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Are leaders born or trained?

[dentifying and cultivating high-potential

leaders within organizations

BY JOHN SZ0LD

5 leadership predominant-
Iy something you're born
with or something devel-
oped through experience?

That question was pul to
maore than 300 presidents and
CEOs in a recent global survey
by consulting firm Caliper.
Most believed they were born
with 40 per cent of their leader-
ship ability and developed the
remaining 60 per cent through
experience,

Therefore, even the
strongest leaders have to do a
lot of hard work to reach their
potential. And for organiza-
tions, identifying the next pres-
ident requires certain key pro-
grams and practices. These
include the opportunities to de-
velop these gqualities, the cnvi-
ronment to foster the right
team and, not least, the ability
to recognize the gqualities that
make a leader,

Profile of a leader

In his experience as presi-
dent and CEOQ of Mount Sinai
Hospital in Toronto, Joseph
Mapa says suceesshul leaders
share a number of common
personality traits, He fecls that

leaders are most often strate-
gie thinkers who achieve “Tol-
lowership”™ by being effective
persuaders who are sensitive
to others.

Leaders are adept at creal-
ing a vision and influencing
and directing others; skillful at
building strategic relationships
that help them aceomplish
their goals; masterful at solv-
ing problems and overcoming
obstacles; and willing to take
risks and try new ideas and ap-
proaches,

In essence, leaders are ex-
tremely bright, assertive, dri-
ven to persuade, empathic and
resilient. They have an innate
need to get things accom-
plishied so they are willing to
take risks. They are also mod-
crately sociable, demonstrate a
healthy level of skepticism and
are motivated to come up with
new ideas. That's a very strong
profile.

Managers, on the olher
hard, are more conservative
and sueceed by working within
catablished guidelines. They
tend to be more organized and
have greater attention o detail
than leaders, They are often
frdenclicer amd more helplol,
bt sometimes al the cost of

making tough decisions. Man-
agers make the system work
and are critical to getting
things done.

It takes both managers and
leaders to drive an organiza-
tion. But given the apparent
differences in the traits of good
leaders and good managers, It
can be difficult for a potential
leader to rise through the
ranks of management, Good
leaders aren't necessarily good
managers, In fact, they are
probably medioere managers
because they're likely to work
outside of established guide-
lines in a way that compromis-
es the natural order of things
or threatens colleagues.

As a result, the challenge for
HR professionals is to recog-
nize high potential leaders car-
Iy, bring them to the attention
of the organization, mentor
them and provide them with
opportunitics to hone their
skills.

Developing the leader within

For Christine Greco, direc-
Lo, people development and
service at Toronto-based brew-
ery Molson Canada, strong
leaders have three essential
gualities that allow them to

succeed. In addition to
being able to gen-
erate resulfs and
maobilize people,
Greeo cites hav-
ing self-aware-
ness about their
own career as the
mark of success-
ful leaders. As an
HR professional,
she sees helping
individuals negoti-
ate this process of
self-awareness as
one of the key factors
in cultivating future
leaders.

“Potential leaders
need to understand
their fundamental strengths
and identify their weak spots
to be successiul,” said Greco.

But before HR managers can
help potential leaders become
sell-aware, they need to identi-
fy them before they become
bored, frustrated or move on to
other opportunities. Having a
process in place that recog-
nizes leadership attributes iz
the first step. However it is
also important to remember
that, to some degree, leader-
ship iz in the eye of the behold-
er. To create sustainable lead-
ership, leaders need (o 0L the
culture of the organization,
While not the anly souree far
identifying leadership, Groeo
peints to persenality tests as

Y
one way to identily and assess
leaders that fit the organiza-
tion both in the recruitment
and team-building phases of
development.

Onee a leader has come to
the attention of the organiza-
tion, the hard waork of keeping
that person engaged and moti-
vated over the long term
through coaching and mentor-
Ing begins. HR professionals
will often need to channel
these individuals' natural ten-
dencies toward urgeney and
risk-taking with a variety of
new challenges and opportuni-
ties, While promotion is the
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most obvious answer, advance-
ment can often be hampered in
organizations with a lot of
baby boomers. As a result, pro-
viding a variety of growth op-
portunities is crucial to culti-
vating future leaders.

Growth opportunities can be
found in a secondment, a com-
mittee chair or even a tempo-
rary stint to fill in for the boss
while she is on vacation. As
Greco points out, providing on-
the-job challenges are critical
to developing leadership be-
cause “work experience is a
better development opportuni-
ty than any course or book.”

A leader is only as good
as the team

At the end of the day, irre-
spective of an individual's
strengths and weaknesses
they must still function as part
of a complementary team, And
most successful leaders know
this. They have the wherewith-
al to surround themselves with
people who can compensate for
their weak points and support
their strategic vision. Success-
ful leaders may be born with a
great deal of the potential and
motivation they need to lead,
but great teams are the result
of careful planning and dedi-
cated development.

Mount Sinai's Mapa sums it
up by saying that organiza-
tions shouldn't be limited to a
nature-versus-nurture defini-
tion of leadership.

“While we all have natural
tendencies thal may make us
more effective leaders or man-

" LEADERSHIP CHECKLIST
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eaders

The seven traits of
highly successful leaders

Through mare than four decades
of testing CEOs, presidents, man-
agers, salespeople and other em-
ployees in more than 25,000
companies around the world,
Caliper has statistically validated
the profile of a good leader. Ac-
cording to Caliper's research,
strong leaders share seven key
personality traits:
sfAssertiveness: The ability to ex-
press ane's thoughts forcefully
and consistently without having
to rely on anger.

=Ego-drive: The inner need to
persuade others as a means of
gaining personal gratification.
Ego-drive is not ambition, aggres-
sion, energy or even a willingness
to work hard. Rather, it is an in-
ternal gratification that comes
from getting another person to
say “yes.”

#Ego-strength or resilience: The
ability to handle rejection and ac-
cept criticism in a manner that is
positive and growth-oriented. In-
dividuals with a healthy, intact
ego have a positive picture of

themselves allowing them to func-

agers, cultivating future lead-
ers needs to be about creating
competencies and developing
good skills through learning
opportunities. We need to mo-
tivate leaders and managers
alike, by creating a culture of
growth and encouraging liber-
ation of thinking.”

tion at or near the top of their ca-
pacity.

eoRisk-taking: This quality reflects
the degree of comfort an individ-
ual has in taking chances or try-
ing new things. It does not imply
recklessness.,

sInnovation: A combination of
high levels of abstract reasoning
(the ability to handle complex or
multidimensianal problems) and
idea orentation (an orentation to
creative problem-solving, idea
generation and concept develop-
ment). It indicates that an individ-
ual knows the old ways of doing
things aren't always the best
Ways.

sUrgency: An inner-directed and
focused need to get things done.
sEmpathy: The ability to accurate-
Iy sense the reactions of another
person. An empathic individual is
able to accurately and objectively
perceive another person's feelings
without necessarily agreeing with
them, This enables an individual
to appropriately adjust his behaw-
four in order to deal effectively
with other people.
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