does this sound workable to you?’

Listen closely to the answer.  Continue the sequence until there is truly a win/win.
Exercise 7 - Networking

In each of the stages networking is important for skill building.  A network advances your career, puts you in touch perhaps with people of wise counsel and provides a safe sounding board for problems and new ideas.

An issue-based group:


1.
Meets at least once a month.  Weekly e-mails on the month’s goals keep the 
accountability high.


2.
Each person has a set time to present one priority to the group.


3.
The group brainstorms the priority.  The goal is not to make the person’s decision, 
but to 
set the directional arrows for the person to make a wise choice.


4.
Everything is confidential.

Before you leave today decide how many of you would like to participate in an issue-based network and set your first meeting date.
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